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APMP Approved Training Provider  

As an accredited training provider of APMP certifications, Baachu has set the 

benchmark for producing exceptional online study materials for students.  

Our study guides, mock exams and certification exam are written by our inhouse 

authors with industry and teaching experience who understand what is required 

for exam success.  

 

Exam Success Site  

To help maximise your chances of succeeding in your exam, we’ve put together a 

suite of exclusive APMP resources. Our exam success site provides you with 

access to a free digital version of this guide, as well as extra resources designed to 

focus your efforts on exam and study methods.  

To access the Baachu APMP Exam Success Site, please go to:   

www.baachuscribble.com  

● Enter your name and email to download the digital version of the book  

● Go to www.learn.baachuscribble.com and purchase APMP Exam success 

resources  

● Enter the coupon code when prompted at the checkout for free access  

● Your login details will be emailed to your registered email address  

● Access the exam resources site 

 

BAA10APMP 

       

  



 
 

 

 

 

 

Proposal Specialist Guide  
Your companion for preparing for the APMP 

Foundation Certification Exam  

 

January 2019  

 

 

 

To download the digital copy of the guide and access free APMP exam resources goto  

www.baachuscribble.com 

  

http://www.baachuscribble.com/


 

 

 

 

 

About this Guide 

APMP updated the program April 2016 to create a more universal approach that 

reflects the diversity of the proposal profession.  

 

You can use the guide and study on your own and then take the exams online via 

the APM Group website at www.apmg-exams.com. The APM Group is the 

organization that administers the Certification exam and assessment processes 

for APMP.  

 

The Foundation exam tests your knowledge of proposal and bid management 

best practices in 22 entry and early career competencies. The exam is 75 

questions, multiple choice, pass-fail, and open-book exam. The exam lasts one 

hour (60 minutes). 

 

The Baachu Proposal Specialist Guide (First Edition) uses APMP Study Guide 

(APMP BOK Edition) as the reference.  Baachu Proposal Specialist Guide 

summarises the information necessary to successfully prepare for the APMP 

Foundation Certification Exam. 

 

We strongly recommend Proposal Professionals preparing for the foundation 

exam to also refer the APMP Study Guide (APMP BOK Edition) and APMP Glossary 

of Terms available in the APMP Store. 

 

 

 

 



Topic index  

Listed below are the key topics. If you need to concentrate your practise and 

revision on certain topics or if you want to prepare a particular chapter, you will 

find this index useful.  

The topics are grouped under how frequently they appear on the exam and listed 

in alphabetical order.  

Topic Page No  

Extremely important  

Compliance and Responsiveness  14 

Content Plans  270 

Executive Summaries  28 

Gate Decisions  167 

Graphics and Action Captions  121 

Kickoff meeting Management  186 

Page and Document Design  132 

Review Management  200 

Scheduling  309 

Glossary of Terms                                         320 

Highly Important  

Compliance Matrix  84 

Daily Team Management  193 

End to End Process  152 

Features, Benefits and Discriminators  52 

Headings  115 

Lessons Learned Analysis and Management  252 

Opportunity Plans  260 



Persuasion  65 

Persuasive Writing  96 

Price to Win  70 

Proposal Organisation  91 

Proposal Theme Statements  48 

Strategy and Win themes  35 

Teaming  77 

Value Propositions  40 

Writing Clearly  106 

Moderately Important 

Cost and Pricing Data  141 

Customer Analysis and Competitive Intelligence  20 

Introduction to the Business Development Lifecycle  1 

Knowledge management  292 

Proactive Proposals  146 

Production Management  216 

Proof Points  57 

Virtual Team Management  240 

 

 

 

 

  



Helping you with your revision  

If you have registered for our APMP-Foundation Level Certification Training 

Course, you will receive more comprehensive support including Bite sized videos 

covering 31 core modules of APMP Foundation syllabus, Chapter Quiz, Mock 

Exams and Final Certification exam – over 150 MCQs in total for exam practices, 

Opportunity to ask your questions, sit on the ‘Hot Seat’ and be held accountable 

by your Bid Buddy to ensure exam success. You can find the details of the 

programme  

https://baachuscribble.com/apmp-foundation-certification/ 

Take action: Use the 10% discount code BAA10APMP to get access to the course  

Baachu APMP Certification is built around YOU. 

Tell us your needs and Tailor your own APMP certification training space from 1 

day to 4+ weeks 

Using feedback obtain from APMP:  

● Baachu APMP Foundation Level Certification Training course is designed to 

give you the experience of attending face-to-face session in your own space. 

These lectures are recorded live in classrooms.  

● We discuss revising the syllabus, what to do (and what not to do) in the exam, 

how to approach the questions and ways of obtaining easy marks  

 

Selecting questions  

● The course is split into 5 units, the units are further broken down into 31 

chapters, each focusing on the important aspects of proposal management as 

recommended by APMO. You must complete the course in the intended 

sequence 

● A full topic index listing reading materials that cover key topics, so that you 

can locate the chapters that provide practise on these topics, and see the 

different ways in which they might be examined  

 

https://baachuscribble.com/apmp-foundation-certification/


Revision practice resources under exam conditions  

● Once you complete all the chapters including the chapter quiz, you will be 

invited to take the final specialisation exam. This is a one hour timed online 

exam consisting of 50 multiple choice questions. There is no negative grading. 

A pass percentage of 80% is required to get certified.  You will have one 

attempt to clear the exam.  You will practise these questions under APMP 

exam condition.  

 

Passing the exam  

Displaying the right qualities  

The aim of the APMP Foundation exam is to develop the knowledge and skills 

expected of a proposal manager. You need to be able  

● To demonstrate your knowledge and understanding of best practices for 

proposal and bid management 

● To demonstrate your commitment to your own professional development in 

the industry 

● To prepare yourself for additional responsibility and more complex 

assignments 

● To advance to the sweet spot of APMP’s Certification Program ‒ Practitioner 

Gaining the easy marks  

Some Multiple-Choice Questions (MCQs) are easier than others. Answer those that 

you feel fairly confident about as quickly as you can. Come back later to those 

you find more difficult. This could be a way of making use of the time in the 

examination most efficiently and effectively.  

Make sure that you understand the wording of ‘written’ MCQs before selecting 

your answer.  

 



 

 

 

 

 

 

Exam information  

APMP updated the program April 2016 to create a more universal approach that 

reflects the diversity of our profession.  

 

You may study on your own and then take the exams online via the APM Group 

website at www.apmg-exams.com. The APM Group is the organization that 

administers the Certification exam and assessment processes for APMP.  

 

The Foundation exam tests your knowledge of proposal and bid management 

best practices in 22 entry and early career competencies. The exam is 75 

questions, multiple choice, pass-fail, and open-book exam. The exam lasts one 

hour (60 minutes). 

 

If you fail, you may have to wait six months to register for and retake the exam.  

Additional information  

APMP Foundation Guide provides more detailed guidance on the syllabus and 

can be found by visiting the APMP website   

https://www.apmp.org/page/OnlineStore 

 

 

 

https://www.apmg-exams.com/index.aspx?masterid=1
https://www.apmg-exams.com/index.aspx?masterid=1
http://www.apmg-exams.com/
https://www.apmp.org/page/OnlineStore


 

Useful websites  
 

The websites below provide additional sources of information of relevant to your 

studies for the APMP Foundation Certification exam. 

www.apmp.org  

APMPs website. The Body of Knowledge and APMP Foundation certification 

pages are invaluable, they provide detailed information about the certification, 

including practise exams, glossary of terms and links to winning the business 

articles.  

www.baachuscribble.com  

Our website provides up-to-date bidding tactics, proposal tools & templates, video 

bites and execution plans, with a link to APMP Foundation certification 

programme.  

 

 

 

 

 

 

 

 

 

 

 

 

http://www.apmp.org/
http://www.baachuscribble.com/


TABLE OF CONTENT 

 

UNIT 1 – UNDERSTAND BUSINESS DEVELOPMENT 

Chapter 1 – Introduction to the Business Development Lifecycle   1 

 

UNIT 2 – FOCUS ON CUSTOMER 

Chapter 1 - Compliance & Responsiveness      14 

Chapter 2 - Customer Analysis and Competitive Intelligence    20 

Chapter 3 - Executive Summaries        28 

Chapter 4 - Strategy and Win Themes       35 

Chapter 5 - Value Propositions        40 

Chapter 6 - Proposal Theme Statements       48 

Chapter 7 - Features, Benefits, and Discriminators     52 

Chapter 8 - Proof Points         57 

Chapter 9 - Persuasion         65 

Chapter 10 - Price-to-win         70 

Chapter 11 - Teaming         77 

 

UNIT 3 - CREATE DELIVERABLES 

Chapter 1 - Compliance Matrix        84 

Chapter 2 - Proposal Organization        91 

Chapter 3 - Persuasive Writing        96 

Chapter 4 - Writing Clearly         106 

Chapter 5 - Headings         115 

Chapter 6 - Graphics and Action Captions       121 

Chapter 7 - Page and Document Design       132 

Chapter 8 - Cost and Pricing Data        141 

Chapter 9 - Proactive Proposals        146 

  



 

UNIT 4 - MANAGE PROCESSES 

Chapter 1 - End-to-End Process        152 

Chapter 2 - Gate Decisions         167 

Chapter 3 - Kickoff Meeting Management       186 

Chapter 4 - Daily Team Management       193 

Chapter 5 - Review Management        200 

Chapter 6 - Production Management       216 

Chapter 7 - Virtual Team Management       240 

Chapter 8 - Lessons Learned Analysis and Management    252 

 

UNIT 5 - USE TOOLS AND SYSTEMS 

Chapter 1 - Opportunity Plans        260 

Chapter 2 - Content Plans         270 

Chapter 3 - Knowledge Management       292 

Chapter 4 - Scheduling         309 

 

APPENDIX 

Glossary of Terms          320 



PROPOSAL SPECIALIST GUIDE

Introduction to the Business 

Development Lifecycle

CHAPTER 1

Your Path to APMP Foundation certification 

To download the digital copy of the guide and access free APMP exam resources goto 

www.baachuscribble.com

 க�க 
கசடற

OP SAO LR  P S PD EE CI IF AI
T L

R ISE TC



 

 

Introduction to the Business  
Development Lifecycle 

2 Proposal Specialist Certification Guide  

 

1. Introduction 

1.1. What is Business Development? 

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

1.2. Goal 

To advance a business opportunity and move toward being in a favored 

position from the customer’s perspective, as shown in Figure 1.1 

 
Figure 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. 

Key activities: Effective marketing, seizing opportunities, and sales activity 
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1.3. What is the solution aimed at? 

Successful outcomes of the customer’s problems on the customer’s terms. 

1.4. How to attain success? 

▪ Organizations will be most successful if they tailor business development 

lifecycles to fit their own strategic plans.  

▪ Organizations should modify methods, tools, personnel, and 

infrastructure to fit their markets and internal working environments. 

▪ Organizations must adapt quickly if market conditions change. 

▪ Linking the business development lifecycle to the overall organizational 

strategic plan is critical. 

▪ SWOT (Strengths, Weaknesses, Opportunities, and Threats) analysis must 

include the business development organization. 
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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 

Used to assess the risk and investment tolerance for selling to new or existing 

markets with new or existing products or services. 

Market Risk 

 

       Opportunities with new customers         Opportunities with existing customers and   

and new products                 existing products  

Figure 1.3 shows how market identification factors and likelihood of winning change as  
market decisions are made. 

 

Figure 1.4. Market and Customer Match Matrix. This tool can help organizations understand the effort it 
may take to succeed in a chosen marketplace. 

  

Highest Lowest 
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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 planning involves long-term positioning with a potential 

customer 

▪ This is an ongoing activity across the business development lifecycle. 

▪ Account planning requires an unbiased assessment of current account 

activity and future potential business opportunities. 

▪ Account plan constituents: 

○ historical account information, 

○ buying history, 

○ key customer personnel and decision makers, 

○ strategies for penetrating or growing an account. 

▪ An account plan often feeds into an opportunity plan when specific 

opportunities are qualified. 

Tool: Customer Relationship Management (CRM) system 

A CRM stores account planning data and keep data up to date. 
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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. 

▪ Sales opportunities are available through many channels such as 

○ Marketing campaigns, 

○ Traditional prospecting, 

○ Social media efforts, 

○ Lobbying strategies. 

▪ Strategic planning and market positioning/segmentation can often 

dictate how opportunities are identified and put into the sales pipeline. 

▪ Third-party sales opportunity tracking programs (subscriptions) are 

widely used to track and monitor future bidding opportunities, especially 

in regional and national markets. 

▪ Companies that do not adequately qualify opportunities often overspend 

marketing and sales budgets and pursue too many opportunities that 

they have a low probability of winning. 

▪ Careful competitive assessment and evaluation are also key at this phase 

of the lifecycle. Knowing competitors’ strengths and weaknesses as they 

relate to the opportunity is critical. 

  



 

 

Introduction to the Business  
Development Lifecycle 

8 Proposal Specialist Certification Guide  

 

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: 

Portfolio management. Weigh opportunities against each other and view 

resources to develop and pursue opportunities as an investment. Only 

pursue opportunities with an ROI versus probability of win that supports the 

overall portfolio. 

4Cs: 

▪ Customer 

▪ Competition 

▪ Cost 

▪ Company and solution 

Figure 1.5 shows how the pursuit decision (the first decision milestone to 

verify that the opportunity fits your strategic direction and capability) leads 

to the opportunity planning phase of the business development lifecycle. A 

thorough opportunity plan should evolve from this phase of the cycle.  

  

Figure 1.5. Opportunity Planning. Opportunity planning activities are critical to repeat success in business development. 
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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 activities. These activities are essential to 

transferring customer issues and needs identified during opportunity 

planning into proposal strategies, solutions, a price-to-win, and 

mitigations. 

▪ 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. 

▪ In completing these activities, an organization should conduct a review 

to validate and suggest improvements to its proposal strategy. The 

opportunity plan review team reviews the technical, management, and 

pricing solution against the customer’s needs and requirements, 

alignment with the opportunity strategy, and competitive focus. 

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. 

▪ Organizations must use:  

○ Compliance tracking tools such as compliance checklists, response 
matrices, and writers’ assignments, to ensure that they are meeting 
the requirements of the bid request. 

○ Communication tools to validate progress, troubleshoot proposal 
content, and address concerns. 

○ Conduct short check-ins to monitor progress and status to ensure that 
deliverables and schedules are met. 

▪ When Proposal Managers are satisfied with section drafts, they should 

submit them for final review. A team should review a complete draft 

proposal beginning with the executive summary, all volumes (including 

cost), and other items required at submittal. 

▪ A final document review team evaluates the draft proposal from the 

customer’s perspective. The review team makes recommendations for 

improvement.  

▪ After completing changes and receiving final approval, the proposal is 

submitted to the customer. 
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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. 

▪ An organization’s strategy during this phase should be to respond fully 

to customer questions and concerns and to reinforce the customer’s trust 

in its solution and organization. 

▪ 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. 

▪ Conducting a lessons-learned review on each major bid opportunity is 

a critical best practice. Lessons learned should be well documented and 

stored for others to access and reference on future sales opportunities. 

Lessons learned should become part of an account plan, with all 

information captured in the CRM or tracking system. 
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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. 

▪ Executing effectively on a contract is the best way to position for future 

business with an account or client organization.  

▪ Apply account management techniques, such as regular customer 

contact, product demonstrations and upgrades, social marketing, and 

participation in relevant industry and trade events. These activities 

demonstrate an ongoing interest in the customer’s business and success 

and help to position organizations for future opportunities. 
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3. Key Principles for Organizational Success  

Organizational success relies on strict adherence to the following key principles 

▪ Necessity of business development process. 

▪ Importance of bid decision gates and positioning. 

▪ Importance of early customer involvement. 

4. Summary 

Defining, documenting, and implementing an effective business development 

lifecycle is a core part of strategic planning for any business. Organizations must 

remember to: 

▪ Scale and tailor the cycle to specific markets and competitive positions. 

▪ Clearly define roles and responsibilities within the cycle. 

▪ Secure leadership buy-in and support for implementing the cycle. 

▪ Document all successes and failures to learn from experience. 

▪ Enhance the customer relationship across the cycle at each phase and as part 

of each activity. 
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A winning proposal is both compliant and responsive, both equally crucial 

qualities. 

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. 

▪ Examples of compliance include: 

○ Structuring your proposal per the customer’s instructions. 

○ Remaining within the page limits' 

○ Adhering to formatting guidelines, such as font size, style, and margin size. 

○ Meeting each and every Request for Proposal (RFP) requirement. 

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. 

▪ Examples of responsiveness include: 

○ Understanding your customer’s stated and implied needs and addressing 

them in your response. 

○ Describing the benefits your customer will gain from your solution. 

○ Editing your writing to speak the customer’s language and use its 

terminology 

○ Pricing your proposal within your customer’s budget. 
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3. Key points 

▪ It is possible to be compliant without being responsive, as well as responsive 

without being compliant. The best proposals, however, are both. 

▪ A non-compliant proposal, which fails to meet all of the customer’s 

requirements, will likely be rejected. In the government market, a non-

compliant winning proposal may be protested by the competition. 

▪ Compliance can prevent your proposal from being eliminated, but 

responsiveness edges out the competition. 

4. Best Practices 

4.1. Begin to cultivate responsiveness long before RFP release. 

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

4.3. Prepare a comprehensive compliance matrix for every bid request. 

▪ Tools: 

1. Compliance Matrix 

Compliance Matrix is a must-have planning document, regardless of the 

bid size or timeline. 

What is a 

Compliance 

matrix? 

A list of specific customer requirements, often 

splitting complex, multi-part requirements into sub-

requirements. It also helps Proposal Managers and 

Internal Reviewers verify that the proposal meets all 

requirements. 
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2. Executive Summary 

Unsolicited proposals, white papers, and Request For Information (RFI) 

responses, use the executive summary. 

What is an 

executive 

summary? 

A short abstract of the main points of the offer aimed 

at the senior-level decision-makers in the customer’s 

organization. It is the section of a proposal that 

provides an overview of the offer and highlights the 

key selling points for customer decision-makers. It 

articulates the customer’s vision and presents win 

themes and win strategies that substantiate “why 

us.” 

▪ Create your compliance matrix early in the planning process, before 

writing begins, and update it throughout the proposal process, following 

solicitation amendments, customer responses to clarification questions, 

and proposal outline changes. 

What is a 

Proposal 

Process? 

A systematic series of scalable actions or steps 

directed to winning bids. 

  

What is a 

Proposal 

outline? 

A framework for content and organization based on 

customer requirements. The outline may be 

annotated to show writing responsibilities and page 

allocations or limits. 

▪ A compliance matrix is a powerful tool used by different proposal team 

members in different ways: 

○ Proposal Manager - Master proposal content planning document. 

○ Volume Lead - Checklist to ensure that all requirements are addressed. 

○ Writers - Guide to what should be written in each proposal section. 

○ Reviewers - Evaluation tool clearly defining what should appear in each 

section. 

○ Management - Top-level view of the proposal plan and strategy. 
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4.4. Submit a response matrix with your proposal 

What is a 

Response 

matrix? 

A Response matrix is a derivative of the compliance 

matrix. It is a roadmap for evaluators, pointing to 

specific proposal responses for each compliance 

item. The matrix may also contain a summary 

response. It identifies where in the proposal you 

have addressed each of the solicitation 

requirements. 

▪ Make the proposal evaluation process as easy and efficient as possible. 

▪ Submit a response matrix with your proposal that the evaluator can use 

to quickly locate your compliant response to each requirement. This 

matrix identifies where in the proposal you have addressed the 

solicitation requirements. 

4.5. Maintain a customer focus 

▪ Demonstrate that you understand the customer by citing its vision and 

hot-button issues in your executive summary and then weaving 

corresponding theme statements throughout your proposal. 

▪ A customer-focused bidder: 

○ Names the customer first in each volume, section, or paragraph. 

○ Names the customer more often than itself. 

○ Clearly states the customer’s vision and hot-button issues. 

○ Addresses these issues by presenting customer benefits before offered 

features. 
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5. Summary 

▪ In today’s market, winning proposals are not only compliant, but responsive to 

the customer’s underlying issues. Compliance and responsiveness are two 

different, but equally crucial elements. 

▪ It is possible to be compliant without being responsive and vice versa. Winning 

bidders are both. 

▪ Before beginning any work, you should thoroughly review and clearly 

understand the customer’s bid request. 

▪ You should prepare a compliance matrix for every proposal that contains 

requirements, regardless of size or timeline. 

▪ Make it clear that your proposal is compliant by submitting a response matrix 

with your proposal. This will also ensure that your proposal can be easily 

evaluated. 

▪ Developing responsiveness begins in the early stages of the business 

development lifecycle and continues throughout. 

▪ Responsiveness can vary greatly across different markets, groups, and 

cultures. 
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1. Introduction 

▪ Applying customer analysis and competitive intelligence requires researching 

what your customers need and what your competitors can offer.  

▪ It helps you focus your opportunity and proposal strategy, set yourself apart, 

and win more bids.  

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

What is 

opportunity 

planning? 

The process of preparing a plan specific to an opportunity 

and identifying actions and strategies to position your 

organization to be the customer’s preferred bidder. 

▪ Incorporating its tools and practices enhances narrative development, 

strengthens your value proposition, highlights your strengths that 

complement your customer’s priorities and RFP requirements.  

What is a 

value 

proposition? 

A statement in a proposal that specifically addresses how 

aspects of an offer positively affect the customer’s 

business. Value propositions should provide customer-

specific statements that are quantified and describe 

tangible and intangible value. 

▪ Allows you to present solutions that overcome competitor weaknesses, 

provides the data you need to create effective strategies and compelling 

proposals. 
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2. Best Practices 

2.1. Understand the importance of customer and competitive 
intelligence. 

2.1.1 Customer Intelligence & Analysis: 

▪ An understanding of a customer’s needs—spoken and unspoken—and 

the capabilities desired of a vendor/contractor to support requirements.  

▪ Key element of the sales and opportunity development process that 

occurs well in advance of responding to a bid or RFP. 

▪ This data is developed by the sales or opportunity planning team, who 

are responsible for building a good relationship with customers and 

understanding their needs. 

▪ Information is gained directly from customer contacts. Other useful 

sources of information include: 

○ Annual reports 

○ Policy documents 

○ Industry publications by the customer 

○ Individuals who were once employed by the customer organization 

○ Historical data on trends 

○ Budget documents that indicate future priorities 

○ Existing contracts and performance data (either when trying to 

unseat an incumbent or when trying to protect an existing contract) 

▪ This has a large impact on the pricing strategy. 

What is a 

Pricing 

Strategy? 

Differentiating value and price such that the customer 

perceives the value of your proposal to them to be 

greater than the price you are charging. 
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2.1.2 Competitive intelligence 

▪ Objectively understanding the strengths, weaknesses, and strategies of 

companies competing against your company for business.  

▪ It is a well-defined business practice to understand the competitive forces 

and market dynamics that impact your company’s viability and long-

term profitability. 

▪ Opportunity Managers gather research from publicly available sources 

and work with SMEs to fully understand the bid playing field. Combined 

insights are used to understand competitors’ capabilities, strengths, and 

weaknesses. 

2.1.3 Key values: 

Customer analysis and competitive intelligence work together to drive 

the strategy. Application of customer analysis and competitive intelligence 

helps focus your opportunity planning and proposal writing in two critical 

ways: 

▪ Understanding the customer’s needs and requirements guides the 

development and selection of solution elements and actions needed to 

execute a thorough win strategy. 

▪ Understanding competitors’ strengths and weaknesses helps you develop 

strategies that magnify your company’s strengths, minimize your 

weaknesses, and show your company’s capabilities and proposed 

innovations in the most positive way. 

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

▪ Opportunity planning teams should take time to build information 

networks with colleagues. 

▪ Active engagement by the opportunity planning team early in the 

proposal development process is critical to gain important, bid-winning 

data about the customer and your competitors. 

▪ Create channels, whether formal or informal, for obtaining information. 

Develop networks and tools for sharing that best suit your company and 

its culture. 
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2.3. 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. 

  

 

▪ Find out what sources your prospective customer uses for information 

and add them to your research.  

▪ Ask other Opportunity Planning Managers what publications and 

resources they use and incorporate them into your research as 

appropriate. 

  

Table 2.1 
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2.4. 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. 

▪ A clear picture of both the customer’s needs and requirements—and your 

strongest competitors—reveals areas on which to focus in your proposal. 

▪ Tool : Bidder Comparison Matrix [sample excel sheet attached] 

This matrix helps analyze competitors’ strengths and weaknesses against 

your position. 

Example:  

A Hypothetical Bid is shown below in the Table 2.2 

Competencies/requirements 
Your 
company 

Company A Company B Company C 

Wind Turbine Services Yes Yes Yes Yes 

Logistics Services Yes Yes No No 

Gulf Coast Operations Yes No Yes Yes 

Oil and Gas Industry 
Experience 

Yes Yes Yes No 

Strong Company Leadership Yes Yes Yes Yes 

Reputation for Product 
Quality 

Yes No Yes No 

ISO Certifications Yes No Yes No 

“Yes” Scores 7 4 6 3 

 

The matrix clearly shows the strongest competitor and highlights strengths 

and weaknesses of others. This knowledge should guide the proposal writing 

process. 

Consider the following cases: 

1. From customer intelligence obtained by the opportunity planning team, 

you know that quality of product is very important to the customer. 

Therefore, Company A and Company C will fall short. 

Table 2.2 

 

file:///D:/My%20Work/Personal/Baachu/New/APMP%20Units/Documents/Unit%202/Chap%202_Bidder-Comparison-Matrix-Samples-And-Instructions.xlsx
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So based on information from the above table, the following Guidance 

can be obtained: 

Guidance: Write about your company’s reputation for quality and 

provide relevant proof points to highlight your strengths in this 

area (e.g., 10-year successful wind turbine services provider with 

customer testimonials as proof points; 30 years of oil and gas 

experience). 

2. Company C falls short in several areas. It will need multiple teammates 

to bring its capabilities to the same level as your company’s, which will 

raise the cost of its offer. 

Guidance: Write about your company’s full set of capabilities, 

providing proof points in each area of requirements. Discuss your 

ability to deliver all requirements more cost-effectively (no 

teammates required) without introducing the unnecessary risk of 

managing multiple teammates. 

3. Company B has similar strengths to your company, but will have to find 

a teammate to close its logistics gap, which may add risk to its proposal. 

Guidance: Focus writing on all of your company’s strengths. Stress 

your logistics experience (e.g., 50 percent of your business is 

conducted in the Gulf Coast region and your logistics operations are 

based in Houston). Highlight the quality of your product and 

provide proof points (e.g., customer testimonials and the 

capabilities your company has to deliver the full requirements of the 

RFP). 

3. Common Pitfalls and Misconceptions 

▪ Belief that competitive intelligence data collection is a covert activity 

○ Competitive intelligence is an ethical business practice guided by written 

rules from the association of Strategic and Competitive Intelligence 

Professionals (SCIP). 

▪ Difficulty obtaining competitive intelligence data 

○ The majority of the competitive intelligence data is found among colleagues 

and online, and verified through group brainstorming. If unavailable, 
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teams may have to derive information from available data and make 

assumptions. 

4. Summary 

▪ Customer analysis and competitive intelligence uses research to understand 

customer needs and competitor strengths and weaknesses. 

▪ This knowledge helps Proposal Writers show a company’s own value 

proposition in the best possible light. 

▪ Gathering competitive intelligence is an ethical activity; most sources of 

information are publicly and readily available. 

▪ An important source of competitive intelligence data is information shared by 

colleagues. Proposal teams should work to gain information from others in 

their organizations. 

▪ Organizations can use a bidder comparison matrix to showcase their own 

capabilities in comparison to their competitors. 
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The executive summary of your proposal appears first and therefore must be clear 

and persuasive to grab customer attention.  

1. What is an executive summary? 

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. 

2. Benefits 

▪ Makes it easier for evaluators to digest the key messages in your proposal 

▪ Improves your chances of winning. 

▪ Shows that you:  

○ Grasp your customer’s vision. 

○ Understand the customer’s explicit and implied needs. 

○ Have built a solution that satisfies those needs. 

○ Offer better value than any competitor. 

3. Best Practices 

3.1. Keep executive summaries customer-focused 

▪ A customer-focused executive summary: 

○ Demonstrates understanding of the customer’s motivation and vision 

for a bid. 

○ Articulates understanding of the customer’s hot buttons. 

What are 

hot buttons? 

Hot-button issues are items that the customer 

repeatedly discusses and often are problems with a 

system, software, process, or resources inhibiting the 

success of the customer’s organization. 
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○ Confirms that the solution satisfies each hot-button issue from the 

customer’s perspective. 

○ Focuses on benefits to the customer, not the underlying products or 

services. 

○ Uses the customer name more frequently than the bidder’s name. 

○ Is written in a concise tone and style that decision-makers can 

understand. 

○ Avoids technical content that obscures customer benefits. 

○ Ghosts the competition. 

▪ Organize your executive summary around the answers to seven key 

questions: 

○ What are the customer’s problems? 

○ Why did these problems arise? 

○ What results do they want to achieve by solving the problems? 

○ Which outcome or result is the most important? 

○ What solutions can you, or your competitors, offer? 

○ What results will each solution produce? 

○ Which is the best solution and why? 

▪ One effective approach to build a good executive summary would be: 

○ Opening paragraph – connect with the customer 

○ Next paragraphs – demonstrate that you clearly understand the 

customer’s needs. 

○ Final paragraphs – review why the customer should choose you and 

provide a roadmap for the proposal organization. 
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3.2. Write and review early 

▪ Drafting your executive summary early allows you and your team to: 

○ Test your value proposition on the client before starting your proposal 

effort and refine it to match the client’s needs. However, should not 

be done after the RFP has been issued or you may risk being 

disqualified. 

○ Align your proposal team on the proposal strategy so that contributors 

link their sections to the overall win themes, where possible. 

○ Avoid costly rework of your solution at a later stage when mistakes 

may be too late to correct. 

○ Give senior management time to review and support your strategy. 

○ Allow time for better graphics and production methods that will be 

more persuasive to your client. 

3.3. Use your executive summary to make an impression 

▪ If your executive summary is professional and persuasive, reviewers are 

likely to expect the same from the rest of your proposal. 

▪ A good executive summary is unique to each opportunity. So do not use 

recycled content. 

▪ Give evaluators clear reasons to select you over your competitors. 

Mention what makes your solution unique and provide relevant proof 

points. 

▪ Include graphics to add emotional appeal and use a professional layout 

that makes the key points easy to see. 

▪ Explain what value your customer gets for investing in your solution. 

Focus on benefits and clear discriminators. Avoid too much technical 

detail. Where possible, include high-level pricing. 

▪ Ask for the customer’s business in a subtle way by confirming your 

understanding of the next step in your client’s decision cycle. 
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3.4. Clearly indicate your proposal’s responsiveness and compliance 

▪ Tailor your executive summary to match the priorities of key decision-

makers: 

○ Motivators are what the customer is trying to achieve to realize its 

vision 

○ Issues are the things that worry the customer. They may stem from an 

existing problem or be driven by an upcoming opportunity. 

○ Hot buttons are a combination of issues and motivators. Hot buttons 

are the single most important issues that are likely to drive decisions. 

▪ Clearly show that you have validated needs with the customer. 

▪ Make it clear that you comply with the client’s requirements. 

3.5. Assign writing and review responsibilities strategically 

▪ Use a clear, easy-to-read writing style. 

▪ Write clear, direct sentences in active voice. 

▪ The ideal author for your executive summary is a salesperson or 

Opportunity Manager who has built a relationship with the client. 

▪ Reviewers must have a good mix of client knowledge, competitor 

knowledge, solution capabilities, past performance, and executive and 

writing skills. 

▪ Editing may be done by the Proposal Manager or an Editorial Specialist. 

▪ Keep production schedules in mind when editing to make sure that there 

is enough time for layout, graphics, and printing to the level required. 
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3.6. Mirror your executive summary themes in the proposal cover, 
title, and cover letter 

▪ The proposal title, packaging, cover letter, and executive summary 

should make sure that your message and visuals are consistent and 

compelling. 

▪ When preparing these aspects of a proposal, consider the following: 

○ Use an active, engaging title: 

Avoid generic titles. According to Tom Sant, a good title should:  

• Describe your recommendation. 

• Start with an active verb that stresses benefits to the customer. 

• Focus on results or benefits, not a product name. 

• Avoid jargon. 

○ Design a customer-focused proposal cover 

○ Include a cover letter 

▪ Address the letter to an individual, not the company. 

▪ Use the tone of communication for a decision-maker. 

▪ The highest-level person in your organization that the customer 

personally knows should sign the cover letter. 

▪ Do not use dual signatures. 

▪ Reference the bid request you are responding to. 

▪ Thank the customer and close with a statement of commitment. 

4. Common Pitfalls and Misconceptions 

▪ Including irrelevant information in executive summaries. 

o Don’t include your corporate history in the executive summary. 
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5. Summary 

▪ A good executive summary provides a value proposition that helps evaluators 

choose you. 

▪ Always include an executive summary as a standalone document unless the 

proposal is very short. Follow instructions if provided. 

▪ Write a draft executive summary before kickoff and get it approved early. Use 

it as a briefing tool to drive the direction of the proposal team. Allow time for 

changes and be sure to do a final proofread, while keeping production 

schedules in mind. 

▪ Plan before writing. Adapt your approach to the time available. 

▪ Write executive summaries for nontechnical, upper-level decision-makers. 

▪ Tie major discriminators explicitly to customer issues. 

▪ Match the goals and priorities of the evaluators. Give them good reasons to 

select you by showing them the unique value of your solution with relevant 

proof points. 

▪ Mention the client first and benefits before features. Show your solution’s 

compliance. 

▪ Use a clear writing style and include graphics to add emotional appeal. Avoid 

too much technical detail. Include high-level pricing and related value 

propositions unless prohibited or irrelevant. 

▪ Ask the salesperson (or Opportunity Manager) who knows the client best to 

write the draft executive summary. Enlist a proposal editor for final edits and 

a mix of client, technical, competitor, executive, and proposal skills for reviews. 

▪ Keep your executive summary short. Use a structure that works. Each executive 

summary differs for each opportunity because the client, evaluators, 

competitors, and solution are all different. 

 



PROPOSAL SPECIALIST GUIDE

 க�க 
கசடற

OP SAO LR  P S PD EE CI IF AI
T L

R ISE TC

Your Path to APMP Foundation certification 

To download the digital copy of the guide and access free APMP exam resources goto 

www.baachuscribble.com

UNIT 2 

FOCUS ON CUSTOMER

CHAPTER 4 

Strategy and Win Themes



 

 

Strategy and Win Themes 36 Proposal Specialist Certification Guide  

 

 

1. Introduction 

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

opportunity.  

▪ As intelligence improves, strategy evolves and competitive focus matures, 

driving improved win themes.  

▪ 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. 

▪ Strategy is inextricably linked to the customer, competitor, and bidder 

capability assessments developed in the opportunity plan. 

What is 

opportunity 

plan? 

The process of preparing a plan specific to an 

opportunity and identifying actions and strategies to 

position your organization to be the customer’s 

preferred bidder. 

▪ SWOT analysis, whether formal or informal, provides the information you 

need to create both opportunity and proposal strategies. 

2. Best Practices 

2.1. 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 

▪ Determine specific actions that you will perform to improve your win 

probability and document those actions in strategy statement templates. 

▪ A unifying concept is important to keep your themes on message. 

▪ Choose a single word or two that summarizes your opportunity 

strategy. 
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What is an 

opportunity 

strategy? 

The collection of tactical strategies and actions that are 

developed following the pursuit decision and 

documented in the opportunity plan to win a specific 

defined opportunity. 

▪ Expand your unifying concept to an elevator speech. 

What is an 

elevator 

speech? 

A concise set of reasons a customer should choose your 

organization’s offer. An elevator speech may be 

presented in oral, written, and video formats. 

2.2. Identify a “killer” opportunity strategy and refine it as intelligence 

improves. 

▪ The litmus test of the very best opportunity strategy is that if it were 

revealed to the competition, it would damage your chances of winning. 

▪ Identify a “killer” strategy. Assess it to flesh out your win themes. 

▪ Re-evaluate your strategy statements as better competitive intelligence is 

developed. 

2.3. Use opportunity plan review and competitor review feedback to 
focus your strategies and win themes. 

▪ Use of opportunity plan and competitor review feedback helps you to 

focus your strategies and win themes. 

2.4. Build proposal strategies for anticipated response requirements. 

▪ Use the feedback from review teams and return to your strategy 

statements to identify potential proposal theme statements, trade studies, 

and ghosting opportunities. 

▪ Perform competitive studies. 
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2.5. Design a proposal cover and key graphic that reflect your overall 
offer and overarching theme. 

▪ The process of representing your concepts visually will help you sharpen 

your message and kick-start your executive summary mockup and 

transition of opportunity plans to proposal plans. 

What is 

executive 

summary? 

A short abstract of the main points of the offer aimed at 

the senior-level decision-makers in the customer’s 

organization. It is the section of a proposal that provides 

an overview of the offer and highlights the key selling 

points for customer decision-makers. It articulates the 

customer’s vision and presents win themes and win 

strategies that substantiate “why us.” 

2.6. Monitor transition of strategy and win themes to proposal content, 
final proposal response, and contract negotiations. 

▪ Opportunity plans have to be exactly transitioned into proposal plans. 

▪ Carefully map strategy statements and win themes all the way through 

to technical, management, and price solutions at contract negotiations. 

▪ You might need a three- or four-level pricing strategy or plan to reduce 

technical scope, but you must know before bidding what you will deliver 

on the contract and at what price. 

What is 

pricing 

strategy? 

Differentiating value and price such that the customer 

perceives the value of your proposal to them to be 

greater than the price you are charging. 
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3. Summary 

▪ Strategies and win themes must evolve from positioning actions and 

statements to solution strategies and themes based on the entire opportunity 

environment. 

▪ The litmus test of the best opportunity strategy is that if it were revealed to the 

competition, it would damage your chances to win. 

▪ Review and repeat SWOT analyses to confirm that your strategy statements are 

still aligned as the requirements and competitive field change. 

▪ Translate win themes to proposal themes for each major section of the 

proposal. Use quantified benefits statements in customer-focused themes. 

▪ Communicate and ensure understanding of your strategies and themes 

through the proposal all the way to contract negotiations. 
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A good value proposition helps clients grasp the value of what you are selling 

compared to other options.  

1. What is a Value Proposition? 

▪ It is a statement that specifically addresses how aspects of an offer positively 

affect a customer’s business. 

▪ It should provide customer-specific statements that are quantifiable and 

describe tangible and intangible value. 

▪ It offers clients something they want and gives them a good reason to choose 

you over your competitors. 

2. Best Practices 

2.1. Sell the value based on client benefits. 

▪ People make decisions based on recognition of your brand. 

▪ A good value proposition takes the client’s needs into account and is also 

sensitive to the role of the evaluator. It demonstrates your understanding 

and frames your solution in a way that matters to the buyer. 

▪ Selling on value helps to organize your proposal strategy. Value grabs 

your client’s attention and differentiates your proposal. 

▪ Creating a good value proposition helps you win. 
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2.2. Link benefits to your unique selling points. 

▪ Your value proposition is unique for every sales opportunity and relates 

to your theme and strategy statements. 

▪ Introduce key win themes in a way that makes an impact on your client 

and demonstrates that you are the best choice. 

▪ Involve your customers in developing and testing your value proposition. 

▪ Support your claims with facts and third-party evidence 

▪ Figure 5.1 illustrates how discriminators and proof combine to 

demonstrate value to a customer. 

 

                    Figure 5.1 Building a Value Proposition 

2.3. Use effective price-to-win methods. 

▪ Value rather than the lowest price quotation is the way the customer 

perceives price, and the winning proposal offers a client more value than 

any alternative options. 

▪ Use price-to-win methods to arrive at a winning price. 
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2.4. Quantify the payback. 

▪ A good way to demonstrate the value of your solution is by quantifying 

the return that the client will get by investing in it. ROI may include one 

of the following typical measures: 

○ Time / Breakeven Period 

○ Rate / Internal Rate of Return (IRR) 

○ Value/ Net Present Value (NPV) / Economic Value Added (EVA) 

▪ Use proof points to further convince the customer. 

What are proof 

points? 

Pieces of information Proposal Developers use to 

support the soundness of a solution. 

 

2.5. Make it visual 

▪ Using pictures to explain your value proposition helps clients understand 

your value faster and remember it longer, and also adds emotion to 

persuade. 

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

▪ Some templates and examples to structure value propositions based on 

best practice that you may find useful in your proposals: 

2.6.1 APMP’s Tony Birch SMART approach: 

Make your value proposition SMART: Specific, Measurable, Achievable, 

Relevant (or results based), and Time sensitive. 

Template: 

[Client name] can improve [what] [by how much/in what way] as a result 

of [doing what differently], over [what timescale] for an investment of 

[how much]. 
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Example: 

Acme can improve customer satisfaction by 20 percent as a result of 

automating service desk functions over 6 months for an investment of $2 

million. 

2.6.2 Shipley’s Larry Newman Syntax 

Template: 

[Prospect] will realize [quantified business improvement] by purchasing 

[our solution] for [total investment cost]. 

Beginning [implementation date], the improvement in [specific business 

process or function] will achieve an economic payback in [timeframe]. 

We have agreed to document the delivered value by [results 

measurement and tracking approach]. 

Example: 

▪ BigCo will realize a 5-percent productivity improvement by purchasing 

our consulting solution for $5 million.  

▪ Beginning Jan 1, 2018, the improvement in factory output will achieve an 

economic payback in 6 months.  

▪ We have agreed to document the delivered value by comparing the 

current baseline to increased output on a monthly basis.  

2.6.3 Tom Sant’s Syntax: 

▪ Value proposition can be presented in three parts: 

○ State the value the customer will get. 

○ Identify the differentiator that will deliver that value. 

○ Provide proof that the claim is credible. 

Example: 

▪ One important benefit of accepting this proposal is that NewCo will see a 

decrease in energy consumption of 15 percent to 18 percent. 

▪ That decrease in energy consumption will come as a direct result of 

implementing our energy optimization software, which will 

automatically manage your energy costs to ensure that you pay the 
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lowest possible price 24 hours a day. The only system of its kind, the 

software has been proven in controlled studies to reduce energy bills. 

▪ When Gee Smelting implemented our software, it saw an immediate 

reduction in energy costs of more than 20 percent. Similarly, Mercy 

Hospital reduced energy costs by 17 percent during the first year of using 

our software. 

2.6.4 Geoffrey A. Moore’s elevator pitch Method: 

Template: 

For [target customers] who are dissatisfied with [the current market 

alternative], our [product name] is a [new product category] that provides 

[key problem-solving capability]. Unlike [the product alternative], our 

product provides [unique product features].  

Example: 

For mobile businesspeople who are dissatisfied with heavy laptops with a 

limited battery life, our MobiJob is a solar tablet that provides 24 hours of 

battery life after only 1 hour of ambient light. Unlike regular tablet devices, 

our product weighs no more than a novel, requires no accessories, fits in 

your briefcase, and has more processing power than the average laptop. 

2.7. Focus on the right kind of impact. 

▪ According to Tom Sant, clients may seek the following kinds of impact: 

○ Strategic/Financial 

○ Tactical/Technical (operational) 

○ Political/Social 

▪ Examples of measurable impacts to look for are: 

1. Strategic. Improve working capital by 30 percent with no increase in 

revenue. 

2. Tactical. Automate a manually intensive aspect of the mission so that 

it requires 10 fewer steps to complete, thereby reducing errors and 

saving hours of effort. 
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3. Political. Improve morale by combining long-distance telephony and 

network offerings, thereby increasing retention by five full-time 

equivalent positions per year. 

 

 

Figure 5.2 Three Kinds of Impact  
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3. Common Pitfalls and Misconceptions 

▪ Reluctance to include a value proposition 

4. Summary 

▪ Failure to sell on value will result in the client choosing on price or doing 

nothing. 

▪ Overcome obstacles to using the value proposition to increase your chances of 

winning. 

▪ A value proposition offers clients something they want and gives them a good 

reason to choose your organization rather than your competitors. 

▪ The value proposition forms the foundation of the executive summary. 

▪ You don’t have to offer the lowest price to win a deal; you must show more 

value than your peers. 

▪ Quantify the payback using a measure of time, rate, or value. 

▪ Make the payback visual and add emotion by including a graphic, even when 

the value is intangible. 

▪ There are many ways to structure a value proposition; choose the method that 

works for your organization and the proposal you are working on. 

▪ Focus on the right kind of impact, which may not necessarily be financial. 
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1. What are 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. 

2. Best Practices 

2.1. Build a proposal theme outline against the structure of the 
response and flow themes into content plans. 

▪ Proposal themes should flow from the opportunity/sales strategy, win 

themes, customer hot buttons, and your features, benefits, and 

discriminators. 

▪ Develop feature/benefit pairs and create a statement that: 

○ Identifies a benefit to the buyer paired with a feature of your offer. 

○ Ties that benefit to a customer issue. 

○ Quantifies benefits whenever possible. 

▪ Ensure a consistent message and linkage of benefits throughout each 

major section of your response. 

▪ Insert a suggested theme statement into each section content plan to help 

the writer organize ideas around the larger strategies. 
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2.2. Use theme statements consistently. 

▪ Be sure to format all theme statements in the same way to avoid missing 

an opportunity to score points. 

2.3. Maintain customer focus. 

▪ Customer-focused writing is key in developing proposal themes.  

▪ Placing benefits before features, tying them to customer issues, and 

naming the customer first and more often than you name yourself will 

sustain the attention of evaluators and communicate a reduced sense of 

risk. 

2.4. Read your theme statements out loud. 

▪ When you’ve written a section theme statement, read it out loud, keeping 

in mind the following tips: 

○ Did you need to take a breath to finish it? 

○ Did it make sense, or did you stop yourself and start over with new 

words? 

○ Does it sound believable? 

○ Does it sound like something a normal person would say? 

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

▪ Choose strong proposal theme statements. 

▪ Add details to set your solution apart. 

▪ Ensure that your theme will resonate with evaluators. 
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3. Common Pitfalls and Misconceptions 

▪ Writing proposal sections before themes are identified and reviewed. 

▪ Failing to provide adequate proof. 

▪ Focusing on features over benefits. 

4. Summary 

▪ Theme statements tie benefits to features and address customer issues. They 

should be woven throughout your proposal. 

▪ Build an outline for proposal writer. 

▪ Ensure that theme statements focus on your customer, not on your 

organization. 

▪ The litmus test of a good proposal theme is that competitors cannot believably 

make the same claim and that evaluators could cut and paste it into their 

evaluation to justify your high score. 
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1. What are Features, Benefits, and Discriminators? 

▪ Customers buy benefits. 

▪ Sellers offer them with features. 

▪ Discriminators help customers decide which seller’s benefits best meet their 

needs. 

▪ A simplified way to think of features, benefits, and discriminators: 

○ Features = What? 

○ Benefits = So What? 

○ Discriminators = Why Us (and why it matters to you)? 

2. Best Practices 

2.1. Understand your customer’s needs 

▪ Identify opportunities such that your capabilities can potentially fit the 

prospect’s needs. 

▪ This builds the relationship necessary to understand the benefits your 

prospect values and expects to obtain through the purchase. 

▪ Determine advantages which are solution concepts discovered during 

customer collaboration as potential benefits. Advantages apply your 

features to a potential customer need. 

▪ If confirmed by the prospect, the advantage becomes a benefit. 

▪ Document the confirmed benefits in feature/benefit tables in your 

written offer. 
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2.2. Develop and evaluate competitive intelligence 

▪ Gather and analyze data about customer needs, likely competitor 

approaches, and your own solution and turn that data into intelligence 

about key features, corresponding benefits, and true discriminators. 

▪ Competitive intelligence is a key element of developing effective features, 

benefits, and discriminators. Process the information in a way that drives 

positive discriminators and highlights features and benefits of your offer 

in comparison to your competitors. 

▪ Gain insight into what competitors will offer, at what price, and most 

importantly, what the customer thinks of them. 

▪ Use the intelligence gathered to complete a bidder comparison matrix 

that scores the capabilities of all significant bidders against the “what” 

and the “why” of the requirements. 

▪ The next step is to document the strengths and weaknesses of each player 

using a SWOT analysis. 

▪ Competitor weaknesses are opportunities for you. Strengths are 

considered threats. When completed, this SWOT analysis will drive your 

win strategy. 

2.3. Determine your discriminators. 

▪ Maintain a clear focus on the customer’s perceptions when determining 

your discriminators. 

▪ Relying on your brand as a discriminator is a common mistake in this 

area. Understand that it is the people, processes, and tools applied to 

successful customer engagements that are the discriminators, not your 

brand. 

▪ Figure 7.1 depicts the intersection of customer needs, competitor 

capabilities, and your own capabilities. 
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Figure 7.1. Discriminator Sweet Spot. Look for your discriminators at the intersection of  
customer needs and your capabilities. 

▪ Discriminators lie in the single segment where you offer something that 

no one else does—and it matters to the buyer. 

▪ You can convert a feature that both you and a competitor have to a 

discriminator by offering a unique benefit around it. 

2.4. Use feature/benefit tables. 

▪ The “feature/benefit” Table 7.1 can be used to best demonstrate your 

understanding of a customer’s needs. 

▪ Below is a sample feature/benefit table organized to reflect what the 

customer wants to buy before what the seller is selling (benefit before 

feature). 

BENEFITS THAT MATTER TO YOU FEATURES OF OUR OFFER 

Accelerated schedule delivered to your 
end users 30 days sooner than required 

93 percent reusable components from an 
existing, operating installation 

Reduced lifecycle cost of $50,000 per 
year through shared support services 

Helpdesk, training, and refreshment 
leverage existing infrastructure and staff 

  
Table 7.1 
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2.5. Quantify the potential value of benefits 

▪ A seller must make a measurable value proposition to the buyer with 

suitable proof to make the buyer believe his claims. 

▪ Quantified benefits are more compelling than those that do not deliver a 

measurable value proposition. These can also be useful in establishing 

performance metrics for contract execution. 

▪ In cases where it is not possible to quantify benefits, tying benefits to the 

buyer’s mission or goals will strengthen their value and build customer 

focus in your offer. 

2.6. Apply the “So what?” litmus test 

▪ To make sure that your benefits are not just reworded feature statements, 

ask yourself, “So what?” after you read them. 

▪ Benefit statement will provide a clear answer as benefits result from 

features and are responses to customer problems. 

▪ It is best to ask someone who does not have a technical understanding of 

your solution but does understand the customer’s perspective to evaluate 

feature and benefit statements. 

▪ Benefits must be self evident and customers must not be allowed to draw 

their own conclusions about the value of your features. 

3. Common Pitfalls and Misconceptions 

▪ Mistaking features for benefits 

4. Summary 

▪ Features are your organization’s capabilities. Benefits result from features and 

are solutions to customer problems. Ultimately, customers buy benefits, not 

features. 

▪ Determine your discriminators by assessing what the customer needs that you 

can offer better than any other competitor. 

▪ To ensure that you have distinguished correctly between features and benefits, 

apply the “So what?” test. Benefit statements should provide clear answers. 

▪ When possible, quantify the value of proposed benefits. 
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1. What are 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. 

▪ Proof points make your proposal compelling to a customer. 

2. Best Practices 

2.1. Understand your win strategy and corresponding win themes 

▪ Effective win themes must contain a feature, benefit, and corresponding 

proof(s). 

▪ Proof points deliver the evidence to give the customer confidence that 

you can provide the feature and corresponding benefit(s) that you 

promise. 

2.2. Get started before you have an RFP 

▪ The Proposal Manager should partner with the Opportunity Manager to 

understand the win strategy and the proof points you need. 

▪ Critically assess past proposals and customer debriefs. 

▪ Before the RFP is released, gather and review solicitations from the same 

customer acquisition shop. 
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2.3. Conduct data calls before and after RFP drop, both internally and 
from teaming partners 

▪ Proposal proof points should be presented for both the prime contractor 

and any proposed teaming partners. 

▪ Data calls are requests to members of your company and teaming 

partners for data to be used to build proof points. 

▪ Craft and issue data calls both pre- and post-RFP release to gather and 

aggregate proof point data. 

▪ Gathering information in advance gives your team a significant 

competitive advantage by going beyond compliance to a compelling bid. 

2.4. Maintain a repository of proof point data 

▪ Multiple data calls help collect large amounts of data to support proposal 

proof points. 

▪ The Knowledge Manager should continually update and refresh your 

data and incorporate lessons learned regarding which proof points are 

most effective. 

▪ Some examples of data and Proof Of Concept (POCs) for data sources 

include the following: 

2.4.1 Staffing data call 

POCs: Human Resources (HR) and Recruiting 

▪ Personnel details  

▪ Recruiting statistics  

▪ Retention rate  

▪ Meatball charts  

▪ Representative resumes 
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2.4.2 Past performance data call 

POCs: Project Managers, SMEs, Proposals, and Contracts 

▪ Customer information 

▪ Project information  

▪ Award fees and incentives earned 

▪ Contractor Performance Assessment Reporting System 

(CPARS)/Past Performance Information Retrieval System (PPIRS) 

ratings 

▪ Achievements and innovations (performed testing with zero 

rollbacks; brought in web redesign under budget; identified 

efficiencies and/or new technology that saved the customer 

money) 

▪ Meatball charts  

2.4.3 Corporate background and experience data call 

POCs: Contracts, Chief Financial Officer, Marketing, Proposals, and 

SMEs 

▪ Logos 

▪ Corporate history 

▪ Corporate revenues, personnel, customers, and locations 

▪ Certifications and appraisals 

▪ Industry awards and rankings 

▪ Research and development (R&D) efforts 

▪ Centers of excellence 

▪ Recognized experts 

▪ Publications and white papers 
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2.4.4 Customer kudos 

POCs: Contracts and Project Managers who can coordinate with 

customers for approval, if needed 

▪ Congratulatory emails 

▪ Awards and certificates of appreciation 

▪ Quotes 

▪ Success stories 

2.4.5 Administrative/financial data call 

POCs: Finance and Contracts 

▪ Federal Employer Identification Number (FEIN) 

▪ Data Universal Numbering System (DUNS) 

▪ Dun & Bradstreet (D&B) ratings 

▪ Financials 

▪ Rates 

▪ Indirect costs 

▪ Other direct costs (ODC) 

▪ Accounting system 

▪ Purchasing system 

▪ Estimating system 

▪ Defense Contract Audit Agency (DCAA) approvals 

▪ Uncompensated overtime policy 

▪ Compensation plan 

▪ Representations and certifications 

▪ Lines of credit 

▪ Banking information 
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2.5. Ensure that proof points are persuasive, tangible, and credible 

▪ Proof points must be persuasive by substantiating features and benefits 

that meet or exceed customer objectives and requirements. 

▪ Proof points must also be tangible by providing quantitative facts and 

figures. 

▪ Finally, proof points must be credible by providing verifiable 

information. 

2.6. Verify accuracy of proof points 

▪ Proof points must be accurate; therefore, ensure that proof points contain 

specific numbers rather than approximate ones. 

▪ The customer must be able to verify the proof points. 

▪ The proposal should identify data sources where possible and provide 

specific customer references and quotes. 

▪ Some potential sources include specific project examples, case studies, 

verifiable reporting tools, external and unbiased third parties, data 

aggregation, comparisons and results that point to specific achievements. 

2.7. Aggregate and interpret data 

▪ The proposal should present aggregated proof point data across company 

locations, divisions, subsidiaries, and programs/projects. 

▪ When bidding with teaming partners, the prime contractor should gather 

and total team data. 

▪ In addition to aggregating data, focus data on results achieved and 

accomplishments met. 
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2.8. Use the standard APMP proposal and business development roles 
to guide responsibilities for development of proof points. 

▪ The following Table 8.1 lists standard proposal and business 

development roles as defined by APMP.  

▪ This information can help guide your organization when collecting and 

consolidating proof points. 

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 8.1 
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3. Common Pitfalls and Misconceptions 

▪ Waiting until the RFP drops 

▪ Relying on features to sell the company 

▪ Believing that benefits are enough 

▪ Assuming that general statements are acceptable 

▪ Putting proof points only in callout boxes 

4. Summary 

▪ Proof points assure the proposal evaluator that features and benefits claimed 

are real, verifiable, and achievable. Effective proof points reduce the 

customer’s risk perception because the data provided substantiates claims 

made in the proposal. 

▪ Assembling, analyzing, and presenting proof points requires time. Gather data 

early to substantiate proposed features and benefits. 

▪ Conduct data calls with your team and partner contractors to collect data 

needed for persuasive, tangible proof points. 

▪ Establish a repository of reusable proof points and continually update it based 

on lessons learned. 
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1 What is Persuasion? 

▪ Research shows that people can be persuaded to act in universal, predictable 

ways. 

▪ Ethical application of persuasive science can help shift customer decisions in 

an organization’s favor.  

▪ The purpose of a proposal is both to inform and persuade. When it comes to 

writing and submitting a winning proposal, Proposal developers must 

successfully apply the principles of influence. 

▪ While persuasive writing is especially important in a written proposal, 

principles of persuasion apply throughout the sales and business 

development process. 

2 Best Practices 

2.1 Understand how central and peripheral processing affect decision 
making 

Weaker proposals occasionally win over stronger ones. Why? 

▪ According to the Elaboration Likelihood Model, published in 1986, 

people tend to use one of two processes when making decisions. 

2.1.1 Central Processing: 

○ Based on logic and sound arguments 

○ Think through arguments carefully 

○ Evaluate all available evidence 

○ Used by experts 

  



 

 

Persuasion 67 Proposal Specialist Certification Guide  

 

2.1.2 Peripheral Processing 

○ Uses mental shortcuts and cues to quickly process and act on 

information 

○ Seems inconsiderate or improper from a purely logical viewpoint 

○ Most widely used 

▪ Peripheral processing will play a major role when the proposal will 

likely be evaluated during some part of the process by one or more non-

experts. 

▪ Write executive summaries that support peripheral processing of 

information as they are often read by decision-makers assessing a 

proposal at a high level. 

2.2 Use the six Weapons of Influence to structure your argument 

effectively 

In Influence: Science and Practice, Robert Cialdini reviews experiments that 

fall into six categories of persuasion. He calls these categories the Weapons 

of Influence. They are: 

2.2.1 Reciprocity: 

○ Captured with the old phrase, “You scratch my back, I’ll scratch 

yours.” 

○ Subtly reminding readers of something valuable they’ve received 

from a contractor can trigger a reciprocity reaction. 

2.2.2 Consistency: 

○ A mental shortcut that encourages deciding in the same way as 

before. 

○ When trying to break in with a new lead, writers can highlight 

some key characteristic that the client identifies with. 

2.2.3 Social proof: 

○ Social proof assumes that “If it’s good enough for him, it’s good 

enough for me.” 
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○ Proposers can establish social proof by describing past successes 

with similar or noteworthy clients. 

2.2.4 Liking: 

○ A salesperson’s key strength. 

○ By writing in a personal, relatable voice, proposal writers can 

make themselves “likable” to potential clients. 

2.2.5 Authority: 

○ Comes into play when a non-expert is forced to decide about a 

complex issue. 

○ Proposers can demonstrate authority by describing the 

credentials of team members, referencing awards and industry 

accolades, or providing testimonials from knowledgeable past 

clients. 

2.2.6 Scarcity: 

○ A strong emotional driver of decision-making. 

○ Scarcity underlies limited-time-only offers. 

○ If a product has a limited distribution or limited availability, 

describing this can be an authentic tool of influence. 

3 Common Pitfalls and Misconceptions 

Overuse of persuasive techniques 

▪ Writers shouldn’t load proposals with all of the tools of influence they can 

find. 

▪ If a customer thinks it is being manipulated or that the claims are dishonest, 

these tools can backfire. 

▪ A great first step is to be honest and use elements that exist naturally in the 

situation. 

▪ Companies should only be bidding on projects that are good fits for their 

capabilities. 
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4 Summary 

▪ People make decisions using either central processing or peripheral 

processing. Decisions made by central processing consider all available 

evidence before making a reasoned judgment. Decisions made by peripheral 

processing use mental shortcuts to quickly act on information. 

▪ Social psychologist Robert Cialdini identified six Weapons of Influence that 

can be used to persuade. They are reciprocity, consistency, social proof, 

liking, authority, and scarcity. 

▪ Mr. Cialdini’s principles are thought to be nearly universal. Proposal writers 

can use them to make proposals more persuasive. 

▪ Writers should never misuse principles of influence. The principles should be 

used to highlight true benefits, never to deceive. 
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1. What is Price-to-Win? 

▪ 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 

2. Best Practices 

2.1. 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. 
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▪ 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 

decision-making. 

○ 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. 

2.2. 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. 

▪ Price-to-win is needed for effective best value solution development. It is 

a continuous process, extending throughout the opportunity phase 

through post-award. 

2.3. 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. 

▪ Market intelligence reporting and gathering tool is currently available 

from INPUT/GovWin/Deltek and E-Pipeline. The budget tracking tool 

widely used is Fedspending.org. 
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2.4. 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. 

▪ A knowledge base can be integrated into your CRM system to track 

progress and information about the customer and make that information 

available to the team pursuing the opportunity. 

▪ Intelligence about the customer’s authorized funding and what it is able 

to spend on the project is vital. Obtaining an independent cost estimate 

is key to knowing what a customer is willing to pay for the project. 

2.5. 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. 

▪ Knowledge bases typically incorporate commercially available 

knowledge management tools and supporting techniques. Other sources 

of competitive intelligence include: 

○ CRM systems 

○ Open-source information 

○ Analytical tools and report generators 

○ Market intelligence reporting services for customer buying practices 

and tools 

○ Commercial intelligence sources and publically available labor rate 

data, community conditions, and FOIA data, all obtained within 

ethical guidelines 

▪ 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. 
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2.6. 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: 

2.6.1 Your historical cost data. 

Your historical data should be located in a maintainable, easily 

accessible database. Look at your historical wins and losses and 

examine what pricing earned you wins or cost you losses. Avoid last-

minute surprises on price from your teammates. 

2.6.2 Your competitive position. 

Assess your relative situation by preparing a matrix showing your 

competitors’ position and yours. Develop a WBS for your solution and 

“flow” price-to-win down to each major WBS element. Then, perform 

a bottom-up approach. Finally, iterate until price-to-win is equivalent 

to your bottom-up price. If you can’t get there, consider a no-bid. 

2.6.3 Your pricing differentiators. 

Know what your pricing differentiators are. Consider a 

features/benefits chart and clearly explain your differentiators and 

enhance your customer’s perception of your organization throughout 

the price volume. 

2.6.4 Your internal risk. 

Identify the top two or three areas of greatest performance risk. 

Position your value proposition with the customer, develop the 

customer’s expectations, and evaluate the customer’s understanding 

of best value during the opportunity phase of the procurement. 
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2.7. 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. 

2.8. 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. 

3. Common Pitfalls and Misconceptions 

3.1. Belief that price-to-win is an externally set parameter 

▪ It is actually derived from examination of customer and competitor 

behaviors and facts. 

3.2. Failure to embrace price-to-win concepts 

▪ Many companies think price-to-win is the lowest price they can set after 

examining their own bottom-up costing. This is not true and can lead to 

a loss. 
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4. Summary 

▪ Getting to a price-to-win target range is an iterative process that begins early 

in the procurement cycle and continues throughout the life of the opportunity 

and beyond to lessons learned after the win. 

▪ Information obtained about the customer, the competition, and one’s own 

organization are important ingredients in determining price-to-win. 

▪ Custom spreadsheets and market intelligence gathering are important tools for 

assessing price-to-win. 

▪ All things being equal, a winning price must offer value to the customer. It is 

up to offerors to learn from their customers what constitutes value to them. 



PROPOSAL SPECIALIST GUIDE

 க�க 
கசடற

OP SAO LR  P S PD EE CI IF AI
T L

R ISE TC

Your Path to APMP Foundation certification 

To download the digital copy of the guide and access free APMP exam resources goto 

www.baachuscribble.com

UNIT 2 

FOCUS ON CUSTOMER

CHAPTER 11 

Teaming



 

 

Teaming 78 Proposal Specialist Certification Guide  

 

 

1. What is Teaming? 

▪ The larger and more complex a contract opportunity, the more likely it is that 

prime bidders (especially small businesses) will need to form teams of multiple 

companies to provide the resources and solutions required in an RFP. 

▪ Teaming with other businesses can help companies fill competency gaps and 

increase their win probability. 

▪ An effective teaming strategy can significantly improve a bidder’s win 

probability, while a poorly executed strategy can create serious performance, 

reputation, legal, and financial problems. 

2. Best Practices 

2.1. Determine objectively whether teaming is needed to strengthen a 
win strategy or a competitive position. 

▪ Adequate collection of Customer Requirements analysis and Competitor 

analysis intelligence leads to development of preliminary win strategies, 

solution approaches, and price-to-win estimates. 

▪ This leads to generation of a list of required resources and capabilities 

needed to win. 

▪ Potential bidders should conduct a rigorous and honest self-assessment 

to identify gaps and deficiencies in their in-house resources and 

capabilities. 

▪ Compile the results in a tabular array such as the Solution Worksheet 

shown in the following Table 11.1. 

Customer 
issue/hot 
button 

Corresponding 
requirements 

Likely 
competitors’ 
solutions 

Our 
solution 

Relevant 
discriminator 

Gaps in 
solution 

Action 
required 
to 
mitigate 
gaps 

  
Table 11.1 
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▪ This tool can be used to assess your company’s relative competitiveness 

as a solo bidder, as a team prime contractor, and as a team subcontractor 

under another prime contractor. 

▪ It is important to generate corporate management support for teaming 

scenarios and convince them that teaming would significantly increase 

the win probability. 

2.2. Identify, evaluate, select, and recruit teaming partners. 

▪ Teaming partners should be selected primarily on their ability to 

increase win probability and secondarily on their ability to work 

cohesively with the team and customer under the conditions of the 

proposed contract. 

▪ Potential teaming candidates can be identified from market intelligence 

collected in the following areas: 

○ Incumbent contractor(s) 

○ Likely competitors for the targeted procurement 

○ Other contractors known by the customer 

○ Other players in key technology, capability, or geographic markets 

▪ Fill out a Bidder Comparison Matrix (Refer attached sample). Use data to 

identify an optimum mix of teaming candidates that strengthen your 

weaknesses and improve your score based on expected evaluation 

criteria. 

▪ If you have a working relationship with a potential teaming partner, then 

choose the most appropriate point of contact and call him or her for 

exploratory discussions about the possible contract. Otherwise reach out 

on a peer-to-peer basis. 

▪ Update the list of interested potential teaming partners on a Table 11.2  

like the following one. 

TEAM 
MEMBER 

CANDIDATE OR 
COMMITTED 

RATIONALE FOR INCLUSION ON THE TEAM 

 

  

Table 11.2 

http://bok.apmp.org/glossary/partner/
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▪ Use personal and professional contacts in the customer’s organization, 

industry, and local community to build a perception of the firm. 

▪ Conduct market research (e.g., Google, D&B, industry publications) to 

gauge the company’s performance and reputation. 

▪ When you have identified and vetted the best potential team members, 

you must invite and convince each to join the team, in priority order. 

▪ Avoid detailed discussions of win strategies until the firm has committed 

to joining the team and signed a non-disclosure agreement. 

2.3. Select the most appropriate team structure. 

▪ When you have successfully recruited the key companies on the team (or 

beforehand if possible), determine which teaming structure will be the 

most competitive. 

▪ Team structures can vary depending on the contract vehicle, size, 

complexity, type of service or product provided, and other factors. The 

most common team structures include: 

2.3.1 Traditional prime/subteam. 

A prime contractor supported by team subcontractors identified as such in 

the proposal. 

2.3.2 Joint venture team. 

Two or more companies form a new legal entity (a joint venture, or JV) that 

is usually dedicated to bid and perform the targeted contract. The JV 

functions as a prime contractor and may or may not have team 

subcontractors. 

2.3.3 Partner arrangement. 

Each organization has a separate contractual arrangement with the 

customer. 

2.3.4 Prime contractor with subcontractor pools. 

The prime contractor identifies numerous subcontractors that might 

perform various portions of the contract. 
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2.3.5 Mentor-protégé arrangements. 

These are formal relationships between large and small businesses set up to 

achieve small business subcontracting goals. 

2.3.6 Company-specific versus integrated project teams. 

This is a service delivery or project management choice. When you have a 

multicompany team, you should decide whether you will subcontract 

complete, projectized scopes of work to a single company who would 

perform the entire subproject with its own employees, or if you will form 

project teams made of employees from multiple companies who agree to 

follow the direction of a single Project Manager. 

2.4. Negotiate and document effective teaming agreements and 
subcontracts. 

▪ The terms and conditions of the teaming and subcontracting 

arrangements must be mutually acceptable to both the prime contractor 

and subcontractor. 

▪ They also must be acceptable to the customer if it has any visibility into 

or approval authority over the arrangement. 

▪ If there are multiple team subcontractors or members of a JV, then terms 

and conditions must be coordinated and cohesive across all 

relationships. 

▪ Teaming agreements should be negotiated by officials with decision-

making authority, reviewed and approved by Corporate Legal Specialists. 

▪ The legal, financial, and competitive consequences can be significant if 

appropriate responsibilities and restrictions are not clearly specified in a 

teaming agreement. 

▪ Teaming agreements should include: 

○ Clearly defined scopes of work, product or service specifications, and 

targeted percentages of work volume or value (if appropriate) 

○ Clearly delineated types and levels of participation in opportunity and 

proposal activities 
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○ Specified allocation or sharing of opportunity and proposal costs 

(often limited to third-party expenditures as opposed to in-house 

costs) 

▪ Legally binding confidentiality agreements, clauses requiring exclusivity 

of bidding/teaming on the targeted procurement, and clauses specifying 

the allowable reasons for and legal procedures, cost reconciliation, and 

limitations on future ability to bid on the targeted procurement should a 

member wish to terminate its participation before award of the targeted 

contract. 

2.5. Optimize and strengthen the competitiveness of the team. 

▪ When a team has been formed, always “Package” and use strengths 

effectively to maximize the team’s competitiveness and win probability. 

For example: 

○ Leverage skills from across the team. 

○ Begin working together right away. 

○ Manage and highlight important assets. 

3. Common Pitfalls and Misconceptions 

3.1. Automatically teaming with strategic partners 

For each targeted procurement, it is critical to objectively determine the 

rationale for assembling a team, and not to automatically include a strategic 

partner on a team unless it truly adds value. 

3.2. Delaying senior management approval 

Bidders need to recognize that teaming leads to reduced revenue for the 

prime contractor and obtain senior management approval of teaming 

scenarios early in the opportunity phase. 
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3.3. Miscommunications related to teammates’ price/cost 

Teams must always keep their bottom-line pricing expectations clear to 

avoid last-minute surprises. 

3.4. Data and intellectual property rights 

Keep important issues transparent in the agreement so they don’t become 

last-minute roadblocks to a win. 

4. Summary 

▪ Objectively assess your company’s resources and capabilities to identify gaps 

and deficiencies compared to the customer’s expectations and competitors’ 

capabilities. 

▪ Determine if teaming with selected companies could create a winning bid. 

▪ Choose teaming partners based on their ability to increase the win probability 

and ability to work cohesively with the team and customer under the 

conditions of the proposed contract. 

▪ Assemble your team by recruiting the selected companies, clearly negotiating 

defined roles and responsibilities, and codifying the arrangements in legally 

binding teaming agreements. 

▪ Optimize and manage the team to maximize your competitive position and win 

probability. 
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1. What is Compliance Matrix? 

▪ 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. 

▪ If the customer had already provided a compliance matrix of their own along 

with the RFP package, then the requirements listed are generally “must haves” 

for the customer. 

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 

has 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 
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▪ A compliance matrix makes it easy for evaluators to judge your proposal 

and locate specific sections of the response. It can also be used by 

proposal team members in different ways, such as: 

1. Proposal Manager: Master proposal content-planning document and 

tool for distributing requirements to the right people for costing, 

pricing, and responding. 

2. Volume Lead: Checklist to ensure all requirements are addressed. 

3. Writers: Guide to what should be written in each proposal section. 

4. Reviewers: Evaluation tool clearly defining what should appear in 

each section. 

5. Management: Top-level view of the proposal plan and strategy. 

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. 

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. 
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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 of 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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▪ Sorting also allows the Proposal Manager to separate different 

requirements by stakeholders’ names and mail them the ones they are 

responsible for. 

▪ Spreadsheet programs also enable functions such as hiding/enabling 

columns for different users, including user specific extra columns, etc. 

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. 

▪ To increase your customer focus, use the customer’s words and phrases 

in the compliance matrix. 

▪ Begin each item with the action verb used in the bid request, such as 

identify, list, discuss, show, indicate, demonstrate, or describe. These 

verbs signal to the Proposal Writer what the customer expects to see in 

the response. 

▪ 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. 

▪ Software can be used for this but always check and verify it thoroughly. 

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. 
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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. 

▪ Before completing a compliance matrix, carefully review all “partially 

comply” and “non-comply” responses against customer requirements. 

▪ Update responses to comply as closely as you can. 

2.10. Use the compliance matrix as a selling tool. 

▪ You can use the compliance matrix as more than just an index—you can 

use it to sell. 

▪ Construct a compliance matrix that not only states the requirements and 

directions to the response, but contains a brief statement of the proof of 

the compliance and also reiterates a win theme or discriminator. 

▪ This makes the evaluator’s job easier, and it leaves an impression of the 

bidder as a customer-focused organization. 

▪ Make the layout of the compliance matrix as user-friendly and easy to 

read as possible. Design a table that lines up the 'Requirement' in one row 

and 'Response' in the row below, then shade the response a different 

color than the requirement. 
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▪ 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. 

3. Summary 

▪ A compliance matrix is both a guide to the evaluator and a checklist for the 

Proposal Manager to make sure every requirement is answered. 

▪ Compliance matrices can also serve as a guide to writers. They should be 

created early in the proposal process, before writing begins. 

▪ The compliance matrix also serves as a response assignment matrix for the 

Proposal Manager to effectively manage and follow up on responses from 

different stakeholders. 

▪ A good compliance matrix ensures that all customer requirements have been 

answered and provides the customer an easy guide for understanding the 

response. 

▪ A compliance matrix should always be used in any proposal in any industry. 

▪ Proposal developers can develop a compliance matrix by shredding an RFP 

line by line. 
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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. 

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. 

3. Best Practices 

3.1. Plan content before you write. 

▪ Content plans are essential in team writing efforts. 

▪ Content plans help writers plan and structure their thinking before 

beginning to write. 

▪ It also captures proposal strategies and shows writers where and how to 

include the strategies in written content. 
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▪ Choose the appropriate content planning tool familiar to your 

organization that fits the bid’s characteristics and timeframe. A few 

common planning tools are: 

○ Content plan 

○ Outline 

○ Annotated outline 

○ Mind map 

○ Presentation software 

○ Mock-up 

○ Bid directive 

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

▪ Use the exact headings from the bid request, and include all sections that 

the customer requires. 

▪ Prepare a top-level, topical outline that follows the prospect’s 

organizational priority. 

▪ Mimic the numbering system, naming conventions, and order listed in 

the bid request. 

3.3. Make information easy for evaluators to find. 

▪ The introduction to the proposal and all subsequent sections should 

provide a roadmap for what follows. 

▪ Use the executive summary to connect with the customer, demonstrate 

an understanding of their key issues, provide a solution for each issue, 

and summarize. 

▪ Headings are a key way to direct evaluators to information. Use headings 

to organize and announce content. Use 

○ Telegraphic headings – These label content, but do not provide 

description. 

○ Informative headings – These are usually a short, informative phrase 
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▪ Use telegraphic headings to label major sections, and add extra structure 

to the proposal using informative headings in all other instances to 

provide additional detail for the evaluator. 

▪ Limit numbered headings to three levels unless otherwise directed in the 

bid request. 

3.4. Use a structure that layers information for the reader. 

▪ Structure your points in a way that “layers” information for the reader. 

▪ Begin by introducing a topic at a high level and then gradually add to 

your explanation with supporting facts and claims.  

▪ Next, give proof for your claims with examples, case studies, and other 

details. 

▪ Address any potential drawbacks or give further support for your own 

position. 

▪ Finally, write a conclusion that summarizes your main points and 

reinforces your position. 

▪ Use persuasive writing. 

3.5. Group similar ideas and avoid redundancy. 

▪ Examine an RFP before writing and use content plans to help writers 

identify and group similar ideas in order to avoid any confusion. 

▪ Group similar ideas together and eliminate redundancies. 

▪ If the RFP has specific instructions for response structure, use the 

following guidelines: 

○ If the same question is asked in two different volumes, repeat the 

answer (and tell reviewers that it is repeated). Cross-check to ensure 

the answer has a consistent message. 

○ If the same question is asked more than once in the same volume, 

answer the question fully in the first instance. In later instances, 

summarize your answer and cross-reference to the full answer’s 

location. 
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○ When an RFP forces you to answer similar questions in disparate 

sections of a response, summarize your solution in the structure you 

prefer. Then, answer questions following the customer’s 

requirements. 

○ Consider using a compliance matrix, which can help the client identify 

where in the document you’ve answered each question. 

3.6. Put the most important points first. 

▪ Whether you are writing a proposal section, a paragraph, or a simple 

bulleted list, put your most important points first. 

▪ Tell customers what you will do and how it will benefit them. 

4. Common Pitfalls and Misconceptions 

4.1. Writing before planning 

▪ The most common error related to proposal organization is starting to 

write before developing a plan. 

▪ Ideally, teams should plan proposals using a content planning tool. Only 

when a solution is fully planned, organized, and illustrated should the 

team begin to write. 

5. Summary 

▪ Content planning matters because proposal evaluators are short on time. The 

more easily they can get the information they need from your proposal, the 

better. 

▪ Proposals should be organized with customers in mind, following their 

requirements and making navigation simple. 

▪ One way to make reviewers’ jobs easier is to put the most important 

information first, followed by less critical information. 

▪ Content planning should always precede actual writing. In fact, the writing 

stage should come last. 
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1. Introduction 

▪ A proposal is the good kind of written argument—an appeal to gain a reader’s 

agreement, coupled with a call to partner with the author to solve that reader’s 

problem. 

▪ This can be done through the craft of persuasive writing. 

2. What is 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. 

3. Best Practices 

3.1. Know your audience so you can use the right techniques to match 
their perspectives. 

▪ Persuasive writing is all about the audience. 

▪ To write clearly, you have to make sure that every sentence relates to the 

subject and filtered for your audience. 

○ Be specific: Use real scenarios and precise statistics and measures to 

prove your solution is right. 

○ Make it personal: Make your solution an alternative to real, personal 

pain. 

○ Find common values: Understand the audience’s corporate and 

personal stances on business, social, and environmental issues to see 

if you have common ground. 
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3.2. Apply the traditional rhetorical principles of argument. 

▪ Rhetoric supplies basic techniques that proposal writers should 

consider. 

1. Structure your proposal like an argument 

○ The Table 3.1 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  

 

 

○ The rhetorical structure makes perfect, logical sense: 

Introduce → State Facts → Prove → Refute → Conclude. 

○ One way of reinforcing the logic of your argument is to introduce 

your proposal sections with summaries that echo the preceding 

logical sequence. 

  

Table 3.1 
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○ Here’s how that might work in your pricing section: 

• Paragraph 1 – Reintroduce your proposal’s main idea, 

slanting it toward the financial value that you will explain in 

detail 

• Paragraph 2 – Restate the reader’s needs and your benefits in 

summary form; perhaps in a table or bulleted list. Present 

each in the same order you used in the earlier sections. 

Anticipate the financial benefit for each tactical benefit 

• Paragraph 3 – State your complete costs as simply and 

directly as possible. Make sure you follow your customer’s 

requirements, if provided. Present the bottom line here and 

refer to supporting details (line-by-line prices) in a pricing 

attachment 

• Paragraph 4 – Prove your value by showing total cost of 

ownership, return on investment, payback period, or other 

analytical methods (depict in graphical form if possible) 

• Paragraph 5 – Refute any of your reader’s objections to your 

price, your rationale, or your approach 

• Paragraph 6 – Conclude your pricing section by summarizing 

the overall value of your solution or demonstrating the added 

value your solution offers beyond mere price 

2. Establish the validity of your proposal with logic 

○ In proposals, we state claims and provide proofs to support them. 

The more objective our proofs are, the more compelling is our 

argument. 

○ Proofs take many forms, ranging from the definitive: 

• Technical specifications 

• Test results 

• Certifications 

• Adherence to standards 

  

http://bok.apmp.org/bok/graphics-and-action-captions/
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○ to the more anecdotal: 

• Evidence of past performance 

• Testimonies of satisfied customers 

• Citations of awards and recognitions 

○ To persuade, you must follow every claim with a proof and show 

how that proof will apply in your reader’s world. 

3. Appeal to the emotions of your audience 

○ A time-tested persuasive technique is to express how inaction or 

the wrong action can jeopardize your reader’s well-being. This is 

known as the “FUD factor” (fear, uncertainty, and doubt). 

○ Another technique for eliciting an emotional response from 

readers is to use vivid language. You can bring vividness to your 

writing by using: 

• Common words over their formal equivalents. 

• Concrete words instead of abstract terms. 

○ Some words are value laden in themselves. These words are 

emotionally charged across the spectrum of topics, from politics 

to religion to finance and beyond. Use them carefully. 

4. Express an ethical character 

○ Ethical appeal means forging mutual respect with the audience by 

encapsulating your logical and emotional appeals with sincerity 

and honesty. 

○ You can gain your reader’s confidence and convey your strong 

ethics by: 

• Avoiding fallacies as you present your logical proofs 

• Acknowledging but not exploiting weaknesses 

• Admitting issues in the past, but explaining how they were 

resolved 

• Showing empathy for people that might be affected negatively 

by your solution 
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• Expressing concern for the environment and a bias for 

sustainability 

○ Using the ethical appeal provides added substance behind your 

argument and indicates that both sides will benefit through an 

agreement. 

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

rejection. 

▪ As a persuasive writer, make sure to take all the roadblocks to “yes” out 

of the way by anticipating every point at which your reader may become 

uncomfortable, 

▪ Always ask yourself the same questions your reader will ask you and be 

specific with your responses to these questions. 

▪ Details persuade; generalizations come off as hedges at best and 

smokescreens at worst. 

3.4. 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. 

▪ Influence is having a vision of the optimum outcome for a situation or 

organization and then, without using force or coercion, motivating 

people to work together toward making the vision a reality. 

▪ While proposal writers should write to persuade, they should also 

attempt to influence their readers. 

▪ Dr. Robert Cialdini’s six principles are the result of research into human 

behaviour and describe techniques that take the traditional persuasive 

techniques a step or two further. 

▪ The Table 3.2 below lists and defines the techniques, known collectively 

as Weapons of Influence, and explains how you can use them in 

proposals. 
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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. 

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. 

 

▪ Dr. Robert Cialdini and his colleagues Noah Goldstein and Steve Martin have 

identified 50 persuasive tactics that can improve your chances to win, plus 

some insights into how persuasive tactics vary across cultures. 

Table 3.2 
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3.5. Use graphics and multimedia to immerse your audience in the 
potential of your solution. 

▪ Graphics are powerful tools for persuading audiences. Graphic design 

influences: 

○ Credibility. People equate visual design with professionalism. 

○ Receptivity.  We tend to absorb main points faster when viewing 

images versus text. 

○ Stickiness. We recall information more readily when presented with 

images. 

○ Responsiveness.  Images trigger emotional responses better than 

words. 

▪ Creating a comprehensive visual strategy that reinforces and enhances 

your textual messages is a key way to ensure your reader sticks with your 

narrative and your narrative sticks in their minds. 

4. Application in Diverse Environments 

▪ Some persuasive techniques (especially the rhetorical and visual principles) 

are universal; some, like the social media-based techniques, will require your 

careful consideration before applying them in certain industries and especially 

in government procurements. 

▪ When writing to readers in the collectivistic locales, it would be more 

persuasive if you to write benefits according to their value to the group as 

opposed to an individual consumer. 
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5. Recent Trends 

Applying persuasion techniques used on social media 

▪ Social media platforms share four key persuasive characteristics: 

5.1. Brief: 

We can improve our persuasive appeal if each element of our proposal is as 

concise and direct as possible. 

5.2. Personal: 

Decision-makers’ attention and then their trust can be gained by showing 

our connections with people or companies they know and respect. 

5.3. Constant: 

Social media platforms are always on. Being there—present and available—

builds trust, and trust is a key condition for persuasion. Tailor it to meet the 

personal information needs of decision-makers and prepare them for 

upcoming engagements. 

5.4. Free: 

Creating an added-value section of your proposal using“no-strings-attached” 

bonuses can help create a persuasive edge. 

6. Common Pitfalls and Misconceptions 

6.1. Importance of asking for what you want 

Whether it is someone’s business, someone’s money, someone’s time, or 

someone’s help, you have to overtly ask for it. 

6.2. “No” is the end 

An answer of “no” may be the end of your chances for a current piece of 

business, but what you learn about the reader and your persuasive and 

operational abilities will provide you another chance for “yes” down the 

road. 
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7. Summary 

▪ Persuasive writing is completely about the reader. Craft every strategy, theme, 

section, and line with the reader in mind. 

▪ Rely on the classic techniques of persuasion and adapt and enhance them using 

research in human behavior. 

▪ Innovatively apply sound graphical design and multimedia technologies to 

persuade tech- and media-savvy audiences. 

▪ Adapt your use of persuasive techniques to match the cultural backgrounds of 

your audiences. 
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1. Introduction 

▪ 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. 

2. Best Practices 

2.1. 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. 

▪ To keep roles clear and actions clearly defined, write mainly in active 

voice, because it is the voice of good stories—direct and concise. 

▪ Use built-in readability statistics tool available in word processing 

programs to convert passive sentences into active ones. 

▪ Because action drives stories, use strong, active verbs to avoid 

abstractions. 

2.2. 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. 

▪ Use readability statistics tools to assess your writing’s readability on two 

scales: the Flesch Reading Ease and Flesch-Kincaid grade level whose 

scores indicate how easy or difficult the proposal is to read. Aim for a 

Flesch Reading Ease score of higher than 60 and a Flesch-Kincaid reading 

level of 7 or 8. 
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▪ Use simple words with precision. 

▪ Use jargon only when it’s clearly to your advantage to do so. 

▪ Build intimacy with your reader through personal pronouns. 

▪ Use contractions as needed to create an informal, friendly tone. Avoid 

contractions if you’re writing to someone you do not know or to create a 

tone of academic objectivity 

▪ Use a variety of punctuation to engage readers. The colon and dash are 

both great tools for emphasizing the importance of content that follows 

them in a sentence. Use the dash when your tone is informal. Semicolons 

help join two or more independent clauses. 

2.3. 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 

In each section’s introduction, state how that section relates to your 

overall purpose. In every paragraph, follow the topic/ comment/point 

pattern of successful technical prose: 

○ State your sole topic for your paragraph in the first sentence. 

○ Support your topic with comments. 

○ Provide a point statement for a powerful takeaway. 

Attached is a template that uses the topic/comment/point structure to 

respond to interleaved Q&A RFPs. [See Attachment] 

2. Keep paragraphs short 

Shorter paragraphs are almost like dialogue and reinforce a 

conversational tone, especially in nontechnical sections of a proposal. 

The topic/comment/point structure supports a short paragraph 

strategy and makes it easier for your reader to follow your line of 

argument. 

  

file:///D:/My%20Work/Personal/Baachu/New/APMP%20Units/New/Unit%203/PDF/Chapter%204%20-%20RFP-QA-Response-Template.pdf
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3. Tie your sentences together to make unified paragraphs 

○ You can improve the cohesion of your paragraphs by placing new 

information after old information. This allows you to create 

cohesion, building on what your reader has just learned and using 

it as a springboard to the next round of new information. 

○ You can keep your readers aligned with your paragraph topic by 

ensuring that each sentence starts with a reference to that topic, 

preferably in the subject of each sentence. 

○ Finally, tie your sentences to others using transitions (words, 

phrases, and sentences that connect one idea or sentence to 

another). Transitions specify relationships of time, cause and 

effect, space, addition, comparison, and contrast. Place them at or 

near the beginning of a sentence. A transition after the verb 

weakens the effect of the transition and sounds awkward. 

4. Use only the words your readers need 

Redundancy occurs when you use words or phrases that 

unnecessarily repeat the meaning of other words in the sentence. 

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

When two or more nouns are used to modify another noun, it forces 

readers to read through the string multiple times to understand which 

words modify the main noun. This creates ambiguity and slows down 

readers. 

6. Use concrete images and precise measures 

Technical writing is meant to be precise. Persuasive discourse based 

on logic depends on concrete proofs, so usage numbers is preferred 

over indefinite amounts. 

7. Be consistent when using technical terms 

To minimize a reader’s frustration or misinterpretation, it is advised 

to make a list of technical terms in a style sheet and stick to those 

versions throughout the proposal. 
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8. Stay positive 

Readers comprehend positive statements more easily and quickly 

than negative statements. 

2.4. Show your document’s structure 

▪ Creating the most accessible and functional proposal possible must be 

part of the win strategy. 

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

considering these five techniques: 

1. Write informative headings. 

Write headings that describe the contents of every section and 

subsection. Consider two guidelines for writing informative headings: 

○ Avoid single-word headings. 

○ Use a parallel grammatical structure for headings within a 

hierarchical level. 

STYLE EXAMPLE 

Verb 
phrase 

Troubleshooting Issues in Your Custom Network 

Clause Why You Need Custom Troubleshooting Procedures 

Apposition 
Troubleshooting: Why we customize our procedures (Note: this is a great 
enhancement for single-word headings) 

Theme The Need for Custom Troubleshooting Procedures 

Question Why Do You Need Customized Troubleshooting Procedures? 

Table 4.1 

2. Apply numbered and bulleted lists appropriately 

Numbered and bulleted lists are easy ways to open up your documents 

for easy reading and absorption: 

○ Build numbered lists to highlight items in a sequence. 

○ Build bulleted lists to highlight components or elements when no 

sequential order is evident. 

○ Use hanging indents. 

○ Limit the number of items in your lists. 
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3. Transition between sections 

Use transitions at the end of a section to pre-sell the content in the 

following section. 

On the flip side, provide a “landing pad” of established information for 

your readers as you introduce the section that follows: 

○ Use cause and effect, place, addition, and comparison or contrast 

transitions between sections, as you would between sentences. 

○ Pull in previous takeaways that are pertinent to this new line of 

thought. 

○ Preview an arrangement similar to that of the previous section. 

○ Recap prior conclusions. 

○ Recast themes that you established in your executive summary in a 

new light. 

4. Describe ideas graphically 

Use graphics to create a spatial organization for sections of content. 

Moving left to right, top to bottom, or through a flow illustrated in the 

image can provide both visual and textual reinforcement for your ideas. 

5. Build a familiar schema 

The aim must be to establish a repeatable model for all your unsolicited 

proposals so readers who receive the second, third, and fourth proposal 

will be “trained” in what to expect and where to find what they seek. 

When your customer presents an RFP in an interleaved Q&A format, 

build a schema that can be used to reinforce with each subsequent 

answer. 
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2.5. 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. As the work is reviewed, apply the following tips: 

▪ Use a style sheet to present terms consistently. For your projects, create a 

standard style sheet that denotes preferred: 

○ Usage (e.g., data as a plural noun) 

○ Punctuation (e.g., comma before and in every list) 

○ Capitalization (e.g., MB versus mb) 

○ Industry acronyms/jargon (e.g., MFJ—Modified Final Judgment) 

▪ Schedule downtime between writing and editing. 

▪ Have your peers edit your work to ensure high-quality content, style, and 

grammar. 

▪ Use functional reviews to ensure accuracy, persuasiveness, and 

appropriateness. 

3. Common Pitfalls and Misconceptions 

3.1. Using proposals as technical references 

Proposal contributors mostly believe that proposal content must be the 

dense, complex, and jargon-ridden prose of technical manuals because 

technical experts compose the primary audience or are the key influencers 

for decisions which is not so in most cases. Any reader with expertise outside 

the immediate content at hand is a novice. 

Research indicates that technical readers appreciate clear writing as much 

as novices, because: 

▪ Clear writing doesn’t “dumb down” content. 

▪ Clear writing clarifies ideas. 
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3.2. Writing proposals in objective, formal language 

Business proposals need not be always written in an objective and formal—

that is, legalistic—style.  Proposals are primarily sales documents and 

written arguments. Attempts to downplay the interpersonal relationship, 

the sense of people helping people, will only serve to diminish cooperation 

and trust, which are hallmarks of successful written arguments. 

4. Summary 

▪ Follow the principles of clear writing and plain language to improve your 

chances of winning business. 

▪ Understand that all readers appreciate clear writing, even technical experts, 

keeping in mind that teams of analysts from a variety of backgrounds and 

expertise assess proposals. 

▪ Investigate ways to incorporate modern multimedia techniques (video, 

animation, interactive demonstrations) to keep up with communication 

trends. 

▪ Analyze and understand your readers so you can anticipate their needs, write 

to their expectations, and accommodate their communication and cultural 

preferences. 

▪ Revise your work to reduce the cost of rework, to test the validity of your ideas 

revealed by plain language, and to ensure the integrity of your content. 

 



 

 

FIVE-PART RFP Q&A TEMPLATE 

Based on the topic/comment/point concept by Joseph. M. Williams and Gregory Colomb, University of Chicago 

  

Section Directions 

Question/Customer 
Requirement 

Include the customer’s question or requirement as a search device, highlighting 
key words and potential metatags.  

Respondent should describe in detail its general approach, strategies, and methodologies used to assess and develop 
a successful implementation plan for this type of initiative.  

Restatement (TOPIC) Recast the customer’s question in a topic sentence that indicates your 
understanding of the question/context and expresses an affirmative or negative 
response. 

<COMPANY> has proven strategies and methodologies to assess and develop a successful implementation plan for 
this type of initiative. 

Brief Answer (COMMENT) Write comments that support your restatement assertion. This section may be 
the extent of your proof or a set-up for greater detail in the Expanded Answer 
section. 

We approach projects of this scope through a defined program management process. In the initial phase, the 
<COMPANY> team identifies the processes and tools required to implement and validate the project. We then 
systematically develop a resource plan and roadmap that maximizes the potential for success through end-to-end 
management of the deployment and the associated processes and tools. 

Expanded Answer (COMMENT) Write comments that support your restatement assertion. This section expands 
on your proofs, provides a pertinent example of past performance or capability, 
or describes an illustration in detail. 

After the initial phase, we develop the following: 

• Current state assessment design and roadmap 

• Project roadmap and project plan 

Then, the <COMPANY> team will execute against the project plan. 

<COMPANY> uses key personnel to manage the work of the project and supplies subject matter experts (SMEs) as 
needed to assist the team in analyzing and preparing all project deliverables. All of these resources are skilled and 
experienced in their defined roles. The management team consists of:  

• A program manager 

• One to four full-time project managers 

• A business intelligence resource 

<COMPANY> aligns the roles and responsibilities to the strengths, knowledge, and skill sets of the blended team. The 
blended team may consist of both <COMPANY> personnel and contracted resources. 

Payoff Statement (POINT) Write a key takeaway for your reader to one of these ends: summary, conclusion, 
restatement, transition, resolution, deduction, emphasis, consequence, 
enumeration of benefits, or differentiation.  

By following <COMPANY>’s approach, you will have the defined strategy and experienced resources to help ensure 
a successful implementation. 
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1. Introduction 

▪ 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” 

2. Best Practices 

2.1. Follow exact bid request instructions for proposal headings, 
including heading content, numbering scheme, and heading levels 

▪ A compliant proposal is crucial to winning a bid which may require 

following customer guidelines regarding heading content and format. 

▪ Mimicking evaluators’ topics and sequencing makes it easy for evaluators 

to reach responses to evaluation questions. 

▪ The Table 5.1 below shows two ways proposal developers can present 

headings, one using exact headings given in instructions and one using 

headings with supporting details added (as allowed). 
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Using exact RFP headings 
(dictated in Instructions) 

Manipulating RFP headings effectively (not dictated) 

3.0 Bidder Financial Status 
3.0 Financial Status: [Company] witnesses 20-percent 
increase in revenue figures during the past two years 

3.1 Year 2013 Revenues 
3.1 Year 2013: Remarkable increase in telecom 
services revenues 

3.2 Year 2014 Revenues 
3.2 Year 2014: Significant improvement over the past 
10 years, achieving 20 billion USD revenues 

 

 

2.2. Use an informal table of contents 

▪ Include an introductory paragraph referred to as an informal table of 

contents at the beginning of each section aids clear responses, to give 

evaluators an idea of what information to expect in the section that 

follows. 

▪ Review this introductory section every time you edit a section or heading 

in the proposal content. 

▪ Below is a sample informal table of contents, followed by proposal 

subheadings using identical language for easy navigation. 

○ Introduction 

The RFP emphasizes ZAD Airlines’ requirements for delivery of the 

System Integration project in a mandated duration of eight months. 

○ Our Implementation Scope 

1. Upgrading Check-in Systems 

2. Upgrading Baggage Reconciliation Systems 

3. Installing Flight Display Systems 

4. Conducting User Acceptance Testing 

5. Conducting User Training  

  

Table 5.1 

http://bok.apmp.org/glossary/delivery/
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▪ Proposal subheadings appear as follows: 

○ Upgrading Check- in Systems at five designated Airports in Europe. 

○ Upgrading Baggage Reconciliation Systems at five designated Airports 

in Europe. 

○ Installing Flight Display Systems at five designated Airports in Europe. 

○ Conducting User Acceptance Testing to ensure all of ZAD’s Airport 

Systems are integrated via the core room at your head office. 

○ Conducting User Training for Operational Teams. 

2.3. Use headings to convey key benefits and discriminators 

▪ Use headings to catch the reader’s attention and explain the solution’s 

benefits and discriminators in a way that sets you apart. 

2.4. Use informative and telegraphic headings as appropriate 

▪ Informative headings create interest that encourages readers to continue 

reading. 

▪ In proposals, they enable evaluators to immediately determine both the 

contents of a section and the benefit to their organization. 

▪ Good informative headings are also inclusive, meaning that reviewers 

can read headlines alone and still understand your message. 

▪ Headings will convey key selling points with clarity. So write them as 

early as possible, determine the key selling points and write informative 

headings to match. 

▪ Use telegraphic headings to label major proposal sections which is 

recommended for standard sections such as Executive Summary, 

Proposal Overview, Technical Proposal, Appendices, and Clarifications. 

2.5. Use verb headings to convey action and noun headings to 
demonstrate your purpose 

▪ Verbs in headings can persuade readers by illustrating the actions that 

will result from choosing your solution. 
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▪ Verbs should be written in the same tense throughout your document. 

▪ Limit or avoid question headings, as they give the impression of 

uncertainty. 

▪ Noun headings are recommended for giving brief answers to 

straightforward questions in the bid. 

▪ Providing responses to crucial bid questions in the headings frees 

evaluators from having to read a proposal’s full text to get the answers 

they need. 

2.6. Create a clear hierarchy of information 

▪ Ensure second- and third-level headings relate to their primary headings. 

Unrelated subheadings create confusion, leading to lower scores. 

▪ Numbered headings help evaluators find responses to requirements in 

longer proposals (more than 10 pages). However, headings with more 

than three levels can create confusion. 

▪ After level three, use run-in headings to give a similar effect to a new 

subheading without creating additional heading levels. A run-in heading 

may be in boldface or a large font; text follows after a period or a colon 

and a space. 

2.7. Maintain consistency throughout your document. 

Headings can be aligned right or left, centred, indented, or presented as run-

in headings. No matter what style is chosen, ensure headings at the same 

level are consistent throughout the proposal. 

Any difference—in size, color, font, or other style—must be made with a 

purpose, or risk causing confusion. Appearance variation is advised to occur 

in this order: font size, boldface, color, italics, font change, all caps, and 

underline. 
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Make sure that headings are grammatically consistent, or parallel. Parallel 

form means simply that like items are phrased in a like manner, which 

allows evaluators to move quickly through your proposal without being 

slowed by awkward shifts in structure. 

The Table 5.2 below shows the difference between nonparallel and parallel 

headings. 

NONPARALLEL PARALLEL 

What Is the Problem? A Brief History of the Problem 

Describing What Acme Can Do to Solve the 
Problem 

A Description of Acme Solutions 

It’s a Matter of Time A Timetable Acme Can Follow 

Fees Acme Will Charge A Breakdown of Acme’s Fees 

When You Need to Pay A Payment Plan 

Finding Out Who’s Who A Listing of Acme’s Staff 

 

3. Summary 

▪ Effective headings attract readers’ attention, tell them what to expect in 

subsequent sections, and help evaluators find responses to specific questions 

easily. 

▪ Where possible, use the exact headings listed in the RFP, especially in 

government proposals. 

▪ The most effective headings are informative, numbered, and consistent in 

structure. 

▪ Verb headings express action and noun headings state a purpose. 

▪ Make your subheadings identical with the topics listed in your introductory 

sections. Review the listed topics every time you modify your text. 

▪ Consistency in heading styles is critical; proposal producers should create their 

own libraries of heading styles. 

 

 

Table 5.2 
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1. Introduction 

▪ 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. 

▪ Research shows: 

○ Graphics lead to a more profound and accurate understanding of presented 

material. 

○ Graphics grab our attention and may influence how (and whether) we 

attend to the rest of a story. 

○ Graphics enhance or affect emotions and attitudes and emotions influence 

the very mechanisms of rational thinking. 

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

make the difference between winning and losing a contract. 

2. Best Practices 

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

▪ It’s always best to create graphics and action captions before you write a 

proposal to ensure that the team is on the same page, the solution is 

complete, and the proposal tells a coherent story. 

▪ Develop content in the following order: 

○ First, write action captions that express the messages you want to 

communicate to readers. 

○ Next, use action captions to develop graphics that convey these 

messages visually. 

○ Finally, use conceptualized graphics and action captions to write your 

proposal content. 
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▪ There are three situations in which proposal graphics are especially 

important: 

○ Your information is too complex for words alone. 

Network diagrams, quantitative charts, dashboard graphics, Gantt 

charts, organizational charts, and process diagrams communicate 

complex information better than text only. 

○ The information is a critical success factor. 

If the presented information is clear and compelling, you maximize 

your chances of winning a bid. 

○ You want to influence emotions. 

The professionalism of your graphics impacts the perceived quality of 

your solution and helps build the trust that is required to win.  

▪ Graphic dimensions should be driven by RFP requirements, your content, 

and your message. 

▪ To improve your likelihood of winning, make your proposal easy to 

review and evaluate. Here are a few ways to do this: 

○ Avoid graphics that require the reader to rotate the document, 

transitioning from portrait to landscape. 

○ Always include an action caption below your graphic. 

○ Introduce your graphics with a unique identifier (e.g., Figure 1, 

Exhibit 1, Table 1) in the body of your proposal for easy reference and 

tracking. 

○ Avoid referring to graphics elsewhere in your proposal. 

○ To ensure internal version control during graphic development, use a 

file naming and logging system that identifies the proposal, the 

graphic number, and the version number (e.g., XYZprop_001_v2). 

Place the log number within the graphic in a discrete location for 

future identification. 
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2.2. Write action captions and conceptualize graphics before 
rendering. 

▪ Your action caption should be the message you want your graphic to 

convey and should be no longer than one sentence. The simpler you can 

make an action caption, the better. 

▪ Actions captions are composed of three parts: 

○ Figure number 

○ Informative heading 

○ Complete sentence(s) explaining the relevance of the graphic to the 

evaluator, linking benefits to features 

▪ If your goal is to influence, motivate, or persuade, your action caption 

should include a benefit and explain how this benefit is achieved. Avoid 

listing more than three benefits in a single action caption. Succinct, 

customer-focused action captions result in better graphics. When 

applicable, include proof and a discriminator in your caption. Figure 6.1 

is an example of a benefit-driven action caption. 

 

 

 

 

 

Figure 6.1. Graphics Supported by Action Captions. Customer-focused, benefit-driven action 
captions improve the persuasive power of your graphics and proposal. 

 

▪ Use your action caption to conceptualize your graphic. Avoid graphic 

reuse. Never render a graphic before the action caption is written. 

▪ Seek validation at every milestone. After a graphic is conceptualized, 

confirm that the graphic clearly communicates the intended message. 
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▪ Figure 6.2 illustrates the recommended steps to follow to develop a 

successful proposal graphic. 

 

Figure 6.2. 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. 

2.3. Understand and use basic design principles. 

▪ Every aesthetic decision should have a purpose. Design choices should 

guide readers through your graphics, improve comprehension, and build 

trust. 

▪ Key design principles are: 

○ Color - Color has meaning and affects mood; therefore, all color 

choices should be deliberate and have a purpose. Choose a color 

palette before rendering graphics and avoid deviation. 

○ Style - The style of your graphics affects understanding and 

communicates volumes about your company and solution. Figure 6.3 

shows the same subject matter designed in two different styles. Style 

B is simplified and is easier to understand. 
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Figure 6.3. Understanding Graphic Style. Aesthetic style affects perception and understanding. 

The style of your graphics communicates your company culture and 

approach to customer service, problem solving, and other duties. 

○ Consistency. Aesthetic consistency (through colors, style, lines, and 

fonts) communicates that your team is on the same page. Because 

consistency requires additional planning and effort, it shows that you 

place a high value on your proposal, the solution, and the customer. It 

demonstrates your company’s commitment and professionalism. 

○ Grid. Most successful graphics use an invisible grid. Use a grid to 

ensure graphic elements are evenly spaced, orderly, and easy to 

follow. Figure 6.4 shows the difference between a graphic that uses a 

grid and a graphic that does not. 
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Figure 6.4. Designing Graphics Using a Grid. Using a grid improves comprehension and 
understanding. 

○ Balance. Balanced graphics convey stability and harmony. Graphics 

achieve aesthetic balance when their left and right sides and, to a 

lesser extent, top and bottom visually “weigh” similar amounts, giving 

a sense of equilibrium. Figure 6.5 illustrates visual balance. 

  

 

  

  

 

 

 

 

 

 

 

Figure 6.5. Designing Balanced Graphics. Visual balance impacts mood and perception. 
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○ Shapes. Shapes and lines affect readers’ perception and 

understanding. Diagonal shapes and lines are more dynamic and 

energetic, but when used in excess, they may evoke feelings of unease 

or agitation. Horizontal and vertical shapes and lines provide a sense 

of stability. Using a horizontal and vertical layout communicates that 

the presented information is organized and controlled. Curved shapes 

and lines (circles, ovals, etc.) are soothing and calming and can help 

pacify your target audience. Curved, horizontal, and vertical shapes 

and lines often create a positive impression. Figure 6.6 illustrates the 

impact of shapes on mood and perception. 

 

 

 

 

 

 

 

 

 

Figure 6.6. Using Shapes in Graphics. Shapes and lines impact mood and perception. 

2.4. Use templates 

▪ A graphic template is a key ingredient to quickly developing quality 

graphics. A template helps ensure consistency. A template also eliminates 

the need for reformatting and the resulting graphics demonstrate that 

the solution provider is acting as a team with one consistent vision. 

▪ To follow your template, choose a color palette, graphic style, arrow style, 

font, line spacing, and capitalization scheme—and stick with it. 

▪ It is imperative that your proposal graphics are understandable. Your 

template should take into consideration the following variables: 

○ The size of the graphic presented 
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○ The medium on which it will be presented (e.g., printed page, 

projected) 

○ How you wish to be perceived. (e.g., emotions you wish to elicit) 

○ Branding your company versus selling your solution. Which is the 

most important in your company’s short- and long-term strategies 

with this customer? 

○ Special considerations (e.g., vision-impaired audience, graphics 

duplicated in black and white for review) 

2.5. Objectively validate your graphics. 

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

successful: 

○ Content: If you were to remove your action caption, the audience 

must be able to quickly (within 10 seconds) deduce the message. All 

content within the graphic should be germane to the action caption. 

Figure 6.7 compares an unsuccessful proposal graphic and a 

successful one based on these criteria. 

 

 

 

 

 

 

 

 

 

 

 

 

 
Figure 6.7. The Importance of Content. Graphic content must be clear even in the absence of an 

action caption. The graphic on the right shows benefits more clearly than the one on the left. 
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○ Aesthetics: Every aesthetic decision should have a purpose and the 

graphic style must communicate the message.  

▪ To ensure your graphics will be clear to readers unfamiliar with your 

solution, ask someone not on the graphics creation team to review your 

graphics for content and aesthetics. 

2.6. Understand copyright law 

▪ All images are immediately protected under copyright law in almost 

every country and cannot be used without permission. Copyright law 

stipulates that once an image is created, the owner holds the rights to that 

image. Reuse permission must be obtained from the owner (for free or 

for fee). 

▪ It is legal to use photographs and graphics acquired from stock image 

websites and websites that grant the right of reuse for commercial use 

(i.e., for profit). 

2.7. Know the differences between graphic file formats 

▪ Proposal graphics are usually embedded into page layout or presentation 

programs in a flat, uneditable file format (e.g., JPG, PNG, TIF) at a print 

resolution of 150 to 300 dots per inch, or DPI. This is referred to as a 

raster graphic (e.g., photograph). These files are resolution dependent, 

which means the final dimensions and presentation medium must be 

known to ensure image integrity, legibility, and quality. 

▪ Some file formats allow image compression (e.g., JPG). Compression 

decreases file size by lowering image quality. Avoid heavy compression 

when possible. 

▪ To avoid font and file size issues, create graphics at the same dimensions 

as they will appear in the proposal. 

▪ To improve consistency and ensure compliance, when applicable, never 

scale the graphic after it is placed into the proposal. 

▪ Some proposals use vector graphics which are resolution independent, 

which means all elements can be scaled without sacrificing image 

quality. File size is typically smaller and graphics remain editable. 
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3. Common Pitfalls and Misconceptions 

▪ Using more detail than needed 

▪ Failing to explain yourself  

▪ Making design mistakes 

4. Summary 

▪ Write customer-focused action captions before conceptualizing and rendering 

graphics. 

▪ Create graphics before writing your proposal. 

▪ Start with a graphic that summarizes your entire proposal (e.g., executive 

summary) and use it as a roadmap during proposal development. 

▪ Use an objective, repeatable process and graphic templates to ensure 

consistency, lower cost, and improve win rates. 

▪ Know when and when not to use graphics. 

▪ Ensure that all aesthetic decisions have a clear purpose that is consistent with 

the RFP, audience, and message. 

▪ Track graphics development to effectively schedule and staff graphics support 

for future proposals. 

▪ Understand that the style and professionalism of your graphics reflects your 

company culture, the professionalism of your company, and the quality of your 

solution. 
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1. Introduction 

▪ 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. Documents must: 

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

your writing outline 

○ Be aesthetically appealing in an appropriate and professional way 

○ Use design techniques to highlight specific text and information 

○ 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. 

2. Best Practices 

2.1. Understand the desktop publisher’s role 

▪ A desktop publisher’s primary role includes creating and implementing 

a document template that is compliant with instructions and applied 

consistently over all pages or files of a proposal submission. 

▪ A desktop publisher may also be required to insert, label, and number 

graphics within a document, a list of figures and tables; and coordinate 

with editors, writers, and graphic designers to ensure consistent style.  

▪ A desktop publisher may also interface with any physical production, 

including printing and creation of electronic files. 
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2.2. Choose the right tools 

▪ Desktop publishers should be familiar with the document formatting 

tools that are most relevant in their industry and keep updated on new 

versions and new features of the software. 

2.3. Create a document template to ensure compliance and 
consistency 

▪ A document template can be created using the same software and same 

version. 

▪ A document template must first be compliant: It must follow all customer 

guidelines as provided and any corporate branding or style guidelines, as 

relevant. In lieu of any specific requirements, refer to corporate branding 

or style guidelines. If none exist, reflect the standards seen most 

commonly in your industry. 

▪ Second, a document must be consistent. Consistency not only ensures 

information is presented in a way that reflects stated requirements, but 

also communicates your company’s level of professionalism. 

▪ To achieve consistency and compliance, create a document template and 

provide it to all team members early in the proposal process. A document 

template includes (but is not limited to) the following items: 

○ Final production information. Information such as whether the 

document is to be printed and bound or delivered electronically, page 

size and orientation and type of graphics or other design elements to 

be used. 

○ Page margins. This includes margin width on all four sides of a 

document. 

○ Column size and number. One column is the most common and 

easiest format to work with. Multiple columns can slightly increase 

the number of words included per page and can provide additional 

dynamic visual interest when successfully integrated with other 

elements. 
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○ Header and footer style. Headers and footers should be applied to 

the top and bottom, respectively, of every page in the document. These 

assist the evaluator in tracking the document, section, and page they 

are reviewing and may also include identifying markers such as 

company logo, name of proposal or bid, and submission date. 

○ Font family or typeface. Specify font family or typeface using your 

software’s type-style functionality. 

You should further define how to treat the following types of textual 

information: 

○ Body or “normal” text – the majority of text-based information 

○ Headings – used to break up large blocks of body text, may be a 

different font family, different color, numbered according to 

document outline, or otherwise different to attract emphasis 

○ Bulleted lists – include the style of glyph used preceding every list, 

such as a small ball, square, or dash 

○ Text you want to emphasize – on a typical page of proposal text, the 

best way to emphasize a short word or phrase is by using boldface; 

other options include underlining and italics 

○ Callouts or testimonials – this may include design elements, such as a 

color or a box around text, to draw emphasis 

Choose fonts based on instructions or style guides. When none are given, 

choose a common and legible font such as Arial, Times New Roman, 

Calibri, or Cambria. Use type no smaller than 10 or 12 pt (outside of 

graphics or tables, which may be as small as 8 pt). 

Colors. Colors can be used in conjunction with design elements in the 

header and footer (such as a line), in tables, in headings, or other textual 

information. Chosen colors should be reflective of the end customer, a 

bidder’s corporate branding, or a combination of the two. 

Graphics styles. Specify how graphics are to be integrated with text. 

Generally, graphics are designed to physically fit within the margins or 

columns of the document, are sized for appropriate resolution (for print 

or online viewing), appear after they are referenced in the text, and are 

associated with an action caption. 
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Special templates for individual sections. You may need special 

templates for sections such as Q&A sections, resumes, past 

performance/corporate experience, or the Executive Summary. Use 

tables to organize frequently referenced information (such as dates, 

project names, or staff titles). You can also use tables to provide an easy 

structure for concepts like question/answer, feature/benefit, and 

company/competitor, which can be used throughout documents in the 

bid or proposal. 

▪ Document templates should also be designed within the constraints of 

the desktop publisher’s skill level, the available software to be used, 

and the time available to successfully produce a compliant and 

consistent document. 

2.4. Schedule effectively using metrics 

▪ Clearly schedule desktop publishing resources to ensure sufficient time 

to produce professional proposal or bid documents. 

▪ Documents may be formatted in parallel to writing/editing as long as they 

are separated by section or volume in a logical manner that does not 

impede progress or version/configuration control. This parallel system is 

ideal for large submissions. For smaller documents, formatting may be 

done in a serial fashion after all writing/editing is complete. 

▪ Formatting should align with major review cycles and may require 

reformatting or rechecking of formatting. 

▪ The larger the document, the more times it should be reviewed and 

potentially formatted or reformatted. 

▪ Successful teams track productivity metrics over time and use those to 

develop tailored best practice timelines that can be included in their 

overall scheduling. 
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2.5. Prepare for production 

▪ The desktop publisher may be required to create print-ready documents 

for physical production and/or create final files for various methods of 

electronic delivery. 

▪ The most common format for printing and for electronic delivery, outside 

of specific desktop publishing software formats (such as .doc or .docx 

format) is a portable document format (PDF) file. It uses the same coding 

language, PostScript, that all printers use and also “locks” or renders text, 

graphics, tables, and other elements unable to be changed easily, so that 

others cannot manipulate your information. 

▪ PDF files can also be manipulated to decrease overall file size without the 

need to update every included graphics file individually. This is useful 

for uploading, emailing, or other electronic sharing methods that have 

file size limitations. 

▪ PDF files, in their most advanced state, have additional functionality that 

may be relevant for some bid or proposals. These features include 

security settings, easy-to-use forms, multimedia options, and the ability 

to hyperlink within and between documents. 

2.6. Use graphic elements to create emphasis and guide readers 

▪ Beyond being consistent and compliant, proposals should be easy to 

understand and evaluate. 

▪ Whether reviewing online or in a print format, all evaluators for 

languages use top-down reading or viewing which is interrupted by items 

that contrast with the rest of the page, including items that are colorful, 

are graphic or visual, or are otherwise unusual to the layout. 

▪ These interruptions draw attention to specific information and can be 

used to highlight points that readers might otherwise miss. Not including 

any elements that break up reading, on the other hand, can be 

detrimental due to which key messages may be lost. 

▪ To increase the effectiveness of any page layout, put the most important 

item in the top left of the page and include at least one visual element. 
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Figure 7.1. Using Visual Elements in Proposals. Use visual elements, as in Sample A, to highlight 

information, break up dense text, and to encourage the reviewer to read more so that they do not 
lose or miss concepts, as they might in Sample B. 

2.7. Apply six design strategies to create effective layouts 

▪ Contrast creates emphasis between visual items and can highlight or 

hide information. Create contrast with big and small elements, black and 

white text, squares and circles, and other binary/opposite pairings. 

▪ Proximity, or physical/visual closeness, establishes a bond between 

elements on a page and helps readers understand when two or more 

concepts are related. 

▪ White space gives pages breathing room and a “break” to readers. White 

space must be balanced with concerns regarding page limitations and 

may be decreased to include more text-based information or graphics. 

▪ Consistency in use of design elements, font, color, and graphic/table 

styles helps evaluators navigate information more efficiently. It can aid 

in comprehension and signal information levels. 

▪ Balance can be applied throughout the document layout and includes 

arranging elements on the page so that no one section is “heavier” than 

the other. Columns, graphics, tables, and other elements can be used to 

create balance. The placement of elements can also suggest a company’s 

sensibility.  
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▪ Alignment, or the relationships of parts of a page (text, headers, graphics, 

tables, etc.) to each other, can make a layout easier or more difficult to 

read and can influence readers’ perceptions of written content. Desktop 

publishers may use other design elements, such as proximity, white 

space, balance, or contrast, to achieve alignment. 

 

Figure 7.2. Six Design Strategies. All six design elements can be used together to create a cohesive 

and engaging document. 
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3. Common Pitfalls and Misconceptions 

3.1. Presumptions about staffing and resources 

▪ Some companies mistakenly assume that simply because a piece of 

software is present on employees’ computers, their staff understand the 

software well enough to use it proficiently which  can prevent companies 

from giving staff the training they need to use software most effectively. 

▪ In addition, companies can grossly underestimate the time, techniques, 

and budgets necessary to produce a finished document. 

3.2. Inconsistency in document formatting 

▪ Documents that are created inconsistently or without a template are far 

less likely to succeed. 

4. Summary 

▪ Ensure your entire team understands that effective, consistent application of 

page design is critical for improving readability and understanding of 

information. 

▪ Always schedule appropriate time for formatting and desktop publishing using 

metrics and based around major reviews. 

▪ Develop a document template based on customer requirements and corporate 

brand standards with defined and repeatable processes/procedures early, and 

communicate templates clearly to your team. 

▪ Train your team and stay up to date on software/application trends; don’t 

expect teammates to understand how a piece of software works simply 

because it is on their computer. 
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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. 

2. Best Practices 

2.1. 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. 
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▪ 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. 

2.2. 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 
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2.3. 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 

Table 8.1 

2.4. 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. 
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▪ 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: 

○ Firm, negotiated vendor prices 

○ Past-performance historical prices paid 

○ Quotes from vendors/suppliers 

○ Engineering judgment 

3. Summary 

▪ Cost and pricing data must be based on facts rather than judgment. 

▪ To add value, you must know what your customer considers valuable. Use 

customer intelligence to shape your proposal pricing. 

▪ A quick and easy way to convey value is by using graphics. Choose the right 

graphic for the data you need to display. 

▪ The cost executive summary is crucial to gaining credibility with the evaluator 

and making your value proposition sell. 
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1. Introduction  

▪ Proactive proposals are submitted without a formal customer request and can 

be used to address unmet customer needs and achieve other sales objectives.  

▪ Proactive proposals might be disguised as white papers, analyses, studies, or 

recommendations. 

▪ Other terms for a proactive proposal are unsolicited proposal, sales proposal, 

commercial proposal, and sales letter. 

2. Best Practices 

2.1. Confirm customer interest in your solution 

▪ Under normal circumstances an unsolicited proposal has zero 

probability of success. However, it might be a best practice under the 

following conditions: 

○ One or more individuals in the customer organization have expressed 

interest in such a proposal, especially a proposal from your 

organization. 

○ You have identified and ideally confirmed this customer’s hot-button 

issues and the value of addressing those issues to their organization, 

influencers, and decisionmakers. 

○ You have a solution that they will likely value. 

○ The immediate value of obtaining a prompt solution outweighs the 

cost of soliciting solutions from others and the potential savings 

resulting from a competition. 

○ This customer’s purchasing guidelines permit awards without a 

competition. 

○ Your proactive proposal is likely to improve your win probability on 

subsequent bid. 
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2.2. Determine your objective and design your proposal around 
achieving it. 

▪ The objective is always to advance a sale, but to develop the most 

effective proactive proposal possible, the objective must be defined more 

precisely. 

▪ Your specific objective will determine how you approach the 

development of your proactive proposal. 

2.3. Organize according to the customer’s hot-button issues, without 
customer direction 

▪ Address the fundamental elements of persuasive writing in your 

proactive proposals based on Aristotle’s noted three elements of 

persuasive arguments: logos, ethos, and pathos. 

○ What is the potential benefit to their organization? (Logos, the logical 

element) 

○ Do they understand our organization and services? (Ethos, the 

emotional element) 

○ Can I trust them? (Pathos, the reputation and proof element) 

▪ Consider two organizational patterns: 

○ If your customer contact requests a particular proposal organization, 

however informal, then clarify and comply. Ignoring their request 

projects a noncompliant, arrogant tone. 

○ If the customer does not request a particular organization, structure 

your proposal in four parts: 

1. Summarize your proposal. 

○ Begin with a summary theme statement. 

○ Link your objective to the benefit to their organization and the 

most important discriminating feature(s) of your solution. 

○ Limit your summary to between five and 10 percent of the 

entire document. 
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2. Preview the organization of your proactive proposal. 

○ Organize your proposal in the order of importance of their hot 

buttons using the customer’s words or phrasing. 

○ This preview can take the form of an introduction or informal 

table of contents. 

3. Explain your solution in the body of your proposal. 

○ Align each of the major elements of your solution against one 

of the hot-button issues. 

○ Once complete, describe your entire solution exactly aligning 

with, supporting, or contributing to addressing one of the 

customer’s hot-button issues. 

○ Address the hot-button issues in the same order and wordings 

as they were introduced in the proposal. 

○ The solution you propose should be brief but comprehensive. 

○ Confirm you have described the following aspects of your 

solution, if pertinent: 

• What services and products will you deliver? 

• Who will direct and manage the delivery? Who is 
responsible? 

• What is the delivery schedule? 

• What is the cost, both in total and timing? 

• What evidence can you offer to support your claims? 

• What are the risks and how will they be managed? 

4. Close with a short summary. 

○ Limit your summary to the following elements: 

• Benefits the customer will enjoy if they accept your 
recommendations or solution 

• The cost, in positive contrast to the benefits, if permitted by 
prevailing procurement rules or customs, and if not 
previously cited 

• The next realistically achievable step. Avoid trite phrases 
and rather use definitive plans. 
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2.4. Use graphics with action captions to differentiate your proposal 

▪ Graphics are one of the most effective and efficient ways to convey 

persuasive information. 

▪ Effective graphics convey facts and emotion, which are important 

elements of persuasion. 

▪ Appealing graphics with clear action captions are more memorable than 

prose. 

▪ Strive to explain why your proposition should be selected using both text 

and visuals and avoid repeating visual information in body text. 

▪ Include an action caption with every graphic. Action captions interpret 

or explain graphics. They are composed of three parts: 

○ Figure number 

○ Informative heading 

○ Complete sentence(s) explaining the relevance of the graphic to the 

evaluator, linking benefits to features 

2.5. Limit attached or appended materials 

▪ Attached information dilutes your message and discourages readers 

confronting what appears to be a large document. 

▪ Appended materials of limited interest waste your preparation time and 

your customer’s reading time. 

▪ Instead, list additional materials that are available and explain how they 

can be viewed or obtained. 
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3. Common Pitfalls and Misconceptions 

▪ Submitting proactive proposals as an excuse to avoid preparing compliant 

proposals that follow bid-request instructions. 

▪ Submitting seller-focused documents, little more than slightly customized sales 

brochures. 

▪ Using proactive proposals as an excuse to submit descriptions of every service 

and product you offer. 

▪ Submitting proactive proposals as a best practice justified by your 

organization’s preferred sales discipline. 

4. Summary 

▪ Confirm a customer’s interest before determining whether to prepare and 

submit a proactive proposal. 

▪ Limit your proposal to the content necessary to advance this sale. 

▪ Adopt a customer-focused document organization, either as requested or 

according to the customer’s hot-button issues. 

▪ Use graphics with action captions to convey persuasive information efficiently 

and effectively. 

▪ If content does not directly support your objective, eliminate it, either 

reserving it for a subsequent client request or noting where customers can 

access supporting material at their convenience. 
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1. Introduction 

▪ An end-to-end process is a systematic series of actions or steps directed toward 

a specific end. 

▪ An end-to-end business development (BD) process is like a roadmap which 

allows teams of business developers to know where they are, where they are 

going, and what path to follow to reach their goals. 

▪ The impetus to re-engineer an organization’s BD process often stems from 

situations such as: 

○ Merged or restructured organizations 

○ Changes in management 

○ Failure to meet sales or win-rate goals 

○ Staffing fluctuations 

○ Sale of the organization 

○ Analysts’ concerns affecting stock price 

○ Maturing markets 

○ Loss of key customers or contracts 

▪ Every organization should design its own end-to-end BD process suited to its 

organization and customers using proven principles and best practices. 

▪ Figure 1.1 depicts the elements of a generalized BD process aligned with the 

phases, decisions, reviews, and outputs. This model is illustrative and provides 

a point of departure for designing a tailored process for a particular 

organization. 
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Figure 1.1. Generic End-to-End Process. A business development process spans the time from 

deciding to enter a market through identifying a specific opportunity, proposing, winning, and 

delivering a product or service. Progress is marked by iterative decisions to continue, team 

reviews, and the production of defined outputs. 

 

▪ Common features that will pertain to most end-to-end processes include: 

○ Defined BD selling phases aligned with the customer’s buying cycle. 

○ A series of structured bid decisions providing executive visibility and 

control of targets to be pursued. 

○ Team reviews to provide objective recommendations for improvement. 

○ Defined outputs supporting a winning offer. 

http://bok.apmp.org/glossary/customer/
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1.1. Phases: 

▪ The eight generally accepted BD phases are listed here. The major 

activities undertaken in each phase are listed below. 

PHASES ACTIVITIES 

Market 
Identification  

Separating a market (at the macro level) into distinct, 
differentiated segments to target your offers according to the 
specific attributes of each segment. 

Account 
Planning 

Maintaining a sales plan specific to each major customer, covering 
multiple opportunities with that customer.  

Opportunity 
Assessment 

Researching specific opportunities to determine if they match your 
organization’s interests, capabilities, and resources available to bid 
on and implement.  

Opportunity 
Planning 

Preparing an opportunity plan specific to the opportunity and 
identifying actions and strategies to position your organization to 
be the customer’s preferred bidder. 

Proposal 
Planning 

Planning a bid or proposal effort based on an opportunity plan and 
concurrent with the positioning and sales effort.  

Proposal 
Development 

Preparing, reviewing, and approving a bid or proposal. 

Negotiation 

Preparing for and performing final negotiations with the customer 
after the proposal has been submitted. 

Delivery 

Implementing delivery of the negotiated solution to the customer 
and maintaining an ongoing positive relationship with the 
customer. 

Table 1.1 

1.2. Bid Decisions: 

▪ Progressing from one phase to the next is determined by bid decisions, 

sometimes referred to as gate decisions. These decisions are led by 

executives and address business and strategic issues.  

▪ Their primary purpose is to help teams make decisions regarding 

allocation or withdrawal of BD resources.  

▪ Disciplined bid decisions reduce BD costs by avoiding investment in low-

probability opportunities. 

  

http://bok.apmp.org/glossary/opportunity-planning/
http://bok.apmp.org/glossary/opportunity-planning/
http://bok.apmp.org/glossary/opportunity-plan/
http://bok.apmp.org/glossary/proposal-management/
http://bok.apmp.org/glossary/proposal-management/
http://bok.apmp.org/glossary/proposal-development/
http://bok.apmp.org/glossary/proposal-development/
http://bok.apmp.org/glossary/negotiation/
http://bok.apmp.org/glossary/delivery/
http://bok.apmp.org/glossary/solution/
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▪ Outcomes are generally limited to a decision to advance, end, or defer 

investment.  

▪ The major questions considered at each decision point are listed in the 

table below. 

BID DECISIONS CRITICAL QUESTION 

Market Entry 
Decision 

Is the market segment aligned with the goals in our strategic 
plan? 

Opportunity 
Qualification 
Decision 

Does the opportunity merit expending resources to research 
and assess it? 

Bid Pursuit Decision 

Should we commit resources to developing opportunity plans 
and influencing the customer to prefer our solution? 

Bid/No Bid Decision 
Have we positioned ourselves favorably enough to justify 
planning to develop a proposal? 

Bid Validation 
Decision 

Is the opportunity still worth pursuing and the proposal worth 
preparing, considering the final details in the request for 
proposals? 

Final Review 
Should we submit the proposal that we have prepared, 
considering the anticipated financial reward and level of 
programmatic risk? 

Table 1.2 

 

1.3. Team Reviews: 

▪ While bid decisions determine what will be pursued, team reviews are 

aimed at improving the quality of thinking and documentation of a 

pursuit.  

▪ Performed by management, staff, or subject matter experts, these 

reviews address tactical and execution issues and provide unbiased, 

constructive recommendations for improvement in the form of 

qualitative and quantitative outcomes.  

▪ The team reviews and expected outcomes are summarized below. 

 

  

http://bok.apmp.org/glossary/market-entry-decision/
http://bok.apmp.org/glossary/market-entry-decision/
http://bok.apmp.org/glossary/opportunity-qualification-decision/
http://bok.apmp.org/glossary/opportunity-qualification-decision/
http://bok.apmp.org/glossary/opportunity-qualification-decision/
http://bok.apmp.org/glossary/bid-pursuit-decision/
http://bok.apmp.org/glossary/bid-validation-decision/
http://bok.apmp.org/glossary/bid-validation-decision/
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TEAM REVIEWS ASSESSMENTS 

Market Assessment 

An assessment of the plan to achieve specific business market 
objectives within an industry or market segment. 

Account Review 
An assessment of the sales plans for potential opportunities with 
major customers. 

Competitor Review  

An assessment and analysis of competitors’ likely strategies and 
solutions. 

Opportunity Plan 
Review  

An assessment of the opportunity plans to validate the win 
strategy and planned positioning actions. 

Proposal Strategy 
Review  

An assessment to validate the execution of the bid strategy for 
writers and to verify compliance with customer requirements. 

Final Document 
Review  

A comprehensive review of the proposal by independent 
reviewers who emulate the customer’s evaluation team. It 
includes independent assessment of the entire proposal, its 
readiness and responsiveness to the solicitation, and its 
effectiveness in conveying strategy, themes, and discriminators, 
as well as ghosting the competition. 

Business Case 
Review/Senior 
Management 
Review  

An assessment of all the internal milestones and approvals 
(internal governance) required to sign off on the solution, 
pricing, and legal requirements. 

Lessons Learned 
Review  

An assessment of the proposal development/management 
process and results conducted after completion of a proposal. 
The purpose is to identify areas for improvement on subsequent 
projects. 

Project Review Periodic status reports and reviews with the customer. 

Market Assessment 
An assessment of the plan to achieve specific business market 
objectives within an industry or market segment. 

Table 1.3 

  

http://bok.apmp.org/glossary/market-assessment/
http://bok.apmp.org/glossary/competitor-review/
http://bok.apmp.org/glossary/opportunity-plan-review/
http://bok.apmp.org/glossary/opportunity-plan-review/
http://bok.apmp.org/glossary/opportunity-strategy/
http://bok.apmp.org/glossary/opportunity-strategy/
http://bok.apmp.org/glossary/proposal-strategy-review/
http://bok.apmp.org/glossary/proposal-strategy-review/
http://bok.apmp.org/glossary/customer-requirements/
http://bok.apmp.org/glossary/final-document-review/
http://bok.apmp.org/glossary/final-document-review/
http://bok.apmp.org/glossary/ghosting-the-competition/
http://bok.apmp.org/glossary/business-case-reviewsenior-management-review/
http://bok.apmp.org/glossary/business-case-reviewsenior-management-review/
http://bok.apmp.org/glossary/business-case-reviewsenior-management-review/
http://bok.apmp.org/glossary/business-case-reviewsenior-management-review/
http://bok.apmp.org/glossary/lessons-learned-review/
http://bok.apmp.org/glossary/lessons-learned-review/
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1.4. Outputs: 

▪ Outputs are developed in each phase and become inputs to the next 

phase. 

▪ If an output does not contribute to advancing the effort, you should 

eliminate it. 

▪ The gradient shading for major outputs in the proposal planning and 

proposal development phases in Figure 1.1 indicates variability in when 

these outputs are prepared—pre- or post-RFP. 

▪ Base decisions on how much to plan or prepare in advance of the RFP on 

the level of confidence regarding what will be requested.  

▪ Outputs and their contents are summarized below. 

OUTPUTS CONTENTS 

Market Strategy 

A plan to achieve specific business market objectives within an 
industry or market segment. 

Account Plan 

A sales plan that is specific to one customer and covers multiple 
opportunities with that customer. 

Competitive 
Assessment 

The process of comparing your potential offer with that of the 
competition as judged by the customer. 

Opportunity Plan 

A documented plan that is developed during the opportunity 
planning phase specific to the opportunity and identifies actions 
and strategies to position your organization to be the customer’s 
preferred bidder. 

Pricing Strategy 

The strategy that differentiates value and price such that the 
customer perceives the value of your proposal to them to be 
greater than the price you are charging. 

Proposal Strategy 
Plan 

A plan that identifies resources, schedule, and tasks needed to 
reach the final submission date with a winning proposal. 

Proposal 
Responsibility 
Matrix 

A document that identifies proposal team members and their 
specific proposal section responsibilities. 

Proposal Outline 

A framework for proposal content and organization based on 
customer requirements. 

Response Matrix 

A tool that identifies where in the proposal you have addressed 
the solicitation requirements. 

  

http://bok.apmp.org/glossary/market-strategy/
http://bok.apmp.org/glossary/account-plan/
http://bok.apmp.org/glossary/competitive-intelligence-ci/
http://bok.apmp.org/glossary/competitive-intelligence-ci/
http://bok.apmp.org/glossary/pricing-strategy/
http://bok.apmp.org/glossary/proposal-management-plan/
http://bok.apmp.org/glossary/proposal-management-plan/
http://bok.apmp.org/glossary/proposal-responsibility-matrix/
http://bok.apmp.org/glossary/proposal-responsibility-matrix/
http://bok.apmp.org/glossary/proposal-responsibility-matrix/
http://bok.apmp.org/glossary/proposal-outline/
http://bok.apmp.org/glossary/response-matrix/
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Style Sheet 

A set of standards developed specifically for a particular proposal that 
editors and writers can use to ensure consistency in style, grammar, 
terminology, and mechanics, such as naming conventions, 
abbreviations, acronyms, response tone, and approach. 

Content Plan 
A plan that provides guidance and a framework for addressing 
requirements, detailing win strategy and themes, and meeting page 
allocation requirements. 

Proposal 
Budget 

The cost or resources required to complete a proposal. 

Executive 
Summary 

A short abstract of the main points of the offer aimed at the senior-
level decisionmakers in the customer’s organization. 

Proposal Plan 
The project document developed by the Proposal or Bid Manager to 
identify resources, schedules, and tasks needed to reach the final 
submission date with a winning proposal. 

Proposal  
A compliant, responsive, competitive description of your 
recommended solution to addressing customer requirements. 

Best and 
Final Offer 
(BAFO) 

A customer request for a document that describes your organization’s 
final price (also called Final Proposal Revision [FPR]). 

Products and 
Services  

The deliverables resulting from a winning offer. 

Market 
Strategy 

A plan to achieve specific business market objectives within an 
industry or market segment. 

Table 1.4 

1.5. Additional Elements:  

▪ In illustrating an end-to-end BD process, consider these additional 

elements: 

○ The customer’s buying process 

○ Notional timeframes for phases, decisions, reviews, and outputs 

○ Defined goals for each phase 

○ Critical business decisions for each phase 

○ Listing of activities embedded within each phase 

○ Indication of accountable roles for all activities 

○ Listing of tools, templates, and other aids associated with each activity 

http://bok.apmp.org/glossary/style-sheet/
http://bok.apmp.org/glossary/proposal-budget/
http://bok.apmp.org/glossary/proposal-budget/
http://bok.apmp.org/glossary/executive-summary/
http://bok.apmp.org/glossary/executive-summary/
http://bok.apmp.org/glossary/opportunity-manager/
http://bok.apmp.org/glossary/best-and-final-offer-bafo/
http://bok.apmp.org/glossary/best-and-final-offer-bafo/
http://bok.apmp.org/glossary/best-and-final-offer-bafo/
http://bok.apmp.org/glossary/products-and-services/
http://bok.apmp.org/glossary/products-and-services/
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2. Best Practices 

2.1. Create a documented, unified process 

▪ Organizations with a defined end-to-end BD process realize significant 

benefits: 

○ Higher win rates and capture ratios 

○ Lower BD costs 

○ Higher productivity and morale 

○ More accurate forecasting 

○ Increased management visibility, direction, and control 

▪ In the absence of a defined BD process, organizations typically 

experience problems such as: 

○ Confusion on what to do, when to do it, and who is responsible 

○ Wasted effort in reinventing or justifying a process rather than 

focusing on winning 

○ Inability to build upon past success, as doing it differently every time 

precludes continuous improvement 

○ Overreliance on individuals who are called upon to make heroic 

efforts to salvage false starts 

○ Lack of team competencies—without a defined process and defined 

roles, training and professional development is not possible 

○ Executive involvement that is too late and sometimes 

counterproductive 

▪ Such organizations typically operate at the lowest BD-CMM maturity 

level, the (Initial) ad hoc level. 

▪ To achieve the second level of maturity (Repeatable), the organization 

must at least have a repeatable process for response generation.  

▪ At level three (Defined), a defined BD process allows teams of business 

developers with organizational competencies to focus on developing a 

winning solution guided by a shared understanding of process and roles.  
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▪ When the BD process has been fully integrated with corporate 

operations, the benefits of levels four (Managed) and five (Optimizing) 

maturity can be realized. 

▪ Any effort to design an end-to-end process should include representatives 

of all stakeholders who will eventually be affected by the process. Their 

insights are critical to designing a process that meets the organization’s 

needs, and their early involvement promotes acceptance and effective 

change management. 

2.2. Align with the customer’s buying cycle 

▪ An end-to-end BD process must be aligned with the customer’s buying 

cycle. 

▪ Create phases in the BD process that include activities responsive to the 

customer at each phase. 

▪ The generic buying cycle described below, which illustrates the 

customer’s changing interests, provides examples of how a BD process 

might be aligned with a customer’s needs. 

○ Operate. During this phase customer needs are latent—potentially 

not even recognized or identified. Corresponding BD phases (e.g., 

market segmentation and account planning) will include activities 

aimed at positioning the seller’s organization for meeting potential 

customers and gaining a better understanding of future needs. 

○ Assess Needs. As customers’ latent needs become explicit, the BD 

objective is to assist the customer in defining requirements and 

collaboratively evaluating the benefits of satisfying those 

requirements. These are opportunity assessment phase activities. 

○ Value Solutions. During this part of the buying cycle, customers 

initially identify potential solutions and then assess the relative value 

of those solutions. In aligned BD phases (e.g., proposal planning), the 

customer and seller collaboratively quantify the added value of 

potential solutions to the customer’s organization. 

○ Resolve Issues. At this point in the buying cycle, the customer is 

actively soliciting and evaluating alternatives. During this time, the 

BD process is aimed at preparing for, and developing, formal 
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responses—proposals. Aligned BD phases include proposal planning, 

proposal development, and negotiation 

○ Implement. Customers focus on attaining the anticipated benefits of 

their chosen solutions. Business developers reinforce the value 

delivered, highlight the value of further enhancements, and begin 

positioning for the next sale. 

▪ Examples of a BD process aligned to the buying cycle are shown in Figure 

1.2 

 

Figure 1.2. Commercial Business Development Process. An effective business development 

process has phases and activities aligned with the customer buying cycle. 
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2.3. Make the process flexible and scalable 

▪ The end-to-end process provides a baseline for designing a BD process 

tailored to any organization. Tailoring begins by determining if the 

primary customers are governmental bodies (business-to-government 

[B2G]) or other companies (business-to-business [B2B])? 

▪ Understand if your organization usually bids as a prime contractor or as 

a subcontractor, on full and open competitions or on set-asides and for 

new contract vehicles or for task order responses to existing contracts. 

▪ Based on the above analysis, define a small set of opportunity categories. 

Design a process robust enough to address the largest, most complex type 

of opportunities but flexible enough to support other smaller, simpler 

opportunities. 

▪ The process should be scalable depending upon the size of an 

opportunity, delivery deadline, and available resources. 

▪ Do not skip critical elements; instead, conduct them at the appropriate 

level of intensity. For a large, complex opportunity, a face-to-face kickoff 

meeting is appropriate. For simpler opportunities, you may be able to 

conduct the kickoff meeting virtually, with fewer participants. 

2.4. Clearly define roles 

▪ Once an end-to-end process has been defined, it is possible to establish 

clear roles with associated responsibilities, authority, and accountability.  

▪ Eliminating redundant efforts is critical to gaining efficiency.  

▪ Clear role definition also ensures that no tasks fall through the 

cracks. A position or title is most simply defined by what is on a person’s 

business card. A role defines the functions a person assumes, perhaps 

temporarily, during the BD lifecycle. 
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▪ Identify supporting organizations. There are numerous organizations 

that support BD. They must be identified and their roles must be defined. 

Examples of supporting organizations include: 

○ C-Level Authority (CEO, CFO) 

○ Contract Administrators 

○ Contracts 

○ Facilities 

○ Finance and Accounting 

○ Human Resources 

○ Information Technology (IT) 

○ Legal 

○ Marketing 

○ Pricing 

○ Proposal Center 

○ Purchasing 

○ Quality, Regulatory Systems 

○ Research and Development 

○ Security 

▪ Once roles, positions, and supporting organizations have been identified, 

create a RACI matrix to document who is Responsible, Accountable, 

Consulted, or Informed for each activity in the BD process using the 

following conventions: 

RACI RULES 

R = Responsible for task  The “Doer”—At least one required 

A = Accountable  The “Owner”—Final authority, only one allowed 

C = Consulted on task  Provides input—Two-way communication 

I = Informed on task 
result  

Notified—Usually after task action is taken 

Table 1.5 
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2.5. Develop needed staff competencies. 

▪ For a defined end-to-end BD process to be successful, users must 

understand the process and have the skills to execute and adapt it 

appropriately. 

▪ Given a clear definition of roles, organizations can identify necessary 

competencies and skill gaps and plan training.  

▪ Rely on the competencies for Proposal Managers and Opportunity 

Managers identified by APMP as a baseline for establishing a training 

plan. 

2.6. Ensure consistent, disciplined use 

▪ Designing and developing an end-to-end BD process is a straightforward 

task that most organizations can accomplish relatively quickly. Even 

smaller organizations can adopt an existing process rather than 

continuing with ad hoc operations. 

▪ Implementing and sustaining an effective BD process requires 

management focus and continuous effort. Barriers include corporate 

inertia, individual resistance to change, and constantly changing 

priorities that blur focus and erode commitment. 

▪ To succeed, the launch of a new BD process must include a change-

management plan. This plan must take into account the predictable 

stages that most individuals experience when faced with change. 

○ Satisfaction—I’m happy as I am. 

○ Denial—This isn’t relevant to my work. 

○ Resistance—I’m not having this! 

○ Exploration—Could this work for me? 

○ Hope—I can see how I can make this work for me. 

○ Commitment—This works for me and my colleagues! 

▪ Change management is a significant challenge and those attempting it 

should take advantage of guidance from experts in the field. 

http://bok.apmp.org/glossary/advantage/
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3. Common Pitfalls and Misconceptions 

3.1. Lack of discipline and accountability  

▪ Defining an end-to-end process is a necessary but insufficient element in 

achieving higher levels of BD capability maturity 

▪ Any BD process re-engineering project must begin with complete 

executive support.  

▪ Engage senior executives throughout the design efforts and gain their 

buy-in at critical milestones. Encourage them to actively promote and 

socialize the benefits of the new process. 

▪ Don’t forget senior executives when planning training for the new 

process. 

3.2. Lack of support with tools and training 

▪ The very best BD process will not be successful if it is not supported with 

appropriate tools and training. 

3.3. Corporate inertia and changing priorities 

▪ Changing priorities frequently sidetrack BD re-engineering efforts that 

are underway.  

▪ Unfortunately, a crisis is often the catalyst that produces improvement. 

4. Summary 

▪ A defined end-to-end BD process is critical to achieving high levels of BD 

capability. It is composed of a series of phases, decisions, reviews, and outputs. 

▪ The generic end-to-end process introduces the principles and best practices 

common across selling environments. 

▪ Organizations must develop tailored end-to-end processes that best support 

their company and their customers. 

▪ For an end-to-end BD process to be successful, a proactive change-management 

plan must support its implementation. 
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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. 

○ A formal team is established and tailored to the value and risk of the bid. 

This may be called a bid board or business acquisition panel at larger 

companies, or may be simply a few defined individuals in smaller settings. 

This team participates in all gate decisions and has direct responsibility for 

business-acquisition-decision success. 

○ 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? 
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2. Best Practices 

2.1. 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: 

○ Market entry decision: The decision that confirms that the identified 

market segment is aligned with the goals in your strategic plan. 

○ Opportunity qualification decision: An early milestone to 

determine whether an opportunity matches your organization’s basic 

interests and is worth the additional resources required to do a more 

detailed assessment. 

○ Bid pursuit decision: Generally the first decision milestone to verify 

that the opportunity fits your strategic direction and capability. This 

decision often approves the funds to initiate early opportunity 

planning activities. 

○ Bid/no-bid decision: A milestone after the opportunity plan is 

substantially complete. It validates that you are properly positioned 

to win based on the opportunity plan. 

○ Bid validation decision: A decision milestone after the customer 

releases an RFP to address obstacles to winning that were identified 

in the opportunity plan. 

○ Final review: This is the final business case/senior management 

review. It helps to determine whether to submit the proposal 

prepared, considering the anticipated financial reward and level of 

risk. 

  

http://bok.apmp.org/glossary/market-entry-decision/
http://bok.apmp.org/bok/gate-decisions/?studyguide=yes#opportunity
http://bok.apmp.org/bok/gate-decisions/?studyguide=yes#pursuit
http://bok.apmp.org/bok/gate-decisions/?studyguide=yes#bid
http://bok.apmp.org/bok/gate-decisions/?studyguide=yes#validation
http://bok.apmp.org/bok/gate-decisions/?studyguide=yes#review
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a) Use the opportunity qualification decision to confirm whether the 

opportunity merits expending resources for research and assessment. 

The Table 2.1 below documents the overall objective, key decisions, decision-

makers, inputs, outputs, and resource allocations for the opportunity 

qualification decision. This decision is sometimes made at the sales 

management level. 

DECISION ASPECT EXPLANATION 

Overall Objective 
Determine whether the opportunity merits expending 
resources for research and assessment, initiating the 
opportunity assessment phase 

Key Decisions 
Assign opportunity owner to serve as lead, proceed to 
opportunity assessment phase to further qualify the 
opportunity 

Owner/Organizer 
Opportunity Lead: Individual who found lead or owner of 
the account for opportunity assessment 

Decision-makers 
As prescribed in organization’s BD process; usually varies 
by value, complexity, and risk of opportunity 

Participants Opportunity Lead and identified decision-makers 

Input 
Opportunity plan at opportunity qualification level or 
similar opportunity briefing package 

Resources Allocated (as 
required and scaled for 
setting) 

Lead for opportunity assessment (could be lead 
originator), staff support for opportunity assessment, 
funding for opportunity research (preliminary customer 
analysis and competitive assessment) 

Decision Outcome 
Qualified (proceed to opportunity assessment phase) or 
cancel (no-bid) 

Table 2.1 
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This Table 2.2 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? 

Table 2.2 

  

http://bok.apmp.org/glossary/account-plan/
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b) Use the pursuit decision to determine whether to commit resources to 

developing opportunity plans and influencing the customer to prefer your 

solution. 

The Table 2.3 below documents the overall objective, key decisions, decision-

makers, inputs, outputs, and resource allocations for the pursuit decision. 

DECISION ASPECT PURSUIT DECISION 

Overall Objective 

Determine whether to commit resources to developing 
opportunity plans and influencing the customer to prefer 
our solution, initiating the opportunity planning phase; 
sales should make an opportunity qualification decision 
before this decision gate 

Key Decisions 

Decide whether to proceed to opportunity planning; 
determine funding level for remaining phases and total 
pursuit; assign Opportunity Manager and identify core 
opportunity team and support 

Owner/Organizer Opportunity Lead 

Decision-makers 
As prescribed in organization’s BD process; usually varies 
by value, complexity, and risk of opportunity 

Participants Opportunity Lead and identified decision-makers 

Input 
Opportunity plan at bid-pursuit decision level of detail or 
similar bid-pursuit briefing package (expanded from 
opportunity qualification), opportunity budget request 

Resources Allocated (as 
required and scaled for 
setting) 

Opportunity Manager, core opportunity team staffing, core 
opportunity team funding, core opportunity team facilities 
and materials (as needed) 

Decision Outcome 
Pursuit approved (proceed to opportunity planning phase) 
or cancel (no-bid) 

Table 2.3 

  

http://bok.apmp.org/glossary/opportunity-planning/
http://bok.apmp.org/glossary/opportunity-manager/
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This Table 2.4 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? 

Table 2.4 

  

http://bok.apmp.org/glossary/opportunity-strategy/
http://bok.apmp.org/glossary/hot-buttons/
http://bok.apmp.org/glossary/performance-risk/
http://bok.apmp.org/glossary/strengths-weaknesses-opportunities-and-threats-swot/
http://bok.apmp.org/glossary/price-to-win/
http://bok.apmp.org/glossary/price/


 

Gate Decisions 174 Proposal Specialist Certification Guide  

 

c) Use the bid/no-bid decision to determine if you have positioned yourself 

favorably enough to justify planning to develop a proposal. 

The following Table 2.5 documents the overall objective, key decisions, 

decision-makers, inputs, outputs, and resource allocations for the bid/no-bid 

decision. 

DECISION ASPECT BID/NO-BID DECISION 

Overall Objective Determine whether you have positioned yourself favorably 
enough to justify planning to develop a proposal, initiating 
the proposal planning phase 

Key Decisions Decide whether to proceed to proposal planning phase; 
confirm/adjust win strategy, pricing, solution, win themes, 
and discriminators; adjust, as needed, funding for all 
remaining phases; assign a Proposal Manager; assign the 
preliminary proposal team 

Owner/Organizer Opportunity Manager 

Decision-makers As prescribed in organization’s BD process; usually varies 
by value, complexity, and risk of opportunity 

Participants Opportunity Manager and identified decision-makers 

Input Opportunity plan at bid/no-bid decision level of detail or 
similar bid/ no-bid briefing package (expanded from bid 
pursuit); proposal budget request; opportunity template or 
bid decision tree 

Resources Allocated (as 
required and scaled for 
setting) 

Proposal Manager, core proposal team staffing (internal 
and external), core proposal team funding, proposal team 
facilities and materials (as needed), review team funding 
and staffing 

Decision Outcome Bid/no-bid approved (proceed to proposal planning phase), 
improvement needed to opportunity plan, or cancel (no-bid) 

Table 2.5 

  

http://bok.apmp.org/glossary/proposal-management/
http://bok.apmp.org/glossary/win-themes/
http://bok.apmp.org/glossary/proposal-manager/
http://bok.apmp.org/glossary/style-sheet/
http://bok.apmp.org/glossary/bid-decision-tree/
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This Table 2.6 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 Draft Request For Proposal (DRFP) or 
Statement Of Work (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? 

Table 2.6 

  

http://bok.apmp.org/glossary/products-and-services/
http://bok.apmp.org/glossary/past-performance/
http://bok.apmp.org/glossary/management-plan/
http://bok.apmp.org/glossary/customer-budget/
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d) 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. 

The following Table 2.7 documents the overall objective, key decisions, 

decision-makers, inputs, outputs, and resource allocations for the bid-

validation decision. 

DECISION ASPECT BID VALIDATION DECISION 

Overall Objective Determine whether the opportunity is still worth pursuing 
and the proposal worth preparing, considering the final 
details in the request for proposals, initiating the proposal 
development phase 

Key Decisions Decide whether to proceed to proposal development phase; 
confirm/adjust win strategy, pricing, solution, win themes 
and discriminators; adjust, as needed, funding for 
remaining phases; resolve proposal staffing and any other 
critical issues 

Owner/Organizer Opportunity Manager 

Decision-makers As prescribed in organization’s BD process; usually varies 
by value, complexity, and risk of opportunity  

Participants Opportunity Manager and identified decision-makers 

Input Opportunity plan at bid-validation decision level of detail 
or similar bid-validation briefing package (expanded from 
bid/no-bid pursuit), updated proposal budget (if applicable), 
confirmed teaming agreements 

Resources Allocated (as 
required and scaled for 
setting) 

Proposal team staffing (internal and external), proposal 
team funding, review team funding and staffing, proposal 
team facilities for FPR (as needed) 

Decision Outcome Proceed to bid approved or cancel (no-bid) 

Table 2.7 
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This Table 2.8 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? 

Table 2.8 

  

http://bok.apmp.org/glossary/executive-summary/
http://bok.apmp.org/glossary/resource-estimate/
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e) Use final review to determine whether to submit the proposal prepared, 

considering the anticipated financial reward and level of risk. 

The following Table 2.9 documents the overall objective, key decisions, 

decision-makers, inputs, outputs, and resource allocations for the final review 

(business case/senior management review). 

DECISION ASPECT FINAL REVIEW 

Overall Objective Determine whether to submit the proposal prepared, 
considering the anticipated financial reward and level of 
risk 

Key Decisions Decide whether to submit the proposal to the customer; 
confirm project management and staffing for project start-
up; confirm all preparations for orals, demonstration, and 
contract negotiations 

Owner/Organizer Opportunity Manager 

Decision-makers As prescribed in organization’s BD process; usually varies 
by value, complexity, and risk of opportunity 

Participants Opportunity Manager and identified decision-makers 

Input Opportunity plan at business case-decision level of detail 
or business case-briefing package, updated budget (if 
applicable) 

Resources Allocated (as 
required and scaled for 
setting) 

Orals/demonstration team staffing (internal and external), 
orals/demonstration team funding, funding and staffing 
for any necessary start-up activities, negotiating team 

Decision Outcome Submit bid or no-bid 

Table 2.9 
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This Table 2.10 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? 

Table 2.10 

2.2. Standardize company templates and schedules. 

▪ Standardized templates and schedules promote effective decision-

making. 

▪ 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 

decision-making. 

▪ 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 

http://bok.apmp.org/glossary/negotiation/
http://bok.apmp.org/glossary/delivery/


 

Gate Decisions 180 Proposal Specialist Certification Guide  

 

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. 

2.3. 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 2.11 below reflects the nominal detail expected across the 

lifecycle. 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 

http://bok.apmp.org/glossary/customer-profile/
http://bok.apmp.org/glossary/customer-issues/
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CONTENT 
Opportunity 
Qualification 

Bid Pursuit BID/ NO_BID 
BID 
VALIDATION 

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 

Teaming/ 
Subcontracting 

– 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 

Table 2.11 

2.4. 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 labor, other direct costs (consultants), travel, and 

incidentals required to develop and submit a winning bid. 

  

http://bok.apmp.org/glossary/contact-plan/
http://bok.apmp.org/glossary/contact-plan/
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2.5. 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. 

▪ Examples of these first-order metrics include: 

○ Revenue 

○ Strategic fit 

○ Cost to win 

○ Resources to win 

○ Customer knowledge 

○ Opportunity knowledge and funding 

○ Company capability 

○ Company experience/past performance 

○ Growth potential 

○ Time to solicitation/tender release 

○ Probability of win 

○ Probability of customer proceeding to award 

2.6. 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. 

▪ Parameters can include: 

○ Pre-RFP activity designed to influence requirements 

○ Customer preferences 

○ Customer knowledge of the organization bidding 
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○ Technical capability 

○ Management capability 

○ Cost 

○ Incumbency 

○ Experience 

○ Past performance 

○ Risk 

▪ Probability of go represents the likelihood the customer will actually 

proceed with a funded program upon making an award decision. 

▪ Probability of go is usually assessed based on simple parameters such as: 

○ Mission need/requirement 

○ Customer champion 

○ Funding availability 

○ Criticality 

▪ 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. 

2.7. 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. 
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2.8. 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 2.1 provides an overview of gate decisions and the end-to-end BD 

process. 
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Figure 2.1. Gate Decisions and the BD Lifecycle. Following a structured gate-decision process 

improves BD success. 

3. 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. Set 

information maturity expectations for each review. 

▪ Strategy should remain static throughout decisions. Win strategy is key and 

should be reassessed at every review. 

▪ You can’t win a low probability of win deal if you start early. The right 

actions can make low probability of win deals high probability of win deals. 

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

equals lower probability of win. 

▪ Probability of go has no value in the decision to pursue or not. If a bid does 

not generate revenue, you cannot gain ROI. 

▪ Resourcing is unimportant in probability of win calculations. Subpar 

teams do not often win. 

▪ Gates can be treated as reviews rather than decision points. Deferring 

decisions wastes time and money. 

▪ Gate-decision quality is not indicative of probability of win. Strategy rules. 

Bad strategy is often associated with low probability of win. 

▪ Price to win can come late in the gate process. Competitive pricing strategy 

must come early to match the solution presented. 

4. Summary 

▪ Gate decisions are a key component of the business development lifecycle. 

▪ Gate decisions prevent businesses from unnecessarily expending resources on 

bid they have a low probability of winning. 

▪ Consistent decision criteria can help organizations make decisions effectively. 

▪ Two important criteria are probability of win and probability of go, or the 

likelihood that a customer will actually proceed with a funded program upon 

making an award decision.  
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1. Introduction  

▪ 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. 

▪ The Proposal Manager generally leads kickoff meetings, supported by the 

Opportunity Manager.  

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

meetings inspire teams; poor ones demoralize them. 

2. Best Practices 

2.1. Understand when and why to conduct kickoff meetings. 

▪ Kickoff meetings are not executed immediately upon RFP receipt. 

Premature kickoff meetings offer the illusion of progress and often lead 

to more rework and a less-competitive proposal. 

▪ Schedule kickoff meetings about 15 percent into the response timeframe. 

This allows for support material to be developed. 

▪ Following release of the RFP, plan the meeting using available customer 

material, the bid plan, the proposal management plan (including roles 

and responsibilities), and defined expectations. At this meeting, 

distribute a draft executive summary. 

▪ Kickoff meetings should be motivational, informative, and directive. 

They have the following objectives: 

○ Deliver the program overview to the team. 

○ Deliver the draft executive summary to the team. 

○ Answer questions about the opportunity. 

○ Initiate contributors’ proposal efforts. 

○ Hand off content planning worksheets to authors. 

○ Describe the logistics of gathering responses and graphics. 

○ Coordinate upcoming activities. 
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○ Create a cohesive team. 

▪ A sample checklist can be used to plan a successful kickoff meeting. 

Figure 3.1 shows the main goals of a successful kickoff meeting. 

 

Figure 3.1. 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. 

2.2. Develop necessary materials prior to a kickoff meeting. 

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

kickoff meeting:  

○ Overall response schedule 

○ Requirements checklist 

○ Proposal outline 

▪ Another important document is the executive summary. Executive 

summaries describe the solution and set the tone by modeling good 

themes, graphics, action captions, and format. 

▪ Content plans, or proposal development worksheets, should also be 

distributed to each author with all key sections prepopulated. 

▪ The following Table 3.1 lists other materials that should be included in a 

kickoff meeting. 
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REQUIRED ITEMS CONTENT/FUNCTION 

Proposal Project 
Summary 

Information about the opportunity, contract type, value, 
official name, relevant dates, key contacts, scope, primary 
deliverables; all or relevant portions of the bid request 

Customer Profile Customer needs, issues, hot buttons, evaluation process, and 
perception of your organization 

Proposal Strategy Overall strategies, themes, and discriminators, including key 
messages and how they are to be implemented in the proposal 

Proposal Operations Establishes approach, formats, protocol, resources, and 
approaches to review 

Proposal Schedule Sets dates for key milestones 

Proposal Outline Defines section numbers, headings, page allocation, 
responsible person, and incremental task deadlines 

Writers’ Packages First page of proposal development worksheet or content plan, 
which includes the writer assigned, page limits or guidelines, 
information from the proposal outline relevant to each writer, 
along with the compliance checklist items assigned to that 
section 

Bid Request Relevant parts or pointers to an electronic source 

Draft Executive 
Summary 

Overall perspective on customer’s needs, proposed solution, 
and win strategy; models good themes, graphics, action 
captions, and format 

Competitive Analysis Competitor profiles, integrated customer solution worksheet, 
bidder comparison matrix 

Roles and 
Responsibilities 

Team members, location, contact information, role, expertise, 
cost center, and hours authorized 

Work Breakdown 
Structure (WBS)/WBS 
Dictionary 

Breaks the proposal work into tasks, defining the hardware 
and data that will be delivered and services that will be 
performed 

Table 3.1 

2.3. Include all team members 

▪ The kickoff meeting is when lines of authority are established and roles 

and responsibilities defined and shared. For this reason, it is crucial that 

all contributors to a proposal effort attend the kickoff. 

▪ This includes the champion C-level executive who drives the response 

and all the subcontractors and teammates.  

http://bok.apmp.org/glossary/products-and-services/
http://bok.apmp.org/glossary/customer-profile/
http://bok.apmp.org/glossary/compliance-matrix/
http://bok.apmp.org/glossary/opportunity-strategy/
http://bok.apmp.org/glossary/competitive-intelligence-ci/
http://bok.apmp.org/glossary/work-breakdown-structure-wbs/
http://bok.apmp.org/glossary/work-breakdown-structure-wbs/
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▪ Even remote participants should make this initial effort to be there, meet 

the team members, and get a clear understanding of responsibilities and 

timeframes. 

2.4. Stick to a schedule 

▪ Keep your kickoff meeting short, informative, and professional. 

▪ Be instructive. 

▪ Excuse people early who do not need to hear sensitive information. 

▪ Try to hold the kickoff meeting in the war room, or dedicated room for 

holding proposal-related meetings as they are secure, and content plans 

and other supporting documents can be posted on the wall for team 

members to review and refer to throughout the project. 

▪ Allow about four hours for the meeting. 

▪ Structure the meeting in two parts: an overview of the effort, and the 

logistics of the response. 

▪ Slides created using presentation software are a common format for 

presenting kickoff information. This should be emailed to remote 

participants. 

▪ The first part of the kickoff meeting is an overview of the program. The 

first presenter should be a corporate-level sponsor who delivers the 

corporate support presentation. It is crucial that all team members know 

they have support at this level. Following this presentation, the 

Opportunity Manager walks the team through the various parts of the 

response, including technical solution, management approach, cost-

volume considerations, past performance, teaming, and partnerships. 

▪ The second half of the kickoff meeting is delivered by the Proposal 

Manager. This covers the logistics of the response. The Proposal Manager 

presents the schedule, which all team members will agree upon, and then 

delivers the response outline and compliance matrix. The Proposal 

Manager also discusses IT parameters, including server ID and remote 

access. 

▪ Participants should walk away from this meeting with a complete 

understanding of the timeframe and how this response will be 

completed. 
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▪ A sample kickoff meeting agenda with roles and responsibilities is shown 

below. 

TIME, 
min 

PERSON TOPIC 

5 Proposal Manager Welcome everyone and introduce participants 

5 Senior Manager Deliver motivational remarks and indicate 
organizational commitment 

10 Sales, Opportunity, or 
Marketing Lead 

Give background on the customer and the 
opportunity 

45 Proposal Manager Distribute and discuss the proposal management 
plan, including outline, executive summary, WBS, 
writers’ packages, and content plans (when used) 

10 Break 
 

5 Technical Volume 
Manager 

Outline technical approach 

5 Management Volume 
Manager 

Outline management approach 

5 Cost Volume Manager Outline costing approach 

15 Proposal Manager Discuss daily proposal operations and schedule 

15 Proposal Manager Answer contributors’ questions and dismiss meeting 

Table 3.2 

2.5. Adjust operating procedures for virtual kickoff meetings 

▪ If face-to-face kickoff meetings are not a viable option, a well-planned 

and executed virtual kickoff can be done by adjusting the procedures and 

taking extra care in confirming communications. 

○ Pay additional attention to planning the kickoff call. Get the core team 

(Proposal Manager, Opportunity Manager, Solution Lead) involved 

ahead of time in making critical decisions. Focus on providing 

instructions rather than making decisions. 

○ Distribute the schedule and kickoff packages before the call so 

participants can prepare and have questions ready. 

○ Confirm understanding and commitment with the team after each 

schedule item. Be sure every participant understands his or her role 

and tasks. 
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○ Check progress more frequently than you would with a co-located 

team. You need to replace your physical presence with both individual 

and group support. Use email, calls, and quick check-ins. Your 

collaboration system can give you alerts, but will not provide the 

coaching and hands-on support to keep morale high and fix issues. 

3. Common Pitfalls and Misconceptions 

3.1. Confusing kickoff with initial planning meeting 

▪ An initial planning meeting should be an internal meeting with core team 

members immediately after the RFP is released.  

▪ The outcomes and directions of this initial planning are the inputs to the 

kickoff meeting. 

3.2. Not allowing sufficient time to plan a kickoff 

▪ Having a kickoff meeting as quickly as possible after the release of the 

catalyst documents can set the team up for failure if key information and 

guidance is missing.  

▪ Take the time to prepare and plan.  

▪ Ensure that all fundamental documents are in place prior to the kickoff 

meeting. 

4. Summary 

▪ A successful kickoff meeting is the cornerstone for a successful proposal 

response. 

▪ Kickoff meetings are a team’s introduction to a project. They provide team 

members an overview of the solution, strategies to accomplish the mission, and 

an infrastructure for efficiency in sharing content. 

▪ Meetings should be attended by all proposal contributors, including a C-level 

sponsor. 

▪ During the meeting, several key documents should be shared and presented, 

allowing all members to start from the same page. 
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1. Introduction 

▪ 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. Best Practices 

2.1. Make sure that daily activities are consistent with a written 
proposal-management plan. 

▪ A written proposal-management plan establishes a common base of 

information and assumptions and eliminates the need to repeat 

information when new people join the team. 

▪ Day-to-day management entails making any changes to the plan, 

especially those that affect the schedule, proposal outline, or information 

about the customer and the solution. 

▪ The Proposal and Opportunity Manager have a responsibility to make an 

up-to-date version of the plan available to everyone on the team. 

▪ Adherence to a plan ensures that everyone on the team moves in the 

same direction. 

▪ The plan is a reference document that enables a Proposal Manager to 

conduct triage, establish the important activities for the day, and create 

interim deadlines. 

▪ The chosen Proposal Manager should have the requisite skills and 

experience in leading bid of corresponding size and scope. 
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2.2. Conduct a short, daily stand-up review or call. 

▪ A daily stand-up review or teleconference is an essential element of day-

to-day management and is used to check progress. 

▪ Keeping it short has at least two advantages: First, it saves time, and 

second, it increases the likelihood that everyone needed will participate. 

▪ The participants in the review should include team members with 

accountability for proposal sections and functions, as well as the support 

team. 

▪ Participation in the review should be mandatory absent a business or 

personal emergency. 

▪ Conduct the stand-up at the same time every day so that people can align 

schedules in advance, and this also increases the likelihood that everyone 

required will participate. 

▪ Use a standard stand-up meeting agenda to keep meetings on track. 

2.3. Identify roadblocks on the daily stand-up or call, but resolve them 
outside of the daily review in a smaller meeting. 

▪ A daily status review resembles a “scrum” in agile software-development 

methodology in that it focuses on the status of key proposal activities, 

particularly those with imminent interim deadlines, those with long lead 

times, and activities that are critical because they are prerequisites to 

other activities. 

▪ Proposal team members should use the daily review to identify problems 

or roadblocks that will keep them from addressing the priorities of the 

day.  

▪ During the review, do not try to solve problems identified. Instead agree 

upon who should resolve or escalate the problem and what constitutes 

an acceptable timeframe for resolution. 
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2.4. Track actions with imminent deadlines or long lead times on the 
daily stand-up and track other actions outside of the stand-up. 

▪ The proposal schedule and the proposal management plan together drive 

daily priorities, but day-to-day activities should be driven by near-term 

interim deadlines. 

▪ The daily stand-up can be used to assess the progress on selected proposal 

sections and functions. 

▪ It increases accountability and also encourages early identification of 

problems or roadblocks. 

▪ Reserve part of the time during each daily stand-up to focus on activities 

that potentially have a long lead time. 

▪ Below is an action item tracking matrix with examples of items a team 

might include. 

ACTION 
PERSON 
ACCOUNTABLE 

STATUS 

Follow up with the two 
subcontractors who have not yet 
submitted bid 

Subcontracts 
Manager 

In process; waiting to hear 
back from the subcontractors 

Confirm vacation dates of author 
of Volume 2 

Proposal 
Coordinator 

Not yet started 

Find out correct spelling of 
product referred to in figure on 
page 6 

Proposal 
Coordinator 

Not yet started 

Approve design for proposal 
cover 

Proposal Manager Complete 

Rephrase question about 
requirement 5.3.7 and send 
question to customer 

Contracts 
Manager 

In process 

Get details about degrees and 
certifications from proposed 
Program Manager 

Volume 3 Author In process; waiting for 
Program Manager to return 
from overseas trip 

Set up room for proposal strategy 
and final document review teams 

Proposal 
Coordinator 

Complete 

Find additional person to format 
the proposal in the week after 
final document review 

Proposal Manager In process; person identified 
but assignment not yet 
confirmed 

Table 4.1 



 

 

Daily Team Management 197 Proposal Specialist Certification Guide  

 

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

▪ The Proposal Manager’s request for a daily status update might not elicit 

team members’ true state of affairs. 

▪ If team members fail to update status or identify any problems, contact 

them in a different setting, one-on-one, to probe further. 

▪ Also, if participants critical to the process are silent, it is worth following 

up afterwards to make sure that activities are still on track. 

2.6. Clarify roles and responsibilities to avoid duplication of effort and 
ensure complete coverage of all proposal functions. 

▪ One of the biggest risks to successful proposal completion is confusion or 

uncertainty about who is supposed to do what. 

▪ Detailed descriptions, preferably in writing, are the best way to avoid 

confusion. 

▪ It also helps to make sure each team participant formally acknowledges 

an understanding of his or her role and responsibility. 

▪ Two danger signs Proposal Managers should look out for and correct 

include: 

○ Indications that proposal team members are not aware of the extent 

of their role (they think it is acceptable to write a draft but not respond 

to reviewer comments) 

○ Members who regularly step outside their roles without being asked 

to and start doing others’ jobs 

▪ Finally, there is an important distinction between accountability and 

responsibility. Accountability means getting something done without 

necessarily doing it oneself. Responsibility can be delegated to the person 

who has the ability to get the job done. Proposal Managers should ensure 

their team members understand the difference between the two. 
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2.7. Track activities enough to be able to show progress, but not in so 
much detail that the tracking interferes with the development of 
content. 

▪ Early in the proposal, create a simplified method for tracking progress on 

major tasks and explain it to the team. 

▪ Do not try to capture the status of subtasks and embedded activities.  

▪ Do not try to capture all the complexity behind every task or all the 

possible contingencies when tracking or reporting status. 

▪ Use the tracking methodology to share the status of proposal tasks so the 

entire proposal team is generally aware of progress as well as challenges. 

2.8. Use appropriate techniques to keep the team motivated and 

productive. 

▪ The Proposal and Opportunity Manager function as supervisors for the 

duration of the proposal. 

▪ It is important to publicly recognize individuals who go the extra mile to 

complete assignments on time in whatever way is appropriate to the 

organizational culture. 

▪ To maintain motivation, provide team members with the tools and 

information they need to complete their assignments. 

▪ Adjust workload among contributors to avoid burnout. 

▪ For proposals with a schedule of longer than 10 days, do whatever is 

possible to respect the need of proposal team members to attend to 

personal and family obligations. 
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3. Common Pitfalls and Misconceptions 

3.1. Overreliance on virtual communication 

▪ Technology has made it so easy to connect virtually that proposal 

managers can overlook the importance of face-to-face contact. 

3.2. Failure to ask questions of team members 

▪ Proposal Managers have a responsibility to see output at regular 

intervals (daily or even hourly for very short-turnaround proposals) and 

should not confuse this responsibility with micromanagement. 

4. Summary 

▪ The daily discipline of tracking of progress and escalating problems is critical 

to completing a winning proposal on time and within budget. 

▪ Use and update a proposal plan to guide teams’ activities. 

▪ Conduct daily stand-up reviews to assess team members’ progress against 

assigned tasks. 

▪ Adjust the specifics to suit the particulars of the environment and the proposal, 

but maintain consistency and transparency. 

▪ Day-to-day team management entails not just tracking the status of tasks but 

also prioritization based on an understanding of the big picture.  
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1. Introduction 

▪ 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. 

2. Best Practices 

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

▪ A key element of the BD process is a series of appropriately timed 

reviews. 

▪ These reviews focus on examining the applicable building blocks for 

persuasive proposals at the proper sequence in the process. 

▪ The Table 5.1 below provides an overview of the reviews that should be 

included in a mature BD process design. 

REVIEW 
NAME 

ASSESSMENTS TIMING OBJECTIVE 

Market 
Assessment 

An assessment of 
the plan to 
achieve specific 
business market 
objectives within 
an industry or 
market segment. 

– – 

Account 
Review 

An assessment of 
the sales plans for 
potential 
opportunities with 
major customers. 

Quarterly by major 
business account 
and targeted new 
accounts. 

Provide guidance on 
account maintenance, 
growth, and penetration 
strategies; assess 
progress. 

Competitor 
Review  

An assessment 
and analysis of 
competitors’ likely 
strategies and 
solutions. 

Multiple reviews 
beginning as early 
as possible before 
RFP (six to 12 
months in national 

Predict competitors’ 
potential strategies and 
solutions by using 
experts to do a detailed 
team analysis of each 

http://bok.apmp.org/glossary/market-assessment/
http://bok.apmp.org/glossary/market-assessment/
http://bok.apmp.org/glossary/competitor-review/
http://bok.apmp.org/glossary/competitor-review/
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REVIEW 
NAME 

ASSESSMENTS TIMING OBJECTIVE 

government 
markets; shorter in 
commercial 
markets).  

competitor, including 
yourself. 

Opportunity 
Plan Review 

An assessment of 
the opportunity 
plans to validate 
the win strategy 
and planned 
positioning 
actions. 

Six to 18 months 
before RFP on 
large federal 
efforts. Three to 12 
months on large 
commercial 
efforts. Two to six 
months on smaller 
national 
government and 
commercial 
efforts. 

Review win strategy and 
effectively assess 
probability of win and 
probability of go of 
effort. Agree on course 
of action to increase 
probability of win and 
examine probable 
solution to ensure 
match with customer 
requirements and hot 
buttons. 

Proposal 
Strategy 
Review  

An assessment to 
validate the 
execution of the 
bid strategy for 
writers and to 
verify compliance 
with customer 
requirements. 

Before final RFP 
release. Can be 
repeated about 
seven to 10 days 
after RFP release 
as well. 

Assess proposal strategy 
(story, messaging, 
solution depictions, 
proof) to ensure 
competitiveness, 
thoroughness, accuracy, 
and alignment with 
customer requirements, 
needs, hot buttons. 
Provide concrete 
direction to team for 
improvement. 

Final 
Document 
Review  

A comprehensive 
review of the 
proposal by 
independent 
reviewers who 
emulate the 
customer’s 
evaluation team. It 
includes 
independent 
assessment of the 
entire proposal, its 
readiness and 
responsiveness to 
the solicitation, 

Minimum two 
weeks before 
submittal on major 
proposals. Less on 
smaller proposals. 

Final-document review 
teams preceded by 
proposal-strategy 
review teams or other 
designated reviews 
based on organization 
master process. The 
final-document review 
team determines 
compliance, 
discrimination, and 
alignment with 
customer mission, 
needs, requirements, 
issues, and hot buttons. 

http://bok.apmp.org/glossary/opportunity-plan-review/
http://bok.apmp.org/glossary/opportunity-plan-review/
http://bok.apmp.org/glossary/opportunity-strategy/
http://bok.apmp.org/glossary/probability-of-go/
http://bok.apmp.org/glossary/customer-requirements/
http://bok.apmp.org/glossary/customer-requirements/
http://bok.apmp.org/glossary/hot-buttons/
http://bok.apmp.org/glossary/hot-buttons/
http://bok.apmp.org/glossary/proposal-strategy-review/
http://bok.apmp.org/glossary/proposal-strategy-review/
http://bok.apmp.org/glossary/proposal-strategy-review/
http://bok.apmp.org/glossary/final-document-review/
http://bok.apmp.org/glossary/final-document-review/
http://bok.apmp.org/glossary/final-document-review/
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REVIEW 
NAME 

ASSESSMENTS TIMING OBJECTIVE 

and its 
effectiveness in 
conveying 
strategy, themes, 
and 
discriminators, as 
well as ghosting 
the competition. 

Provides concrete 
direction to team for 
improvement. 

Business Case 
Review/Senior 
Management 
Review  

An assessment of 
all the internal 
milestones and 
approvals 
(internal 
governance) 
required to sign 
off on the solution, 
pricing, and legal 
requirements. 

At least one week 
before proposal 
delivery. 

Approve final pricing 
strategy and any other 
elements requiring 
senior management 
approval prior to 
submittal. 

Lessons 
Learned 
Review  

An assessment of 
the proposal 
development/man
agement process 
and results 
conducted after 
completion of a 
proposal. Its 
purpose is to 
identify areas for 
improvement on 
subsequent 
projects. 

First review right 
after submittal. 
Second review 
after win/loss 
debrief. 

Review process 
execution and 
recommend specific 
improvements where 
required. Ensure 
understanding of 
reasons for the win or 
loss. Correct deficiencies 
in processes or 
approach or repeat 
winning 
processes/methods on 
other opportunities. 

Project 
Review 

A series of reviews 
to ensure an 
organization is 
meeting 
milestones and 
achieving 
objectives as 
promised in a 
proposal. 

Periodic after 
award and 
performance 
begins. 

Critical to building 
successful past-
performance history 
that can be referenced 
on future efforts. 

Table 5.1 

  

http://bok.apmp.org/glossary/ghosting-the-competition/
http://bok.apmp.org/glossary/ghosting-the-competition/
http://bok.apmp.org/glossary/business-case-reviewsenior-management-review/
http://bok.apmp.org/glossary/business-case-reviewsenior-management-review/
http://bok.apmp.org/glossary/business-case-reviewsenior-management-review/
http://bok.apmp.org/glossary/business-case-reviewsenior-management-review/
http://bok.apmp.org/glossary/delivery/
http://bok.apmp.org/glossary/pricing-strategy/
http://bok.apmp.org/glossary/pricing-strategy/
http://bok.apmp.org/glossary/lessons-learned-review/
http://bok.apmp.org/glossary/lessons-learned-review/
http://bok.apmp.org/glossary/lessons-learned-review/
http://bok.apmp.org/glossary/proposal-development/
http://bok.apmp.org/glossary/proposal-development/
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2.2. Set up each review to answer a series of key questions. 

▪ Reviews should be organized around desired outcomes. 

▪ The review should be held well in advance of the expected outcome and 

should be repeated quarterly to keep focus on the objective. 

▪ Reviews should be clearly identified and included at appropriate points 

in the BD process. 

▪ They must be held on schedule to allow time for actions to be taken to 

increase probability of success. 

▪ Figure 5.1 depicts a notional end-to-end business development process 

and sequence of team reviews. 

 

Figure 5.1. Team Reviews and the BD Lifecycle. Following a managed team-review process 
enhances probability of overall BD success. 
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2.2.1 Competitor Review 

▪ The purpose of the competitor review is to apply competitive 

assessment by anticipating the approach, solutions, and strategies 

that competitors are likely to use. 

▪ This is often done through role-playing. Use a competitor’s former 

employees, consultants, and suppliers to formulate probable 

solutions, win strategies, and counterstrategies to test the 

credibility of your own strategy. 

▪ Outputs from the competitor review provide the basis for ghosting 

the competition by highlighting weaknesses in their solutions and 

neutralizing their strengths. 

▪ Competitor reviews can be conducted multiple times during the BD 

cycle. 

▪ The first should be in the opportunity phase, before a pursuit 

decision is made. 

▪ Then, based on the complexity and significance of the pursuit, a 

second competitor review can be conducted during the 

opportunity planning phase. 

▪ The Opportunity Manager or Account Manager plans and 

schedules the competitor review and selects team members from 

both the company and external sources. 

▪ Team members should include individuals from BD, relevant 

business areas, and solution design, as well as consultants, 

employees, retirees, suppliers, and so forth, with  recent 

experience with likely competitors. 

▪ The competitor review should answer the following questions: 

○ How should we try to influence the procurement? 

○ What are competitors’ strengths and weaknesses? 

○ What are competitors’ likely strategies? 

○ How do we compare to competitors with respect to answering 

the customer’s key issues? 

○ How do our technical approach, price to win, risk profile, and 

past experience compare? 

http://bok.apmp.org/glossary/price/
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○ What weaknesses do they have that we can ghost? 

○ Does the customer have a vendor preference? 

○ How do we unseat the incumbent? How do we win as the 

incumbent? 

○ What weaknesses do we have to overcome? 

○ What actions should we take to strengthen our position? 

○ How can we counteract competitors’ likely moves to improve 

their positions with the customer? 

2.2.2 Opportunity Plan Review 

▪ The purpose of the opportunity plan review is to analyze the 

opportunity plan and win strategy before the bid/no-bid decision 

milestone. 

▪ Review-team members are independent of the proposal and 

opportunity team but are knowledgeable about the prospect, your 

offerings and capabilities, and your competitors’ offerings and 

capabilities. They review your opportunity plan to validate your 

win strategy, value proposition, and solution. 

▪ The Opportunity Manager plans and schedules the opportunity 

plan review and selects team members from both the company 

and external sources. 

▪ The opportunity plan review should answer the following 

questions: 

○ Does our strategy satisfy the customer’s needs and 

requirements? 

○ Does our strategy provide clear discrimination versus the 

competitor’s likely approaches? 

○ Is our strategy executable and complete? 

○ Does our solution solve the customer’s issues and demonstrate 

a superior value proposition? 

○ Will our action plans move us to the customer’s favored 

position? 

○ Is our strategy straightforward and easy to understand from the 

customer’s perspective? 
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○ Is a draft executive summary included that clearly 

differentiates us from likely competitors, demonstrates that our 

solution completely satisfies all the customer’s needs, and 

provides a compelling value proposition? 

○ Are the key messages articulated in the opportunity plan 

present in the content plans? 

2.2.3 Proposal Strategy Review 

▪ The purpose of proposal strategy review is to ensure effective 

articulation of your win strategy within your content plan and to 

verify compliance with the bid request prior to the start of 

proposal writing. 

▪ Content plans help proposal teams think and plan before drafting 

text. 

▪ Vehicles used for content plans include annotated outlines with 

comments about each topic, mock-ups, or even simple topical 

outlines for short proposals. 

▪ The Proposal Manager, Opportunity Manager, or Account Manager 

picks independent team members from content and customer 

specialists. 

▪ Reviewers should read the opportunity plan and study key sections 

of the RFP before the chairperson convenes the review team. The 

customer’s perspective and requirements should be briefed at the 

review kickoff meeting. 

▪ The content plan review should answer the following questions: 

○ Is a draft executive summary available to drive the key message 

into the bid response? 

○ Based on the content plan, is our response compliant with the 

customer’s RFP or request? 

○ Is the win strategy clear and reinforced throughout the content 

plan? 

○ Is space allocated so that key messages predominate? 

○ Will sections be easy to evaluate? 

http://bok.apmp.org/bok/compliance-and-responsiveness/
http://bok.apmp.org/glossary/kickoff-meeting/
http://bok.apmp.org/glossary/executive-summary/
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○ Does the content plan include preliminary graphics that 

communicate our key messages? 

○ Are all customer requirements accounted for? 

○ Are benefits linked to features throughout? 

○ Do section summaries provide benefit statements? 

○ Do the overarching themes and section themes clearly answer 

“why us”? 

○ Are headings and other structure provided to improve 

readability? 

2.2.4 Final Document Review 

▪ The purpose of final document review is to comprehensively 

examine the proposal by independent reviewers who emulate the 

customer’s evaluation team. 

▪ It includes independent assessment of the entire proposal, its 

readiness and responsiveness to the solicitation, and its 

effectiveness in conveying strategy, themes, and discriminators, as 

well as ghosting the competition. 

▪ The Proposal Manager, Opportunity Manager, or Account Manager 

picks final-document review team members. 

▪ Schedule the final document review when the response is 75 

percent to 85 percent complete. 

▪ Overlapping members from previous review teams for this review 

will help prevent contradictory guidance from dramatically 

different and uninformed review-team members. 

▪ Reviewers compile all findings into one set of recommendations. 

Assign the recommendations to a select core group for 

implementation. 

▪ The final document review should answer the following questions: 

2.2.4.1 Executive Summary 

▪ Does the executive summary connect your solution to the 

customer’s business vision? 

http://bok.apmp.org/glossary/graphics/
http://bok.apmp.org/glossary/benefit/
http://bok.apmp.org/bok/headings/
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▪ Does the executive summary link the customer’s needs to 

the proposal solution? 

▪ Does the executive summary counter potential major 

objections? 

▪ Does the executive summary name the customer more 

than the bidder? 

2.2.4.2 Themes and Strategies 

▪ Does the proposal effectively present our offer? Is it 

persuasive? Does it sell? 

▪ Does every section have a theme statement? Does that 

theme statement tie features to benefits? Is it specific? Is 

it quantifiable? Does the theme statement answer the 

question “so what”? 

▪ Does each section explain what is being offered and how 

it benefits the customer? Will the customer be convinced? 

▪ Does the proposal emphasize our strengths? Minimize our 

weaknesses? Ghost the competition? 

2.2.4.3 Organization 

▪ Do all volumes and sections have summaries that link the 

customer’s needs to the proposed solution? 

▪ Do all sections, subsections, and major topics have 

headings? 

▪ Are informative headings used effectively? 

▪ Are the most important ideas stated first in sections, 

subsections, and paragraphs? 

▪ Are details, facts, and data placed in the middle of 

sections, subsections, and paragraphs? 

2.2.4.4 Visuals 

▪ Does the proposal contain enough visuals? 

▪ Do the key visuals reflect the strategy? Do they illustrate 

the major features and benefits of the offer? 
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▪ Are all visuals clear and uncluttered? Do they convey a 

single, strong principal message? 

▪ Do the visuals stand alone? 

▪ Does each visual have an action caption? Do the action 

captions state the principal message of the visual and link 

a key feature with its benefit? 

2.2.4.5 Appearance and Packaging 

▪ Do the pages have a clean, professional appearance? 

▪ Does the proposal use lists and headings? Is there plenty 

of white space, especially around key ideas and facts? 

▪ Is the proposal packaged professionally? Does it reflect 

the image of your organization? 

2.2.4.6 Accuracy and Clarity 

▪ Are the facts correct? Are the data accurate? 

▪ Is every claim supported? Is there an appropriate amount 

of supporting data? Is the technical presentation credible? 

Are the claims believable? Proven? 

▪ Is the writing clear and to the point? Do all of the 

sentences make sense the first time you read them? Are 

any statements vague or confusing? Misleading? 

▪ Is the writing concise? Crisp? Not wordy? Can any words 

or sentences be removed? 

▪ Have extraneous words, sentences, paragraphs, visuals, 

facts, or supporting data been eliminated? Can anything 

else be eliminated? 

2.2.4.7 Price 

▪ Is our price supported by a value proposition? 

▪ Is our price clearly stated? Justified? Credible? 
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2.2.4.8 Consistency 

▪ If the proposal was written by a team, are the parts of the 

proposal consistent with one another? 

▪ Does the proposal seem as though one person wrote it? 

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

2.3.1 Standardize company review templates. 

▪ Review templates should be standardized for each primary type of 

review described which increases efficiency and enables review 

teams to be more productive. 

2.3.2 Establish review teams early. 

▪ Proposal review teams need time to become familiar with the 

proposal strategies and solutions to be effective.  

▪ Early formation significantly increases teams’ effectiveness. 

2.3.3 Select the right review team lead. 

▪ The review team lead can make the difference between a great 

review and a mediocre review. 

▪ Review team leads must be skilled in the type of review they will 

lead; have good organizational, communication, and leadership 

skills; and have a highly competitive nature that helps them drive 

the review team to actionable solutions. 

TEAM REVIEW REVIEW TEAM LEADER ATTRIBUTES 

Account Review BD expert and leader successful in growing business on major 
accounts and developing business on new accounts. 

Competitive Review Business intelligence expert familiar with analytical processes 
for assessing competitors and familiar with sources of 
competitive information. Expert at facilitating competitive 
analysis sessions and reviews and providing guidance to teams 
on how to improve their competitive position. 

Opportunity Plan 
Review 

Senior level Opportunity Manager who has been successful in 
developing and executing strategy to win large or strategic 
opportunities. 
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TEAM REVIEW REVIEW TEAM LEADER ATTRIBUTES 

Proposal Strategy 
Review 

Senior level Proposal Manager or Proposal Operations 
Executive who has a proven history of delivering winning 
proposals. 

Final Document 
Review 

Senior level Operations Executive, Opportunity Manager, senior 
level Proposal Manager, or Proposal Operations Executive who 
has a proven history of delivering winning proposals. 

Business Case 
Review/Senior 
Management 
Review 

Senior executives who have a history of successfully growing 
the business. 

Lessons Learned 
Review 

Senior level BD managers assigned the role of managing the 
lessons-learned process or a Proposal Manager skilled at 
facilitating lessons learned and developing the analysis to have 
an influence on improving future processes and performance. 

Project Reviews NA 

Table 5.2 

2.3.4 Keep the same core team throughout the review cycle. 

▪ Keeping the same people on the review team across reviews 

enables team members to learn with the performance team and 

keeps conflicting guidance to a minimum. 

2.3.5 Incorporate teammates into reviews. 

▪ Where appropriate, supplement your internal review team with 

members from your organization’s teaming partners. 

2.3.6 Use consultants in reviews as needed. 

▪ Consultants can be excellent sources of customer knowledge and 

preferred solutions 

▪ Outside BD experts often can identify problems or issues with your 

pursuits and proposals and provide simple remedies that increase 

probability of success, with little additional cost. 

  

http://bok.apmp.org/glossary/business-case/
http://bok.apmp.org/glossary/lessons-learned/
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2.3.7 Conduct effective review kickoffs and debriefings. 

▪ Effective kickoffs increase review value.  

▪ Plan the kickoffs carefully; ensure enough time is allowed and 

ensure clear instructions are provided to review teams to yield 

rapid, useful results. 

2.3.8 Record comments and decide which to incorporate. 

▪ Review-team comments must be recorded, analyzed, and 

prioritized for action.  

▪ Comments should address risks as well as strengths and 

weaknesses associated with each reviewed item. 

▪ For any review, comments usually follow a normal distribution: 

○ 30 percent of comments should be incorporated without 

question because they significantly increase probability of 

success 

○ 40 percent should be reviewed carefully for incorporation 

because they have high value 

○ 30 percent usually get discarded because they have marginal or 

little value 

2.3.9 Use sub-reviews effectively. 

▪ Specific sub-reviews are used to enhance proposals. 

▪ Types of sub-reviews include: 

2.3.9.1 Vertical reviews.  

These examine sections in depth for compliance, 

responsiveness, and persuasiveness. Most detailed, 

constructive comments result from this type of review. 

2.3.9.2 Horizontal reviews.  

These examine a specific aspect of the proposal across all 

sections. For example, one horizontal review may look at 

theme statements. Another horizontal review may look at 

headings and the outlining approach by layer. A third could 
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look at callouts and other forms of highlighting to ensure they 

are used consistently throughout. 

2.3.9.3 Visual reviews.  

These are a form of horizontal review that examines visuals 

and graphic elements, including action captions, for 

consistency and effectiveness. 

2.3.9.4 Compliance review.  

This evaluates the entire proposal against the compliance 

checklist to be sure it is in compliance with all the 

requirements stipulated in the RFP. 

2.3.10  Debrief management on review results. 

▪ Management should always be debriefed on review results to 

ensure continued engagement and awareness into progress for 

business win activities. 

3. Common Pitfalls and Misconceptions 

Avoid these common misconceptions to improve your team’s functional reviews: 

▪ Reviews are just a “check-the-box” exercise. Reviews are critical to winning 

business. Like other members of proposal teams, review teams have direct 

responsibility for winning performance. 

▪ Little value comes from reviews. Good reviews often make the difference 

between winning and losing. 

▪ Reviewing late in the proposal cycle is all right. Late reviews are not helpful, 

because teams don’t have sufficient time to react and implement changes. 

Review early. 

▪ You can cut review time to gain time for authors. A good review may be 

what authors need to get back on track. Stop and do the review. More time on 

a troubled product only makes a worse product. 

▪ Reviews can be planned quickly and easily. Review management is a skill. 

Take time to plan reviews to make them more effective. 
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▪ Anybody can be a good reviewer. Some reviewers are much better than 

others. Find the great reviewers in your organization and use them. Good 

reviewers can be trained as well. Provide instruction and give them 

experience. 

▪ The Proposal or Opportunity Manager should lead the review. The review-

team lead should lead the review so that the Proposal and Opportunity 

Managers get reviews that are independent. 

▪ Executives should not be part of the review team. Executives are a critical 

part of the review team. They didn’t get where they are without reason. Also, 

if they aren’t invested, why should the team be? 

▪ Subject matter experts have more important things to do than review. If 

the technical or management solution is weak, your organization is likely to 

lose. SMEs are critical to great reviews. 

▪ You don’t need to review price proposals as carefully as other volumes. 

Price proposals need reviews to ensure quality submittals. You don’t want to 

submit something that doesn’t make sense to your organization’s bottom line. 

4. Summary 

▪ Reviews should be timed appropriately to allow sufficient time for proposal 

team members to incorporate reviewers’ comments. 

▪ All reviews should have a review-team lead who understands the customer 

and can keep team members on track. 

▪ Organizations should keep the same core team throughout all functional 

reviews, adding team members with subject matter expertise as needed. 

▪ Most reviews are associated with corresponding bid decisions. 
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1. Introduction 

▪ 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. 

▪ Figure 6.1 outlines all of the elements, processes, and considerations that make 

up a proposal production plan. All of these must be included in the plan with 

more or less detail, depending on the magnitude of the production effort. 
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Figure 6.1. Major Elements of a Proposal Production Plan. Review and include all elements shown 

to varying degrees in each proposal production plan. 
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2. Best Practices 

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

▪ Begin planning for production early —preferably in the pre-RFP release 

phase, failing which can endanger your ability to produce and deliver a 

compliant proposal on time. 

▪ Be sure to: 

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

○ Complete your draft proposal-production plan 

○ Get your draft production schedule on the team’s calendar 

○ Reserve the equipment and facilities needed to complete production 

▪ Plan the usage of the production, editing, and printing tools and 

templates to match individual proposals’ requirements and complexity, 

as well as your organization’s capabilities. 

▪ Allow approximately 10 percent of your available proposal development 

time for production efforts. 

▪ Always confirm your production team’s availability to meet your 

proposed schedule. 

▪ Upon final RFP release, update your draft production plan, confirm the 

production schedule with your team, and confirm your reserved 

equipment and facilities. 

▪ Carefully read and reread RFP instructions. Confirm instructions and any 

relevant amendments prior to production. 

▪ Check to see whether the RFP has stipulated font style, size, and line 

spacing, all of which can have a dramatic effect on the page count of the 

final submission. There may also be maximum page counts for individual 

responses, and these are useful when calculating maximum proposal 

length. 
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▪ Planning for production activities early in the proposal lifecycle allows 

you to identify gaps or shortcomings in your team’s production 

capabilities, tools, equipment, facilities, and personnel, allowing you to 

alert senior management of your production requirements and adjust 

your plan and resources before you enter the actual production fray. 

2.2. Assign responsibilities for key roles involved in proposal 

production early. 

▪ Proposal production requires coordination, cooperation, input, and 

effort from the team members listed below in Table 6.1 

▪ Individuals may perform two or more roles at once. 

▪ Small companies or one- or two-person proposal shops may want to 

consider building in requirements for any teammates or subcontractors 

to provide production assistance as part of teaming agreements. 

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. 
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TEAM 
MEMBER 

ALTERNATE 
POSITION 
TITLE 

ROLE & RESPONSIBILITIES 

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. 

Table 6.1 

▪ Always be sure to plan for IT support and keep this information readily 

accessible—including a hardcopy and/or cloud- or smartphone-based list 

readily accessible by the production team. Make sure they are aware of 

your needs—and the importance of proposals to your company’s success. 

http://bok.apmp.org/glossary/proposal-graphic-designer/
http://bok.apmp.org/glossary/proposal-graphic-designer/
http://bok.apmp.org/glossary/proposal-graphic-designer/
http://bok.apmp.org/glossary/customer/
http://bok.apmp.org/glossary/products-and-services/
http://bok.apmp.org/glossary/proposal-editor/
http://bok.apmp.org/glossary/proposal-editor/
http://bok.apmp.org/glossary/proposal-desktop-publisher/
http://bok.apmp.org/glossary/proposal-desktop-publisher/
http://bok.apmp.org/glossary/proposal-desktop-publisher/
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2.3. Scale your proposal production plan based on proposal size and 
complexity and on your organization’s size and capabilities 

▪ Developing a comprehensive production plan for each proposal effort is 

extremely important to be able to produce multiple, concurrent, 

compliant proposal submissions. 

▪ Large proposal organizations generally manage and produce multiple 

proposals concurrently and have several individuals performing distinct 

roles. 

▪ Smaller proposal organizations, or those in which individuals perform 

proposal-related duties as their “second jobs,” must pay particular 

attention to developing a simple, yet comprehensive, production plan 

that all participants can follow and support alongside their primary jobs. 

▪ Scale the production plan’s detail to the size and complexity of each 

proposal, and the organization’s size. Use the checklists given in this 

section. 

2.4. Consider outsourcing proposal production 

▪ The pros and cons to outsourcing proposal production versus producing 

a proposal in-house depend on the size and complexity of the proposal 

itself, staff capabilities, available equipment, available production time, 

cost, and others. 

▪ Review the Production Checklist, especially the sections for In-House 

Production and Outsourced Production, along with the Production 

Resources Checklist, and determine which method works best for each 

particular proposal. [See attached checklist1 and Checklist2] 

▪ If you want to use an outside production/printing vendor, begin sourcing 

that vendor long before you have a proposal in hand that you plan to 

outsource for production. Provide the vendor with an old proposal and 

completed Sample Printing Instructions.  

[See attached Instructions] 

▪ Test the vendor’s systems and capabilities to produce and assemble that 

proposal to be sure the vendor will be able to perform as expected on a 

real proposal with actual deadlines. Continue sourcing efforts until you 

find at least two vendors who perform to your expectations. 

file:///D:/My%20Work/Personal/Baachu/New/APMP%20Units/New/Unit%204/PDF/Checklist%20for%20Chapter%206%20-%20Production%20Resource%20Checklist.pdf
file:///D:/My%20Work/Personal/Baachu/New/APMP%20Units/New/Unit%204/PDF/Checklist%20for%20Chapter%206%20-%20Production-Checklist.pdf
file:///D:/My%20Work/Personal/Baachu/New/APMP%20Units/New/Unit%204/PDF/Instructions%20for%20chapter%206%20-%20Sample-Printing-Instructions.pdf
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2.5. Carefully plan contingencies to mitigate risks for final delivery 

▪ Plan your delivery methods (electronic and hardcopy) in meticulous 

detail in your production plan. Have a solid backup delivery plan ready 

to implement at a moment’s notice. 

▪ Always plan to submit a day early in order to avoid any last minute 

hiccups. You should also establish backups and emergency plans in case 

a disaster does occur. 

▪ Be sure to implement: 

○ IT support for computers, software, systems, and equipment 

Know your organization’s IT staff, and educate them about the 

company’s business acquisition processes and how the software and 

systems support those efforts. Know how to contact them 24×7 in case 

of emergency, and be sure that this information is available to all 

business acquisition staff. 

○ Emergency plans 

Develop emergency procedures and contingency plans, including all 

relevant contact information and directions, and make them available 

to the business acquisition team in case you lose electricity, 

computers, equipment, network, or a facility. This planning is 

especially important during proposal production. 

○ A backup proposal site 

Have a backup proposal development site identified and confirmed to 

complete proposal development, production, and submission, in case 

you need to move the proposal offsite. Include a communications plan 

to alert all proposal team members to the location change and 

emergency procedures. 
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○ Backups (or a backup procedure) for electronic 

documents/portable backup systems 

Throughout proposal development, and especially during the 

production phase, back up proposal files to portable backup systems 

at least once every hour in case of catastrophic failure of 

computers/network. In addition, confirm with IT staff that master 

backups occur in real time. Be sure you have an immediately 

accessible backup copy of all materials at all times. Test your backup 

system and know how to get to the backups in case of emergency. If 

an emergency occurs, pay special attention to managing version 

control to ensure you use the right versions of files. 

2.6. Maintain senior management visibility to ensure support 
throughout the production process 

▪ Maintain regular communications and report status to senior 

management during production.  

▪ Status reporting provides management with information and oversight 

of all efforts and allows you to share updates and obtain support as 

needed during production. 

▪ Keeping communication lines open helps prevent surprises and alerts 

management to your activities, challenges, and support requirements.  

▪ Keeping management involved helps them maintain the company’s 

commitment to the proposal effort. 

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

▪ Consciously maintain version control at all points in the proposal 

development lifecycle which is critical during proposal production. 

▪ You can lose the competition by submitting a non-compliant proposal 

based on an older version of a proposal section or out-of-date graphics, 

or can commit your company to performing the wrong services or 

supplying the wrong products at the wrong price. 
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2.8. Do not make last-minute changes to your proposal 

▪ If you do need to make last-minute changes, review each proposed 

change against the RFP to ensure that you don’t violate any RFP 

instructions. 

▪ Check that any inserted/revised text does not affect page flow, thereby 

affecting every word and graphic placement in the proposal after your 

change—as well as your tables of contents, figures, tables, and so forth—

potentially making your proposal non-compliant on the basis of page 

count. 

▪ To be safe, don’t make any last-minute changes—and never without the 

direct, eyes-on involvement of the Proposal Manager and 

Opportunity Manager. 

3. Application in Diverse Environments 

3.1. Usefulness in all proposal settings 

▪ The same basic production requirements listed in this document and 

associated checklists apply to all proposals and task order proposals. 

▪ Production requirements are scaled based on the size and delivery 

methodology and development timeframe of each proposal. 

3.2. Possible concerns in international settings 

▪ In cases of international proposals, pay special attention to proposal 

instructions and local customs and expectations in terms of language, 

paper size, binder size, media production and playback capabilities, and 

actual delivery methods and timeframes. 

▪ Consider customs requirements and legalities surrounding information 

and technology export restrictions. 
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4. Recent Trends 

4.1. Increase in electronic submissions 

▪ In recent years, commercial and government procurements generally 

have leaned toward running greener procurements, focusing as much as 

possible on electronic submission of proposals and associated follow-up 

documentation and discussions. 

▪ Examine the areas on the submission platform carefully and ask 

questions if it is not clear where documents and proposal artifacts should 

be placed. 

▪ Leave plenty of time for converting word processing files, for example, to 

PDF files; for stitching documents together; pasting in individual 

answers; and creating A3 inserts to PDFs. 

▪ Allow extra margin for uploading and avoid doing this at the last minute, 

as uploading may take longer to complete than anticipated. 

▪ Upload documents that are not expected to change, such as policies and 

certificates, days or weeks in advance to reduce work at submission time. 

▪ Arrange in advance for pages that require signature prior to submission 

to be completed promptly, as they will need to be scanned and may have 

to be incorporated into PDF files. 

5. Common Pitfalls and Misconceptions 

5.1. Failure to plan adequately 

The most common problems associated with proposal production arise from 

a failure to plan carefully. You must develop a production plan and 

associated checklists for every proposal as early in the proposal 

development process as possible, preferably in the pre-RFP release phase, 

and then update the plan as you receive new information 
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6. Summary 

▪ Begin planning for production during the pre-RFP stage. The more time and 

attention you pay early on to planning for proposal production, the more 

smoothly and professionally your proposal productions will run. 

▪ Assign proposal production resources early, including people, facilities, and 

equipment. 

▪ Scale your production plan based on proposal size and complexity, as well as 

your organization’s size and capabilities. 

▪ Ensure that the proposal complies with stipulated font size and formatting 

instructions. 

▪ Make contingency and backup plans for all aspects of your proposal 

production efforts. 

▪ Maintain version control of all proposal text and graphics. Not doing so can 

completely derail your production effort, jeopardizing compliant and on-time 

proposal delivery. 

▪ Make no last-minute changes to a proposal unless not doing so would cause 

you to deliver a non-compliant product and thereby lose the proposal. 
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PRODUCTION RESOURCE CHECKLIST 

 Checklist Items 

Name(s) Production Personnel 

 Proposal Manager 

 Proposal Coordinator 

 Production Manager; Manager, Proposal Operations  

 Graphic Designers 

 Editors 

 Desktop Publishers 

 Reviewers (include only proposal department staff for 
security/continuity) ✓Confirmed Production Resources 

 IT/facilities support for computers and printers 

 
Emergency plans—develop an emergency procedure and make it 
available to the proposal team in case you lose electricity, computers, 
network, or facility during proposal production 

 Backups (or backup procedure) for electronic documents 

 Network/collaborative system (e.g., SharePoint) 

 Confirm with IT staff that backups are made in real-time 

 Test system and know how to get to backups in case of emergency 

 

Portable backup systems—during production, back up proposal files to 
portable backup systems every hour in case of catastrophic failure of 
computers/network (thumb drive, portable hard drive, CD/DVD, email 
to yourself (alternate email address accessible from outside the 
network)) 

 
Backup proposal production site identified and confirmed to complete 
proposal production and submit/upload proposal in case of need to 
move proposal offsite 

Time 
Required 

Production Time Estimates 

 Desktop publishing 

 Editing 

 Final graphics revisions 

 Time to prep files 

 
Printing—including time required to send files to printers  
(both standalone printers and production shops or outside vendors) 

 CD/DVD burning, testing, and insertion into cases/sleeves 

 CD label printing and affixing 
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 CD case insert printing and insertion 

 Paper punching (for three-ring binders or alternate binding method) 

 Binding (three-ring binders, spiral binding, other binding method) 

 Paper folding (inserts)—manual or folding machine, e.g., Z folder 

 Collating—different sections of proposal 

Time 
Required 

Production Time Estimates 

 
Inserting special inserts or 11”x17” pages that have been punched 
appropriately and folded 

 
Proposal covers/spine—confirm info on covers/spines, print, trim, and 
stuff in binders 

 Final page checking/book checking 

 

Time 
Required 

Production Time Estimates 

 

Packaging (stuffing boxes, inserting packing lists per RFP instructions, 
sealing/labeling, putting in vehicles) 

Double-check packing list to be sure everything is inserted into proper 
boxes 

Prepare packing labels ahead of time and confirm against last 
amendment for any delivery location changes 

 

Second backup delivery set/in-house set preparation (add required 
time to estimates)—prepare a complete backup/second delivery set of 
proposal and package for delivery and use it as the in-house set if first 
set is delivered successfully (store in limited-access locked room until 
delivery is confirmed) 

Est. Cost Production Supplies/Costs Estimated (if necessary) 

$ Hardcopy printing 

$ Rush? 

$ Color? 

$ Black & white? 

$ Full bleed? 

$ Double-sided? 

$ Paper  

$ 
Binder covers/spines (usually heavyweight 11”x17” and trimmed to 
size) 

$ Proposal “meat” (usually 8.5”x11” and 11”x17” for foldouts) 
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$ Colored paper for inserts 

$ Tab/divider inserts  

$ Boxes 

$ Off-the-shelf 

$ Recycled binder boxes 

$ Binding 

$ Binders (check binders for damage upon delivery) 

$ Inserts 

$ CDs/DVDs 

$ Case inserts 

Est. Cost Delivery  

$ Employee cars (mileage, parking) 

$ Commercial vendor, e.g., FedEx, UPS, USPS, courier 

$ Employee delivery via airline—airfare 

$ Food 

$ Hotel 

$ Rental car(s) 
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PRODUCTION CHECKLIST 

Complete ✓ Checklist Item Owner Due Date/Time 

Before Production Day 

☐ Take inventory of supplies  
(e.g., shipping box, packing tape, packing 
peanuts, brown paper, bubble wrap, labels for 
box/packages, padded envelope for CD, CD jewel 
cases, rewritable CDs, binders in various sizes, 
tabs, 28lb paper in letter and 11x17, toner/ink, 
etc.) 

 Week Before 

 

☐ Purchase supplies (as needed)  

☐ Notify printer of schedule  

☐ Develop delivery plan: 

Hand delivery vs. mail 

Who will deliver? 

Backup deliverer? 

Backup delivery plan? 

Map of route (if hand delivery) 

Times/location of FedEx/UPS/other 

 

☐ Re-read RFP instructions and prepare printing 
instructions,  
including list of tabs 

 

☐ Prepare two copies of all signature pages: 

One for electronic submission (with signatures)  

One for hardcopy submission  
(without signatures—original signature 
required after print) 

 

☐ Finalize electronic documents:  

Inspect document (Word function) 

Accept tracked changes 

Delete comments 

Examine page numbers and headers 

Ensure electronic signatures are in appropriate 
places 

Run final table of contents update 

 Night Before 
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Complete ✓ Checklist Item Owner Due Date/Time 

☐ Finalize documents for print:  

Create PDF of entire sections/volumes for 
printer 

Ensure attachments are inserted  
(e.g., SF 1449, amendments, appendices, 
teaming agreements) 

Ensure signature pages are “blank” 

 

☐ Email or upload files to printer FTP (if 
applicable): 

Files for print 

List of tabs 

Production instructions 

Delivery time, address, and poc 

Artwork for covers, spines, title pages, CD labels 

  

☐ Call printer to notify that files were sent and 
walk through instruction document over the 
phone (if applicable) 

  

 

Complete ✓ Checklist Item Owner 
Due 
Date/Time 

Production Day: OUTSOURCED PRODUCTION 

☐ Printer produces and assembles all books, 
covers, spines, CD labels, etc.  

 Overnight/ 
Morning 

☐ Printer delivers books/CDs  

☐ Create labels for all boxes (outside of box)—in 
large font—include label for five sides of box 

 

☐ Create labels for all volumes (each set of 
volumes will be wrapped in brown paper and a 
label placed on outside) 

 

☐ Create labels for CD padded envelope  

☐ Book check  

☐ Original signatures (on ALL copies): cover 
letter, SF1449, amendments, title pages, and 
any other section required 
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Complete ✓ Checklist Item Owner 
Due 
Date/Time 

☐ Wrap all copies of each volume with brown 
paper (like a present) and place label on each 
“package” 

 

☐ Burn CDs with electronic proposals   

☐ Check CDs on two computers (all files open and 
look the same) 

 

☐ Place CD labels on each CD  

☐ Check CDs again on two computers (all files 
open and look the same) 

 

☐ Place CD covers/spines/backs in jewel cases  

☐ Insert CDs into matching CD cases   

☐ Ensure all CDs face up/centered in case  

☐ Place CDs (or sets) in padded envelope and seal 
label to envelope 

 

☐ Upload electronic copy to client site (or email), 
as required 

 5pm night 
before due 
date (per FAR) 

☐ Assemble boxes  

☐ Pack boxes: Neatly stack binders and CD 
envelope. Place Cover Letter on top. Fill with 
peanuts/bubble wrap/brown paper, as 
appropriate 

NOTE: Have two boxes ready: one for delivery 
and one as backup.  
(Each box should include the original + XX 
copies each volume in hardcopy; original + XX 
copies each volume on CD) 

 

☐ Place mailing/box labels on five sides of each 
box (four walls and top) 

  

☐ Prepare and print delivery receipt (if hand 
delivering) 

 

☐ Give delivery box(es) to designated deliverer  
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Complete ✓ Checklist Item Owner 
Due 
Date/Time 

☐ Ensure backup set is in a safe place and at least 
two people know where it is 

  

☐ Deliverer either 1) takes package to shipper or 
2) hand delivers 

 

☐ Deliverer provides receipt to Proposal 
Manager, either 1) shipping receipt with 
tracking information or 2) receipt from client 
that they received the boxes on time 

 

 

Complete ✓ Checklist Item Owner 
Due 
Date/Time 

Production Day: IN-HOUSE PRODUCTION 

☐ Print all materials using 28lb bright white 3-
hole punched paper (or card stock for 
covers/spines): 

Volume content – XX copies 

Covers and spines (print full-bleed 11”x17” and 
trim down to size) –  
XX copies 

Title pages (full bleed optional) – XX copies 

CD labels and covers (full bleed optional) – XX 
copies 

Cover letters – XX copies 

 Morning 

☐ Assemble all binders: 

Insert covers/spines into binders 

Insert title pages into binder (ensure copy 
number matches on cover, spine, and title 
page) 

Insert “meat” of proposal, including all 
attachments 

Insert tabs before each section (use table of 
contents to guide you) 

 

☐ Create labels for all boxes (outside of box)—in 
large font— 
include label for five sides of box 
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Complete ✓ Checklist Item Owner 
Due 
Date/Time 

☐ 
Create labels for all volumes (each set of 
volumes will be wrapped in brown paper and a 
label placed on outside) 

 

☐ Create labels for CD padded envelope  

☐ Book check  

☐ 
Original signatures (on ALL copies): cover 
letter, SF1449, amendments, title pages, and 
any other section required 

 

☐ 
Wrap all copies of each volume with brown 
paper (like a present) and place label on each 
“package” 

 

☐ Burn CDs with electronic proposals  

 

☐ Check CDs on two computers (all files open and 
look the same) 

 

☐ Place CD labels on each CD  

☐ Check CDs again on two computers (all files 
open and look the same) 

 

☐ Place CD covers/spines/backs in jewel cases  

☐ Insert CDs into matching CD cases   

☐ Ensure all CDs face up/centered in case  

☐ Place CDs (or sets) in padded envelope and seal 
label to envelope 
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☐ Upload electronic copy to client site (or email), 
as required 

 

5pm night 
before due 
date (per FAR) 

☐ Assemble boxes  

☐ Pack boxes: Neatly stack binders and CD 
envelope. Place Cover Letter on top. Fill with 
peanuts/bubble wrap/brown paper, as 
appropriate 
NOTE: Have two boxes ready: one for delivery 
and one as backup.  
(Each box should include the original + XX 
copies each volume in hardcopy; original + XX 
copies each volume on CD) 

 

Production Day: IN-HOUSE PRODUCTION 

☐ Place mailing/box labels on five sides of each 
box (four walls and top). 

 5pm night 
before due 
date (per FAR) 

☐ Prepare and print delivery receipt (if hand 
delivering) 

 

☐ Give delivery box(es) to designated deliverer  

☐ Ensure backup set is in a safe place and at least 
two people know where it is 

 

☐ Deliverer either 1) takes package to shipper or 
2) hand delivers 

 

☐ Deliverer provides receipt to Proposal 
Manager, either 1) shipping receipt with 
tracking information or 2) receipt from client 
that they received the boxes on time 

 

After Production Day 

☐ Track package, if necessary  Ongoing 

☐ Backup set: destroy or use as “in-house” copy  

Morning 
 

☐ 

Shred any leftover materials 
(e.g., from review teams, extra copies of draft 
materials) 

 

☐ Clean up war room and production room  

☐ Breathe a sigh of relief  Ongoing 
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SAMPLE PRINTING INSTRUCTIONS 

 

Company Name:  

Proposal Title:  

The following instructions apply to the proposal production for [Company Name] [Contact: 

XXXX]. 

The final printed product must be complete by [Date] at [Time]. 

Please deliver the proposal to the following address:  

[Address] 

RECEIVED FILES: 

[Printer Name] will receive the following documents via [email / FTP / other]: 

▪ [Company Name] Proposal Printing Instructions (This Document) 

▪ List of Tabs.doc 

▪ Volume X_TITLE.pdf 

▪ Volume X_TITLE.pdf 

▪ Volume X_TITLE.pdf 

▪ Volume X_TITLE.pdf 

▪ Covers_Spines.pdf 

▪ CD_ covers.pdf 

▪ CD_label.pdf 

▪ Cover Letter.pdf 

▪ Title Page.pdf 

▪ [Others, as necessary] 

OVERALL INSTRUCTIONS: 

Please print all documents using high-quality paper, in full color 

▪ For text pages, 28lb Bright White (Xerox);  

▪ For covers and spines, bright white heavy card stock. 

All pages need to be three-hole punched (or printed on pre-punched paper) to fit in 

binders. 
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Please print covers, spines, CD covers/labels, title pages, and cover letter using full bleed. 

▪ Volume X: [TITLE] = 1” binders 

▪ Volume X: [TITLE]= 2” binders 

▪ Volume X: [TITLE]= ½” binders 

▪ Volume X: [TITLE]= 3” binders 

INSTRUCTIONS—VOLUME X: [Title]: 

Print Proposal Volumes:  

▪ Print XX copies of Volume X_TITLE.pdf 

▪ XX copies will go into “Original” binders 

▪ XX copies will go into “Copy 1 of 2” binders; 

▪ XX copies will go into “Copy 2 of 2” binders. 

Insert Volume X Tabs (see “List of Tabs.doc”) into each of the binders, immediately prior 

to each section. Use Table of Contents to find page numbers.  

▪ NOTE: the Title Page, Glossary, Compliance Matrix, and Table of Contents go BEFORE 

the first tab. 

Insert Title Page: insert corresponding title page into binder BEFORE table of contents.  

Note that each title page has a Volume # and Copy # (e.g., “Original” or “Copy 1 of 2”.)  

The title page number must correspond to the covers/spines. 

Insert Covers and Spines into Binders (Covers_Spines.pdf) 

▪ Print XX COPIES of the VOLUME X cover and spine that say “Original” 

▪ Print XX COPIES of the VOLUME X cover and spine that say “Copy 1 of 2” 

▪ Print XX COPIES of the VOLUME X cover and spine that say “Copy 2 of 2” 

INSTRUCTIONS—VOLUME X: [Title]: 

[Repeat instructions for each volume, updating to reflect the number of copies necessary] 
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INSTRUCTIONS—CDs: 

Insert CD Covers (Front and Back) in Jewel Cases (CD_ covers.pdf) 

▪ XX copies each of Volume X 

▪ XX copies of Original 

▪ XX copies of Copy 1 of 2 

▪ XX copies of Copy 2 of 2) 

▪ [Repeat instructions for each volume] 

 

Print CD Labels (CD_label.pdf) 

▪ Yield XX copies each Volume X:  

▪ XX copies of Original,  

▪ XX copies of Copy 1 of 2,  

▪ XX copies of Copy 2 of 2) 

▪ [Repeat instructions for each volume] 

DO NOT stick labels to CDs; we will do this after we burn and check the CDs in-house. 

INSTRUCTIONS—Cover Letter 

Print XX copies of this document, full bleed 
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1. Introduction 

▪ 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. 

▪ Virtual proposal teams have several advantages. Virtual teams: 

○ Can use time differences to be productive during other team members’ 

downtime 

○ Increase productivity 

○ Are cost effective 

○ Provide flexibility and increase knowledge sharing; organizations have 

more resource options when they can include anyone in the world 

○ Meet green initiatives 

▪ However, virtual teams are also faced with several disadvantages: 

○ Lack of social interaction 

○ Lack of everyday nonverbal, face-to-face communication 

○ Cultural clashes 

○ Loss of team spirit 

○ Feelings of isolation and restlessness 

○ Overwork 

○ Lack of software compatibility 
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2. Best Practices 

2.1. 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’, and can 

take many forms. 

▪ The first step to take before you hold a proposal kickoff meeting is to 

evaluate the RFP which is vital when explaining the nature and detail of 

the opportunity to virtual team members later and at the kickoff meeting. 

▪ 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. 

▪ Establish which features you need and determine the tradeoffs: low cost, 

full functionality, or ease of use? 

▪ 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: 

○ Conference Line. If not already available, find out if a team member 

has access to one. Otherwise, research available services, including 

Internet-based telephone services. 

○ Screen-Sharing Tool. This tool allows sharing of the display of 

computer screens with others. Teams can use this to incorporate 

comments in real-time and obtain buy-in. 

○ Cloud Computing/Centralized Document Sharing. There is a wide 

selection of services available. When selecting a cloud service, 

consider file size and number, accessibility, version control, and 

security concerns. 
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○ Shared Calendar. Meeting invitations may be all you need. For larger 

teams or more complex proposals, a shared calendar keeps the team 

aware of critical milestones. This can be a stand-alone application or 

can be a feature of your cloud-computing tool. 

○ Instant Messaging (IM) Tool. An IM tool can help a team build 

connections as members trade ideas, brainstorm, or talk about a 

favorite sports team. Confirm with external team members that they 

can use IM tools. 

○ Video Screen Capture. This is a great tool for training team members. 

Digitally record step-by-step instructions, including audio. The team 

can then download and play videos as needed. 

○ Virtual Video Meeting. Virtual meetings allow everyone to visually 

interact. Speak slowly and clearly, and wait for everyone to finish 

speaking, as other team members may experience lags in the 

conversation due to connectivity levels. Encourage participants to 

speak up and ask for clarification if they miss something. 

▪ The Table 7.1 below shows factors to consider in determining which 

tools to use. 

 

 Email 
Conference 
Line 

Screen 
Sharing 
Tool 

Cloud 
Storage/ 
Centralized 
Document 
Site 

Shared 
Calendar 

IM 
tool 

Video 
screen 
capture 
tool 

Video 
Confere
ncing 

Are regular 
meetings 
required? 

X X X 
     

Do you 
require 
ability to 
edit 
documents 
live during 
conference 
call 
session? 

X 
     

X 
 

Do you 
have core 
members 

X X 
 

X X 
  

X 

http://bok.apmp.org/glossary/clarification/
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 Email 
Conference 
Line 

Screen 
Sharing 
Tool 

Cloud 
Storage/ 
Centralized 
Document 
Site 

Shared 
Calendar 

IM 
tool 

Video 
screen 
capture 
tool 

Video 
Confere
ncing 

who belong 
to a 
different 
firm and/or 
division? 

Do you lack 
a full team 
with VPN 
capabilities
? 

X 
  

X X 
   

Do you 
have a 
team of 
more than 
five core 
members? 

X 
   

X 
  

X 

Are you 
working 
with team 
members 
whom you 
do not 
know? 

X 
    

X 
 

X 

Do you 
require 
high level 
of 
collaborati
on from the 
team? 

X X X X X X 
 

X 

Are 
multiple 
team 
members 
contributin
g to the 
same 
document? 

X 
  

X 
 

X 
  

Do team 
members 
work on 
different 
platforms 

X 
 

X 
   

X 
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 Email 
Conference 
Line 

Screen 
Sharing 
Tool 

Cloud 
Storage/ 
Centralized 
Document 
Site 

Shared 
Calendar 

IM 
tool 

Video 
screen 
capture 
tool 

Video 
Confere
ncing 

and in 
different 
versions of 
software 
tools? 

Do you 
need to 
train team 
members 
in process 
or software 
tools? 

X X X 
  

X X 
 

Are you 
having 
formal 
proposal 
reviews? 

X X X X X 
  

X 

Is the 
proposal 
more than 
100 pages 
or does it 
have 
extensive 
requireme
nts? 

   
X X 

   

Do team 
members 
need to be 
able to 
download 
files, 
modify 
those files, 
and then 
upload the 
revised 
documents
? 

X 
  

X 
    

Table 7.1
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▪ Take the following steps to set up your virtual proposal center: 

o Define who has access to what and when. 

o Set up a virtual file directory. 

o Define file-naming conventions. 

o Define a communication schedule, including the frequency and 

method team members should use to communicate. 

o Create a master calendar. 

o Create a team member technology questionnaire to determine 

current technology knowledge and available resources. 

o Create video training tools, find online tools already available, 

or arrange for 24-hour technical support. 

o Create a welcome packet that includes instructions on the 

virtual proposal center, tools and training, team roles and 

definitions, and team contact information; send to each new 

team member as they are brought on board. 

2.2. Set a foundation for clear communication. 

▪ Define the roles of each team member. 

▪ Create a master schedule that the team can access, and keep the schedule 

updated in real time as priorities shift. 

▪ Ask all team members a few critical questions, including: 

○ What hours will they work?  

○ What are their vacations/holiday schedules? 

○ What is their technology level/experience? 

○ What version of software do they run? 

○ What is their preferred form of communication? 
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2.3. Communicate clearly by email and phone. 

▪ Increase the times and ways you communicate with your team and 

individual teammates. Schedule regular meetings at the same time and 

use the same method. 

▪ To improve email communication: 

○ Create a proposal-team distribution list. 

○ Create a standard email template. 

○ Define and use a standard, informative subject line that clearly 

identifies the proposal. 

○ Put information in the body of the email. 

▪ Because virtual teams rarely have the opportunity to form in-person 

relationships, proposal professionals must use different techniques to 

strengthen communication and build rapport among teams. These 

techniques include: 

○ Pick up the telephone. 

○ Act like you are speaking face-to-face. 

○ Set reasonable expectations. 

○ Celebrate each milestone. 

2.4. Conduct virtual reviews. 

▪ The types of review your team has should not differ from those of a 

regular proposal team. What does change is the method you use to 

conduct the review. 
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2.4.1 Kickoff Meeting 

▪ The kickoff meeting has the same structure as a formal in-person 

meeting. 

▪ Prepare a clear agenda, the draft executive summary, proposal 

plan, win themes, competitor intelligence, and other analyses, and 

demonstrate your enthusiasm and depth of knowledge about the 

customer and the opportunity. 

▪ Your tone of voice should essentially convey good organization and 

calm determination while at the same time being upbeat about 

winning. 

▪ Arrange for as many team members as possible to be physically 

present for the kickoff. 

▪ Add a training session to the agenda to demonstrate how the team 

will use the virtual proposal center, and how to access training 

tools or 24-hour support. 

▪ Team members can be briefly coached over the conference line so 

that the virtual team starts off on the same page and has this 

template layout in common. 

2.4.2 Daily Stand-Up Review 

▪ Depending on the schedule, team availability, and complexity, the 

daily stand-up review can take several forms. For small or fast-

track proposals, the review can consist of a daily email. For larger 

teams, use a teleconference line and screen-sharing tools or a video 

conference for more formal meetings. 

▪ The daily stand-up review keeps everyone in touch with the bid 

and makes sure they are engaged. 

▪ Avoid involved conversations about single issues and keep the 

momentum, noting items that need indepth follow-up afterwards 

to make sure they do not hold up progress. 

▪ Figure 7.1 is an example of an effective daily stand-up review 

conducted via email. 
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Figure 7.1. Email Daily Stand-Up Review. For short-turnaround proposals, email can effectively 

serve as the daily stand-up review. 

2.4.3 Document Reviews 

▪ The type and frequency of reviews you hold depend on the 

schedule and complexity of the proposal. You can hold full virtual 

meetings or peer-to-peer reviews in which reviewers 

independently evaluate documents. 

▪ Once you define the number, types, and method to use, confirm 

with the reviewers their availability, their familiarity with the 

review format, and their proficiency with any tools or software. 

▪ For the review itself, send an instruction email. Clearly define the 

purpose of the review, the process the review will use, and what 

the final product should look like. 

▪ For a peer-to-peer review, include instruction on how and by when 

comments are due. Schedule 24 to 48 hours for reviewers to 

respond. Afterward, contact each reviewer and confirm they 

received your email and that they will meet the deadline. 
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2.5. Close out projects upon completion. 

▪ Establish when to close the virtual proposal center, if not defined by your 

IT department. 

▪ Move or archive documents and files to your internal file storage. Then, 

remove all access rights for team members. 

3. Common Pitfalls and Misconceptions 

3.1. Insufficient infrastructure and communication 

▪ Problems can arise among virtual teams when technology fails to work 

for all team members, or team members are not trained on tools’ proper 

use. 

▪ Team leaders should be sure to adapt communication methods and 

structures for virtual team environments, as well as formalize principles 

by which virtual teams should operate, including performance 

standards. 

3.2. Failing to build rapport among team members 

▪ Be sure to regularly acknowledge all team members. 

▪ Building rapport can be difficult without verbal/nonverbal and physical 

cues.  

▪ Set an example of mutual respect in your moderation of teleconferences 

and other communications. 
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4. Summary 

▪ In leading a virtual proposal team, build trust and rapport through regular 

communication and interaction. 

▪ Picking up the phone and speaking to people is ideal. Encourage contributors 

to do the same, using their contact list. 

▪ Virtual teams have the same goals and are governed by the same principles as 

traditional proposal teams. What differs is simply the ways in which they 

communicate. 

▪ A virtual proposal center provides a central “hub” where your team can access 

and share project information. 

▪ Other digital tools, such as screen sharing and video conferencing, can 

facilitate communication among team members. 

▪ Proposal Managers should keep in mind considerations such as differing time 

zones, software compatibility issues, and team members’ familiarity with 

various technologies when managing virtual teams.
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1. Introduction 

▪ Lessons learned are gathered from your team and your customer after an 

award decision has been made. 

▪ They are a way to improve your team’s strategies and processes in response to 

wins and losses alike.  

▪ Producing winning bid requires commitment to understanding customer 

needs, active management leadership, quantitatively managed processes, and 

individual and organizational capabilities and support systems that 

institutionalize best practices.  

▪ It also requires a willingness to learn from experiences, both positive and 

negative. 

▪ Two types of debriefing are conducted after submission of a proposal: an 

Internal lessons-learned debriefing and a Customer debriefing. The 

internal debriefing should be held soon after bid submission. The customer 

debriefing should be held after the customer has made a final award decision.  

▪ Each type provides valuable but different lessons learned—and each is key to 

improving your win rate. 

▪ From the Internal lessons-learned debriefing, you can learn: 

○ How efficiently you operated 

○ The strengths and weaknesses of your proposal process 

▪ From the Customer debriefing, you can learn: 

○ How a specific customer evaluated the proposals 

○ What really mattered to the customer 

○ How you can improve early customer interaction 

○ What you did well 

○ Where you need to improve 
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▪ Lessons-learned reviews should be held on all major engagements soon after 

they are submitted. The depth and frequency of reviews should be tailored to 

the setting and organizational maturity. 

▪ Lessons learned should typically be gathered and applied in the following 

order: 

○ Conduct internal review 

○ Develop internal lessons learned 

○ Conduct customer-focused lessons-learned review 

○ Implement improvement plans 

▪ Analyzing the entire experience after submission of a bid helps organizations 

learn valuable lessons. These lessons can help organizations mature.  

▪ Organizations that learn from their previous pursuit experiences see more 

wins in the marketplace. 

2. Best Practices 

2.1. Conduct an internal lessons-learned review to determine how to 
improve opportunity planning and proposal development 
processes. 

▪ Internal review should be scheduled immediately after close of the 

proposal effort to provide feedback (both positive and negative) for 

improving the opportunity planning and proposal development 

processes.  

▪ The review team should answer the following questions: 

○ How effective were our opportunity planning and proposal 

management processes? 

○ Did we get senior managers involved at appropriate points? 

○ How do we rate the proposal for compliance, responsiveness, 

persuasiveness, and clarity? 

○ Did we budget correctly for the opportunity plan and proposal 

development efforts (resources, time, and money)? 

http://bok.apmp.org/glossary/opportunity/
http://bok.apmp.org/glossary/proposal-management/
http://bok.apmp.org/glossary/proposal-management/
http://bok.apmp.org/glossary/opportunity-plan/
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○ Were the needed gate decisions properly scheduled and presented to 

senior management for bid/no-bid decisions? 

○ Were the appropriate reviews done? Did the reviews provide 

significant improvements to the final bid? What could be improved? 

○ How well did the teams work together? 

▪ Facilitate the sessions in a constructive and positive manner. 

▪ Capture feedback on a structured form 

▪ Focus on the project, not the people. 

▪ The session with the bid team should be conducted soon after bid 

submission. 

▪ An Opportunity Manager or Bid/Proposal Manager should lead and 

facilitate the internal lessons-learned review. 

▪ During the review, solicit feedback from all internal personnel who 

supported the entire BD effort, including: 

○ Capture/Opportunity Manager 

○ Proposal Manager 

○ Proposal Coordinator 

○ Graphics and Production 

○ Sales executive responsible for the opportunity 

○ Solutions lead from solutions team 

○ Knowledge and content team representative for project 

○ Representative from pricing, finance, etc. 

○ Any other team member who spent significant time on the bid 

2.2. Conduct a customer-focused lessons-learned review to determine 
how well you understood the customer’s perspective. 

▪ The purpose of the customer-focused lessons-learned review is to 

determine whether your organization effectively captured the 

customer’s perspective in the opportunity planning phase and converted 

that assessment into the final proposal for the customer. 

http://bok.apmp.org/glossary/proposal-coordinator/
http://bok.apmp.org/glossary/graphics/
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▪ This review should be held soon after the customer reaches a decision. 

▪ Focus on how to improve collection and analysis of opportunity-specific 

information and how to incorporate that information into a proposal. 

▪ Customer debriefings can provide substantial information you can use to 

increase your organization’s effectiveness and help improve future 

chances of winning. 

▪ The customer debriefing is likely to be organized by the sales team. 

▪ A face-to-face or phone debriefing with the customer should be led by the 

sales executive in charge of the opportunity.  

▪ Follow these tips for effective debriefings: 

○ If the customer has provided written feedback, use that as the 

structure to drive the discussions. 

○ Prepare for the customer debriefing as if it were another 

presentation or sales opportunity (indeed, every meeting with the 

customer is a sales opportunity). 

○ Acknowledge and record the feedback as-is. 

○ If there is any adverse feedback you do not agree with, accept it 

without defending it. The feedback will be useful for subsequent bid. 

○ Analyze feedback for any inconsistencies. If possible, seek further 

clarification. 

○ Document feedback from the customer-focused lessons-learned 

review and circulate with the process owner. 

○ For strategic bid, circulate a copy to management. 

○ Send a thank-you note to the customer after the feedback is 

completed. 

▪ You can solicit customer feedback by email by sending a questionnaire 

followed by a debriefing over phone. 

▪ Follow up the customer debriefing with an internal analysis of the 

feedback and a lessons-learned session focused on the results of the 

analysis. 
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▪ This session should answer the following questions: 

○ How well did we understand the customer’s business? 

○ How well did we understand the customer’s requirements, both 

stated and unstated? 

○ Was our strategy correct? 

○ Did we have accurate and useful market and competitive 

assessment? 

○ Did our price to win match the customer’s budget and expectations? 

○ Did we know the competition, their strategies, and their strengths 

and weaknesses? 

▪ The following members of your team should attend the customer-focused 

lessons-learned review: 

○ Sales executive responsible for the opportunity 

○ Sales team 

○ Involved BD managers 

○ Opportunity Manager 

○ Bid/Proposal Manager 

○ Solutions Lead 

○ A key business executive (if it is a strategic opportunity) 

2.3. Use a structured approach to conduct and follow up on lessons-
learned sessions. 

▪ A defined structure helps make lessons-learned sessions more 

productive. 

▪ The invitation for the session should include a document for participants 

to think about and complete in advance. This document should help the 

participants think about all aspects of the bid, including strengths, 

weaknesses, what went right, and where your team might need to 

improve. 
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▪ During the session, the session leader should: 

○ Encourage all participants to provide constructive feedback along 

with appropriate solutions. 

○ Allow all voices to be heard. If feedback starts getting personal, the 

leader should step in and ensure that all feedback is issue based, not 

personality based. 

○ Ensure that the team reaches consensus on the lessons-learned based 

on feedback. 

○ Document lessons learned and provide them to the bid process owner. 

▪ The executive in charge of sales or business development should track 

recommendations for improvements made from lessons-learned reviews 

to be sure they are integrated into the organization’s improvement plans.  

▪ Senior managers should regularly review lessons-learned improvement 

recommendations, and action plans should be assigned and tracked. 

3. Common Pitfalls and Misconceptions 

3.1. Failure to apply lessons learned 

▪ Organizations should have a plan to harvest and track lessons learned so 

they are communicated to the responsible stakeholder to promote 

continuous improvement. 

3.2. Misunderstanding the purpose of lessons learned 

▪ Lessons-learned reviews are not for identifying individuals who did not 

perform well. They help identify processes’ decision points, information 

flow, commitment to the opportunity, and resources available that lead 

to winning or losing bid. 

▪ Lessons learned should begin when the opportunity is first identified and 

a pursuit decision is made, and they should continue throughout the 

entire BD lifecycle. 
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▪ Revisiting and improving your strategy after every win or loss allows you 

to differentiate yourself from the rest of the industry and allows you to 

position your organization favorably with your customers. 

4. Summary 

▪ Organizations that invest in lessons-learned sessions tend to see more wins in 

the marketplace. 

▪ Conducting lessons-learned reviews both internally and with your customer 

can help you understand what went well and what you can improve. 

▪ Using a consistent post-award debriefing protocol provides valuable trend 

analysis for what drives wins and losses in your market. 

▪ Lessons learned are not about dwelling on the past but about winning the next 

opportunity—conditioning the customer and your organization for the future
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1. Introduction 

▪ 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. 

What is Customer positioning? 

An organization’s position from the perspective of a customer. 

▪ 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 1.1. 

▪ An opportunity plan documents current customer positioning and how a seller 

will move from an unknown position to a known position, an improved 

position, and finally, a favored position. 

▪ Potential bidders who use opportunity planning may ultimately decide that a 

favored position is either not possible or not desirable, prompting a no-bid 

decision long before resources are committed and consumed in preparation of 

a proposal. 

What is 

Opportunity 

planning? 

The process of preparing a plan specific to an 

opportunity and identifying actions and strategies 

to position your organization to be the customer’s 

preferred bidder. 

 

 

 

 

  

http://bok.apmp.org/glossary/opportunity/
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Figure 1.1. 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. 

What is a Bid 

pursuit decision? 

Generally the first decision milestone to verify that 

the opportunity fits your strategic direction and 

capability. This decision often approves the funds 

to initiate early opportunity planning activities. 

▪ 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 
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begins at award. A mid-term review is a perfect trigger for in-depth 

opportunity planning for the next award. 

▪ An Opportunity Manager can have a variety of titles depending on the setting: 

○ In the U.S. federal government setting, the Opportunity Manager is often 

called the Capture Manager 

○ In commercial settings, the Opportunity Manager may be the Account 

Manager, Sales Lead, or Sales Manager 

○ In UK and European settings, the Opportunity Manager may be the Bid 

Manager 

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

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

○ Drive and track all opportunity/sales activities 

○ Provide information for gate decisions 

○ Brief review teams (competitor, opportunity, proposal strategy review 

teams) 

○ Provide handover to the core proposal team to develop the proposal plan 

○ 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. Typical topics are: 

○ Opportunity overview/executive summary 

○ External analysis (detailed description of the opportunity and its 

requirements, a customer analysis, and a competitor analysis) 

○ Internal analysis (the solution; your experience; your risk, including 

opportunity; and pricing) 

○ Strategy development (customer communication and intelligence 

gathering, win strategy, risk management) 

○ Action plans 

○ Execution and monitoring 
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▪ Use all available tools, such as  

○ customer contact plans 

○ bidder comparison matrices 

○ action item trackers 

○ strategy statement templates 

2. Best Practices 

2.1. 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. 

▪ You must determine the need for every customer requirement, gain 

insight into what they will offer, at what price, and most importantly, 

what the customer thinks of them. 

▪ Use the intelligence you have gathered from this analysis to complete a 

bidder comparison matrix. This tool scores the strengths and weaknesses 

of all significant bidders against the “what” and “why” of the 

requirements. 

▪ The next step is to document the strengths and weaknesses of each 

potential bidder. The best-known way to do this is using a SWOT analysis, 

but other techniques, such as gap analysis and the chain of 

differentiation, can be useful in certain situations. 

▪ Many strengths and weaknesses will surface during the bidder 

comparison exercise to justify the scores selected for each team. 

▪ Others are known characteristics that may not be directly related to this 

opportunity. Examples might include recent changes in company 

leadership, legal actions or judgments, or even rumors of merger and 

acquisition activity. 

▪ Competitor weaknesses are viewed as opportunities. Strengths are 

considered threats. 

▪ When completed, this SWOT analysis will drive your win strategy. 
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2.2. 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. 

▪ Using all the elements of your opportunity plan, including internal and 

external intelligence, craft a proactive outline solution. 

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

messaging you want to present to the customer. 

What is a contact 

plan? 

A document that lists the customers you plan to 

contact, including details, such as who in your 

company will visit them; what you want to find 

out and what you want to communicate; when and 

where you will meet; and how you will 

communicate your messages, plus documentation 

of any information you gather during a meeting. It 

is an essential tool for successful customer 

relationship management (CRM). 

 

▪ 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. 

▪ As you continue to refine and improve your intelligence, the specifics of 

the customer’s concerns, requirements, issues, and hot buttons will 

surface. In response, your solution must evolve to gain even greater 

traction with the buyer and reflect customer-focused writing. 

▪ Execution of your win strategies improves your solution, so focus on 

developing differentiation beyond the reach of your competitors (i.e., 

discriminators). 

▪ The period before the RFP drops is also the time to develop pricing, gather 

past performance data, and select relevant case studies and metrics to 

use as proof points. 
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What are proof 

points? 

Pieces of information Proposal Developers use to 

support the soundness of a solution. They often 

describe performance on similar past efforts and 

can take the form of project data, case studies, 

customer quotes or testimonials, awards or 

recognition earned, and more. 

2.3. 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. 

▪ The strategic importance of the opportunity and your company or team’s 

resources will affect the levels of resources and budgets committed. 

▪ If the opportunity is significant enough and your company is able to 

provide the necessary resources, the Opportunity Manager can continue 

to focus on improving the win probability. If not, it may be a good idea to 

no-bid, or consider switching to a subcontractor position with another 

firm acting as prime contractor. 

2.4. Initiate teaming and make/buy decisions. 

▪ Teaming partners are a key means of achieving capabilities not 

available within your own company. 

What are Teaming 

partners? 

Companies or organizations that agree to jointly 

pursue an opportunity to better address the 

customer’s requirements. Teaming partners can 

range from subcontractors to the members of a 

new joint-venture organization. 

▪ Teaming is also important in public-sector bid to achieve small business 

or other set-aside goals. 

▪ A third benefit of teaming is the ability to keep discriminating capabilities 

from your competition. You can improve your competitive positioning by 

cementing good partnerships early. 
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▪ 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. 

▪ Teammates may offer strategic opportunities if they have a brand 

favored by your customer. Consider your legal options (joint venture, 

prime/subcontractor relationship, or supplier), and get a confidentiality 

agreement and/or memorandum of understanding in place early. 

2.5. Conduct opportunity plan and competitor simulation reviews. 

▪ Opportunity plan reviews and competitor reviews focus on quality 

improvement.  

▪ Make certain that reviewers can offer different perspectives on the 

customer, competitor, and solution. 

▪ Constructive recommendations for improvements to the opportunity 

plan, and independent assessments of competitor solutions and 

discriminators, allow the Opportunity Manager to build improvements 

upon a broad perspective. 

2.6. 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. 

▪ Identify the customer’s hot buttons and align your discriminating 

solution elements to them to promote understanding across your team of 

how you plan to win a bid. 

▪ Key proposal graphics, such as the team organization, a conceptual 

solution graphic, and an overarching feature/benefit table, are simple 

ways to communicate your solution to internal and teammate 

contributors. 

▪ Final solicitation requirements may change the executive summary, but 

rarely demand a complete rework. 
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2.7. 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. 

▪ Information on the customer, requirements, and competition transfers 

directly into the proposal plan.  

▪ Win strategies inform proposal strategies, which can serve as the 

anticipated structure of the solicitation. 

▪ The more you can shorten the final proposal planning timeframe before 

kickoff, the more time you will have to develop a winning proposal. 

2.8. Develop and lead decision gate reviews. 

▪ Throughout the lifecycle, the opportunity plan provides the basis for 

executive management decision-making 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. 

▪ Decision gates can sometimes digress into “quality improvement” 

exercises. However, they should remain investment decisions based 

upon the win probability and value of the potential business.  

▪ Good decisions that avoid a bias toward always going forward should be 

the goal.  

▪ Remember that no-bid decisions free the company to use limited 

resources on more winnable, profitable opportunities. 
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3. Common Pitfalls and Misconceptions 

3.1. Focusing on the plan rather than the customer 

▪ Opportunity plans can be time-consuming to create, and teams may be 

eager to complete an opportunity plan before focusing on other tasks. 

▪ Keep in mind, however, that an opportunity plan must be developed 

collaboratively with a customer.  

▪ Spending time with your customer can improve your position (or reveal 

that you are unlikely to achieve a favorable position). Interacting with 

the customer during opportunity plan development benefits your 

company in the long run. 

4. Summary 

▪ Use opportunity plans to document your work, inform your organization, and 

facilitate reviews. 

▪ Tailor and scale opportunity plans to match the opportunity. 

▪ Start early; “front-loading” proposal planning can give you more time to 

develop a winning proposal. 

▪ Remember to do the work, not just “fill out” the opportunity plan. This means 

working closely with customers to understand their needs. 

▪ Keep completed opportunity plans for reuse on future deals.  
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1. Introduction 

▪ 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. 

2. Best Practices 

2.1. Implement a systematic approach to designing content. 

▪ Follow a simple, clear, and requirements-driven process to design 

content as shown in Figure 2.1. 

▪ Document the process and support it with guidelines. Provide tools and 

templates to support the process and training in how to use them. 

 

Figure 2.1. 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. 

▪ The term 'Content plan' embraces a wide range of techniques such as: 

○ Proposal outlines 

○ Annotated outlines 

○ Section content plans 

○ Content plans 

○ Mock-ups 
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▪ These terms can mean different things based on individual experience 

and training. Process documentation should define the terms and 

techniques to clarify the intent and planned use in your proposal. 

2.2. 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. 

▪ Content planning offers the following benefits: 

○ Helps writers structure their thinking 

○ Contributes to opportunity strategies 

○ Communicates win themes 

○ Enables review of plans before development 

○ Helps ensure compliance 

○ Improves consistency of messages 

○ Minimizes overlaps and prevents gaps 

▪ 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. 

▪ If the returns will not match the effort invested or the time available is 

restricted, then the amount of planning must be adapted accordingly. 

▪ Sometimes, the appropriate amount of planning will be determined by 

the nature of the proposal solicitation and the required response as 

shown in Table 2.1. 
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Proposal 
Type 

Q&A Proposals Requirements-Style Proposals 

Description The proposal request is framed 
as a series of questions or 
detailed compliance points. The 
required response is answers to 
the questions or statement of 
compliance. The structure of the 
response is highly constrained 

The proposal request defines top-
level requirements or desired 
outcomes. The required response is 
a description of how the outcomes 
will be achieved. The prospect 
allows bidders wide discretion in 
the structure of the response 

Added value 
of detailed 
content 
planning 

Low to Medium High 

Advice Confine planning to 
identification of compliant and 
responsive answers 

Use plans to provide detailed 
guidance to authors 

Table 2.1 

 

▪ In other situations, the return from detailed planning is determined by 

the sales situation, as shown in Figure 2.2. 

▪ Creating detailed content plans for an experienced team, who already 

know the customer and are writing about existing products and services, 

will not provide the best return on your time investment. 

▪ Where the customer or the products and services offered are new, or the 

solution and supporting story are complex, then detailed content 

planning is recommended to enable the team to work effectively. 

Similarly, a high-value, “must-win” opportunity will justify additional 

investment in detailed content plans. 
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Figure 2.2. Determining Level of Planning Needed. Organizations should spend the most time 
planning responses to bid for new customers in need of new products and services. 

▪ Bidding a new product to a new customer is a high-risk strategy. It should 

only be used to break into new markets. Decisions for this level of pursuit 

should be made at the strategic planning or market assessment level 

before applying to a specific pursuit. 

▪ 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. 
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2.3. 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. 

▪ As part of the planning activity prior to proposal kickoff, do the following: 

○ Strip relevant items within the request that state or imply specific 

requirements as shown in Figure 2.3. 

○ Incorporate strategy plan from the proposal management plan. 

○ Ask SMEs to analyze technical and solution requirements and 

formulate solicitation questions to the customer, if any. 

○ Pay particular attention to proposal requirements:  

• Instructions relating to the required response or submission 

• Type of response (e-procurement versus traditional printed 
response) 

• Required format 

• Structure 

• Numbering plan 

• Page limitations 

○ Follow the sequence and numbering of the request. 
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Figure 2.3. Stripping Requirements from an RFP. Follow the sequence of the request. Number 

each item as a separate requirement. Distinguish between solution requirements and response 
requirements. 

▪ For informal requests, use your knowledge of the customer and 

understanding of the requirement using sources such as meeting records, 

verbal and written communications, the account plan, etc. 

▪ To build your requirements list: 

○ List known requirements 

○ Group requirements by category and priority 

▪ Consolidate requirements into a requirements checklist/requirements 

analysis matrix. Use the resulting requirements checklist to define 

required document organization and content for the proposal. 

▪ 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. 

 

http://bok.apmp.org/wp-content/uploads/2014/11/Stripping-Requirements-from-an-RFP-1024x709.png
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▪ To create a compliance matrix, add a statement of your compliance/non-

compliance with each requirement to your requirements checklist. 

▪ Add the reference to where in your proposal the requirement is 

addressed to create a Response matrix. 

2.4. 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 2.4, 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. 

▪ Modern word processing, presentation, and mind mapping tools provide 

ways to manipulate data in both outline and detailed view. These can 

later be exported into other formats, such as spreadsheets or databases. 

▪ Project management practitioners will recognize that the outline is a 

product breakdown structure for the planned document. 
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Figure 2.4. Types of Outlines. An indented list, hierarchy, or mind map are all valid ways to 

represent an outline. 

▪ Product-based approaches translate readily into the content planning 

process. 

Making 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) 

○ Required headings and terminology 

▪ RFP instructions will typically specify an outline down to the first or 

second level of numbering. Develop additional detail and structure down 

to third and fourth levels, taking care not to break the required number 

plan. 
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▪ Unless the instructions direct otherwise, numbered headings should be 

restricted to three levels. Fourth-level headings and below should be un-

numbered, as in Figure 2.5. 

 

Figure 2.5. Extending an Outline. Use the third and fourth levels to add detail to your outline. Add 

more detail where the evaluation weightings are greatest. 

▪ Follow the customer’s requested structure and naming conventions, even 

if they seem illogical. Non-compliance risks disqualification. 

▪ If it is necessary to deviate from the customer’s imposed structure, the 

deviation and the reason for it should be explained in the text. 

▪ Where no structure or numbering plan is imposed, follow the order and 

numbering of the bid request. 

▪ Add detail where the evaluation weightings are highest. The customer 

may provide evaluation weightings in the tender instructions or 

supporting documentation to the RFP. If not, use your judgment and 

knowledge of the customer. 

▪ Pay attention to page and word count limits, allocating most space where 

the available marks are greatest or where evaluation criteria have been 

identified in opportunity planning/win theming as critical to the 

customer. 

▪ Address potential customer concerns that may not appear in the RFP, 

such as your ability to deliver projects on time and within budget. 

▪ Where the customer does not impose a page budget, establish one. 
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Making 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. 

1. Is it MECE? 

○ Are all the topics mutually exclusive? Have all overlaps and 

duplications been removed? 

○ Is the outline complete and exhaustive? Have all the requirements 

been covered? 

○ Does anything else need to be added? Add any other required 

content within the topical outline. 

2. Is it uniquely assignable? 

○ As part of the planning process, you will assign parts of your 

outline to specific authors.  

○ Could responsibility for each topic or section in your outline be 

assigned to a single author in your team, or does the work need to 

be subdivided further? If further subdivision is required, can that 

safely be delegated to one person or team leader? 

○ Review the outline with your team until you are satisfied that these 

tests of robustness, shown in Figure 2.6, are met. 

○ An outline that has to be changed or responsibilities reassigned as 

a result of further analysis or discovery during the development 

process is not robust.  

○ Lack of robustness will lead to confusion, duplication of effort, 

rework, and potential non-compliance. 
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Figure 2.6. A Robust Outline. The proposal outline can only be robust if it is compliant, MECE, and 
uniquely assignable. 

2.5. 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 

○ “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 

▪ Identify graphics to be used before the text is created. Draft an initial 

informative title and action caption for the graphic as part of the 

annotation. 
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2.6. 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. 

▪ In many environments, an annotated outline satisfies the “just enough 

planning” principle and will provide an adequate basis for development. 

For some proposals or key proposal sections, it is often appropriate to 

develop the content plan in more detail. 

What is an 

Annotated 

outline? 

A simple writing or content plan. This is a structure for 

the proposal that is usually derived from the customer 

requirements documentation. The outline may be 

annotated to show writing responsibilities, informative 

headings, page-count estimates, and so on. The 

annotated outline amplifies a topical outline by further 

defining the content of various proposal sections. This 

technique can be an alternative to complex and time-

consuming content planning. 

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

Section content plans.  

▪ Often referred to as “storyboards” or “frames,” section content plans 

provide additional specification for a document section. PPM 

practitioners will recognize them as product descriptions. 

Mock-ups. 

▪ Mock-ups are a page-by-page visualization of the finished document 

laid out in its planned final form. 

▪ In addition to the design implicit in a content plan, they contain layout 

information and page space constraints. 
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▪ They can give the printer advance warning of what to expect, and for 

large proposals, allow for planning of the number of folders and 

printing timeline required. 

▪ They also help with planning for landscape enclosures and oversized 

attachments, like project plans. 

▪ Use a template like the one in Figure 2.7 to create section content plans. 

 

Figure 2.7. Sample Section Content Plan Template. Using a template provides an aid to analysis 
and helps ensure that everything is covered. Templates should be adapted to the needs of each 

proposal. 
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▪ A template is essentially a list of headings stating what information or 

instructions are required. Adapt the template to cover the level of 

detailed required for each proposal.  

▪ Suitable headings to include in a section content plan template include: 

○ Customer and proposal name or reference 

○ Graphics to use 

○ Reference number and title of the section 

○ Boilerplate to use 

○ Section purpose 

○ Case studies and proofs to use 

○ Requirements to be addressed 

○ Customer terms and language to use 

○ Win themes to use 

○ Page and word count limits 

○ Outline and headings for section content 

▪ Mock-ups, shown in Figure 2.8, involve an extra level of design and 

provide greater visualization of the finished proposal. This requires extra 

initial effort, but that effort is spent on creating something that will 

evolve into the finished proposal. 
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Figure 2.8. Using Mock-Ups. Mock-ups provide visualization of the finished document. Iterative 
development enables greater refinement as writing progresses. Mock-ups are typically used only 

for the most important sections or those that are expensive to produce. 

▪ 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. 

2.7. 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. 
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▪ The Proposal Manager should agree to and sign off on content plans 

before writing starts. 

▪ Proposal authors are SMEs in their own domains, but may be unfamiliar 

with the techniques of content planning. Direct them to the sources of 

guidance available in the organization. Provide a sample completed plan 

as an example. 

▪ The completed section content plan will provide a “contract” between the 

Proposal Manager and the contributor defining what is to be developed. 

Like outline annotations, sample content plans provide quality criteria 

for acceptance of all finished content. 

2.8. Review content plans before starting to write. 

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

content plans before writing starts.  

▪ The content plan review should include all internal stakeholders in the 

proposal, including: 

○ Proposal contributors and authors 

○ Appropriate senior managers who have an interest in the proposal 

○ Members of the final document review team, if planned 

○ Members of the core team 

▪ Team review of content plans helps communicate strategy, align 

thinking, and enhance compliance.  

▪ A combination of horizontal and vertical approaches, shown in Figure 

2.9, enables the team to test the consistency of the proposal as a whole. 

▪ Horizontal review examines the sequence of section content plans and 

the consistency and flow of the planned proposal at the top level. It asks: 

○ Is the sequence logical and easy to follow? 

○ Is it compliant with the customer’s instructions? 

○ Does it tell a consistent story? 

▪ Vertical review is a “deep dive” on an individual section content plan. It 

asks: 
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○ Does the plan meet the purpose for the section? 

○ Are all the requirements for the section covered? 

○ Do the graphics support the story? Are they clear? 

 

Figure 2.9. Review Approaches. Horizontal reviews examine all content at the top level, while 

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

 

▪ Consolidate review comments before ending the review meeting so that 

participants are clear what changes, 

▪ Keep copies of early versions of content plans so that changes can be 

tracked and the sources of strategy breaks identified.  

▪ As needed, provide training to SMEs in proposal writing and use a 

company-standard style guide to ensure consistency across all writers. 
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2.9. 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. 

What is a 

Proposal 

Responsibility 

Matrix? 

A document that identifies proposal team 

members and their specific proposal section 

responsibilities. It maps proposal team members 

(authors) with specific proposal (section) 

assignments. The proposal responsibility matrix 

is an element of the project plan developed by 

the Proposal or Bid Manager to identify 

resources, schedule, and tasks needed to reach 

the final submission date with a winning 

proposal. 

 

▪ For each uniquely assignable item in the outline, allocate a responsible 

developer. The responsibility should be unique so that the Proposal 

Manager, or Volume Manager if the proposal is managed by volume, has 

one accountable person for each section. 

▪ From the outline and page budget, decide how many pages and graphics 

are required for each outline item.  

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

content (boilerplate).  

▪ Use historical metrics collected from previous pursuits to estimate the 

time and effort required. 

▪ Collect metrics from your own organization’s pursuits to build an 

estimating basis for your own proposals. 

○ Simple graphic: 1–2 hours 

○ Complex graphic: 2–6 hours 

○ New material: Four pages per day 

○ Adapting boilerplate: 20–40 pages per day 
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▪ 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. 

2.10. 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, 

as shown in Figure 2.10. You can also use a stoplight chart. [Find 

Attachment] 

▪ Use the quality criteria defined in the annotated outline or section 

content plans as the basis for quality activities and reviews. 

 

 

Figure 2.10. Tracking Progress. The outline forms the basis for the proposal responsibility matrix. 

Adding date and status fields creates a product status register for the deliverables from your 
writing team. Use the product status register to monitor progress. 

3. Common Pitfalls and Misconceptions 

3.1. Not enough planning 

▪ Content planning happens when the Proposal Manager is often under the 

most time pressure. The temptation is to dedicate less time to planning 

and review before the kickoff. The penalty for this, however, is poor-

quality content and increased rework later in the proposal cycle. 

▪ A distinctly bad practice is to distribute the top-level outline to 

contributors with instructions to refer to the RFP and add any other 

file:///D:/My%20Work/Personal/Baachu/New/APMP%20Units/New/Unit%205/PDF/Attachment%20for%20chap%202%20-%20Stoplight-Chart.pdf
file:///D:/My%20Work/Personal/Baachu/New/APMP%20Units/New/Unit%205/PDF/Attachment%20for%20chap%202%20-%20Stoplight-Chart.pdf
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requirements they may identify. This will lead to orphan requirements 

and duplications. 

▪ An online collaboration tool or file sharing system can help contributors 

view and comment on each other’s work in real time. 

▪ In addition, “shredding” an RFP and assigning responsibility for 

requirements early on can help teams cover their bases. 

3.2. Introducing new techniques without training and support 

▪ Using any detailed planning technique requires support and adoption by 

those who have to use it. SMEs will react badly to any unfamiliar 

approach if the benefits to them are not clear. 

▪ Giving team members additional tasks without demonstrating their 

benefits may lead people to reject new tools. 

4. Summary 

▪ Compliant, responsive, focused proposals do not happen by accident. Proposal 

content must be specified before it is created, and a wide range of techniques 

is available to support this process of specification. 

▪ Proposal managers should select and use techniques appropriate to the 

proposal environment. At a minimum, a robust topical outline should be 

created as a basis for checking compliance and planning writing tasks. Use 

more detailed approaches where the opportunity is complex or important. 

▪ Focus on complying with customer instructions and achieving a clear brief for 

proposal contributors so that requirements are not missed or duplicated. 

▪ Set clear writing criteria for authors so they can create winning content that is 

“customer ready” from the first draft. 
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STOPLIGHT CHART 

Use it for significant milestones in chronological sequence so that everyone can 

see progress easily in one place. This chart contains example content, but you can 

customize it to suit your needs. 

Activity  
Status 

(fill with green, yellow, 
or red as appropriate) 

Revise proposal to respond to reviewer comments  

Final editing  

Final formatting  

Compliance check  

Senior executive approval  

Print first copy and check all pages  

Print remaining copies  

Assemble proposal volumes  

Check all volumes for completeness  

Wrap and ship proposal volumes  

Confirm delivery  

 

Green = Completed on time 

Yellow = Risk of late completion 

Red = Behind schedule 
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1. Introduction 

▪ Knowledge is “understanding gained from experience. 

▪ Knowledge management (KM) is knowledge put to work—getting the best 

knowledge to the right person at the right time. 

▪ The goal of KM is to help individuals and organizations improve performance 

and create value. 

▪ KM is not data management nor knowledge for its own sake, but rather 

knowledge as an asset that has value beyond its initial application. 

▪ KM is less about technology and more about the processes of creating, 

classifying, sharing, and improving what we know about what we do. It also 

means identifying, testing, implementing, and perpetuating the best internal 

and external practices of our discipline. 

▪ Much of the former is in a condition referred to as explicit knowledge. The 

latter may be explicit in mature BD organizations, but is more often implicit 

(in the minds of practitioners). 

▪ The goal of many KM initiatives is to extract the implicit knowledge of 

seasoned experts and make it explicit so it can be shared with less-

knowledgeable practitioners. 

What is the difference between Explicit and Implicit Knowledge? 

Implicit 

Knowledge 

It is the unstated knowledge that people carry in their 

heads. Tacit knowledge can be shared through 

discussion, storytelling, and personal interactions or 

drawn from its owners through interviews and 

questionnaires. 

Explicit 

Knowledge 

It is the captured and cataloged information and 

knowledge ready for people to use. In contrast with tacit 

or implicit knowledge, explicit knowledge is codified and 

articulated. It appears in documents, procedures, and 

databases. 
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▪ Ideally, KM practices and procedures are well integrated into the culture and 

values of an organization at every level, and knowledge processes are 

purposefully aligned with organizational objectives. 

▪ By adopting and applying KM principles, BD and PM organizations can: 

○ Convert tacit knowledge into explicit knowledge people can find and use 

when they need it. 

○ Turn disorganized information into reusable knowledge objects classified 

under a useful taxonomy. 

○ Learn how to share know-how, know-why, and know-what with others to 

improve performance. 

○ Distribute knowledge objects as valuable assets that improve efficiency and 

effectiveness. 

▪ Three key challenges of successful KM, especially in the BD and PM worlds, are: 

1. Choosing the most relevant knowledge from the sheer volume of 

information available. 

2. The variety of tools to manage that information. 

3. A cultural bias against knowledge sharing. 

▪ Success depends on applying KM practices and tools to sort through 

information and determine which portions are true knowledge assets—viable 

for retention, codifying, and sharing. 

2. Best Practices 

2.1. Gain top-management commitment and sponsorship. 

▪ Any KM initiative, regardless of size and scope, requires planning, 

funding, resource allocation, and organizational change management. 

▪ The Knowledge Management Institute (KMI) calls this the “KM 

Improvement Imperative.” 

▪ A key factor of success is a committed sponsor in an executive position. 

The KMI says that executive sponsors go through four stages before 

committing support to a KM project, illustrated below in Table 3.1. 

http://bok.apmp.org/glossary/knowledge-sharing/
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Stage Behaviors 

STAGE 1: 
Awareness 

Becoming familiar with the concept of KM (executive briefing) 

STAGE 2: 
Curiosity 

Hearing anecdotes that others are discussing KM (news feeds) 

STAGE 3: Interest Receiving credible evidence that KM has been successfully 
implemented (case studies) 

STAGE 4: Belief Becoming convinced that KM will transform the organization 
(knowledge audit) 

Table 3.1 

2.2. Start small with quick, low-cost knowledge management 
initiatives. 

▪ Because the KM initiatives that can most transform an organization are 

often costly, time-consuming, and systems reliant, gaining momentum is 

crucial to KM progress. 

▪ During Stage 3 (Interest), winning an executive sponsor hinges on the 

evidence you can provide that KM works in the real world. 

▪ One way to gain that evidence is by creating, delivering, and evaluating 

small KM projects that require little in the way of cost or resources. To 

get started, ask these kinds of questions: 

○ What kind(s) of KM do you practice today? Are these methods 

standardized? 

○ How do people in your organization share knowledge with each other 

and with others outside the organization? 

○ Do you retain knowledge about the particularly effective elements of 

your proposals? 

○ Does your organization know where to go for assistance and 

knowledge? 

○ How do you train people new to your organization? How do you 

ensure that they continue to adhere to your standard processes? 

○ Do you have a systematic way of assessing what works and doesn’t 

during and after a project? 
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▪ To brainstorm answers to these and more questions with your team, use 

a KM technique called the knowledge café or K café.  

What is 

Knowledge 

Café? 

An informal brainstorming technique in which a 

moderator prompts a group to generate ideas and 

captures those ideas for further analysis. 

▪ Use K cafés to generate ideas for small KM initiatives that will 

immediately help your performance but not break the bank 

▪ Aim to capture 50 to 100 ideas in your K café, which should last about an 

hour. 

2.3. Assess your knowledge status through external benchmarking 
and internal knowledge audits. 

To know where you want to go, you have to know where you are. In KM, that 

means doing either benchmarking or an internal knowledge audit. 

2.3.1 Benchmarking 

▪ Benchmarking is the systematic process for comparing your 

processes with those of other recognized leaders. 

▪ Benchmarking can also be done against internal best practices to 

discover the best way of performing a particular task or process. 

▪ To successfully benchmark, most experts say you need to do the 

following: 

2.3.1.1 Prepare  

▪ Get management buy-in. 

▪ Select your benchmarking team—people 

knowledgeable about KM. 

▪ Determine what to benchmark and establish the scope 

of the study. 
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▪ Consider using a benchmarking partner, such as the 

APQC (American Productivity and Quality Center). 

Benchmarking partners are member-based nonprofit 

organizations that support benchmarking projects by 

connecting individuals with one another and with the 

knowledge they need to improve, championing 

methods of improvement, and disseminating. 

▪ Determine how you will collect and measure data. 

2.3.1.2 Implement  

▪ Analyze performance and practices. 

▪ Identify gaps. 

▪ Identify best practices, processes, and tools. 

2.3.1.3 Follow up  

▪ Communicate findings. 

▪ Establish, implement, and monitor action plans. 

2.3.2 Internal knowledge audit 

▪ An internal knowledge audit, or K audit, is a formal investigation 

to determine what knowledge is available, what knowledge is 

needed, what knowledge is missing, who needs the knowledge, and 

how the knowledge is applied. 

▪ A full K audit is indispensable to any KM strategy. 

▪ A K audit can use a variety of analysis methods, but the most 

straightforward and effective is the questionnaire or survey. 

▪ K auditors identify the key practitioners, IT partners, managers, 

and other knowledge workers involved in the specified area of 

concern and survey or, better still, interview them. 

▪ As a BD or PM organization matures, it may benefit by developing 

a complete KM heuristic.  
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What is a KM 

heuristic? 

A KM heuristic defines a comprehensive series 

of questions for capturing explicit and tacit 

knowledge from the SMEs they collaborate with 

routinely. A KM heuristic provides a standard, 

repeatable path for a K audit and for obtaining 

the information you need to implement small 

and large KM initiatives. 

 

▪ A critical, final stage of the K audit is developing a knowledge map, 

or K map, that shows the location, taxonomy, and flow of 

knowledge across the organization. 

What is a 

Knowledge 

Map? 

A visual representation of the knowledge of an 

organization or the knowledge underlying a 

business process. It identifies business-critical 

knowledge assets and the processes, gaps, 

sources, flows, barriers, dependencies, and 

knowledge at risk if key employees leave. 

 

▪ K maps can be as sophisticated as database schemas or as simple 

as a flow diagram, as shown in Figure 3.1. 

 

Figure 3.1: Simple Knowledge Map. The K map visually depicts where knowledge resides, with 
whom it resides, and its flow to the knowledge worker. 
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2.4. Establish or join communities of practice for knowledge 
management. 

▪ A Communities of Practice (CoP) is a group of people who share 

knowledge within a company. 

▪ A CoP may be formal or informal, recognized or unrecognized, 

authorized or unauthorized. In its mature form, a CoP is a professional 

organization like APMP, spanning multiple integrated disciplines and 

industries. 

▪ CoPs differ from project teams in several ways as shown below in Table 

3.2. 

PROJECT TEAMS COMMUNITIES OF PRACTICE 

Driven by deliverables Driven by added value 

Defined by task Defined by knowledge with loose boundaries 

Develop by managed 
plans 

Develop organically through connections 

Bound by management Bound by trust and reciprocal contributions 

Table 3.2 

▪ CoPs have the following characteristics: 

○ They help people solve everyday work problems through human 

connections and support mechanisms 

○ They organize, manage, upgrade, and distribute the knowledge of the 

community 

○ They focus on developing, testing, and distributing best practices 

○ They develop innovative ideas and create new knowledge around the 

practice 

2.5. Create a culture that rewards knowledge sharing and transfer. 

▪ Knowledge transfer in an organization is thwarted by a variety of 

logistical, structural, and cultural hurdles and deterrents present in our 

organizations. These include: 

○ Lack of awareness. People with the knowledge don’t know others 

need it and those who need it don’t know who has it. 
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○ Lack of absorptive capacity. People don’t have the time or resources 

to pursue knowledge sharing. 

○ Lack of pre-existing relationships. People don’t share with people 

they don’t know or trust. 

○ Lack of motivation. People may not perceive a clear business reason 

for trying to share knowledge. 

▪ To succeed in KM, you must have leadership, an incentive scheme, and a 

culture supportive of transfer. Changing culture means: 

○ Creating a compelling need to change 

○ Clearly assessing the current state of knowledge sharing 

○ Designing initiatives thoroughly and gaining management and 

organizational buy-in 

○ Preparing a good implementation plan to align support and resources 

2.6. Create standards that promote knowledge repurposing. 

▪ As BD and PM professionals seek to create reusable knowledge 

repositories, they need to create and adhere to strict standards to 

maximize reusability. 

▪ Following these tenets of repurposing will help you create content 

standards that will save time and broaden repurposing opportunities in 

the future: 

○ Store knowledge as individual objects: Define the physical structure 

of your knowledge objects. Build them in small “chunks” that have a 

singular purpose and function.  

○ Adhere to principles of clear writing: Content built to clear writing 

standards automatically coheres and exhibits a single voice. 

○ Think about future uses as you create new knowledge: Making 

time to flag new knowledge with a potential “afterlife” is a way to kick-

start knowledge repurposing. 

○ Build a taxonomy that lets you label and associate related objects. 

All repositories need an organizing principle and hierarchy. Think 

about how users may repurpose knowledge and build your repository 

structure to match. 
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2.7. Build the following knowledge management tools, processes, and 
systems. 

2.7.1 Establish a best practices management process. 

▪ A best practices management process (BPMP) is a proven strategic 

KM initiative that aims to incorporate continual improvement into 

an organization’s structure, processes, and skill sets. 

▪ A successful BPMP depends on matching the right knowledge 

transfer approach to the receiving environment. 

▪ The KMI identifies four stages to building a BPMP: 

○ Acquire external best practices through benchmarking, 

competitive analysis, and communities and forums. Two 

technology enablers for this stage include intelligent search 

agents and text analytics. 

○ Improve activities within a single internal process by 

building process knowledge bases that pull from a variety of 

sources and communities. This APMP BOK (Body of Knowledge) 

is a prime example of such a knowledge base for the proposal 

process. 

○ Improve internal practices that span processes by 

leveraging internal communities of common practitioners 

enabled by portals and collaboration tools 

○ Transfer best practices across multiple operating units 

performing the same functions to close performance gaps by 

building performance knowledge bases and training programs 

to facilitate knowledge transfer 

2.7.2 Establish a lessons learned management process. 

▪ A time-tested KM strategic initiative, a lessons learned 

management process (LLMP), discovers or creates knowledge 

gained from experience into standardized organizational 

processes.  

▪ LLMPs come in two types: 

  

http://bok.apmp.org/glossary/proposal-process/
http://bok.apmp.org/glossary/proposal-process/
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After–action reviews (AAR). 

○ AAR is “a candid, non-threatening discussion about the relative 

effectiveness of an activity as measured against the original 

goal or standard.” 

○ The AAR process has four parts:  

1. Intent. What were our planned objectives? 

2. Outcome. What happened? 

3. Gap. What were the differences and why did they occur? 

4. Learn. What would we do the same or differently the next 

time? 

Learn before, during, and after 

○ This type of LLMP is self-evident from its name and is best 

suited for more lengthy projects.  

○ It draws from prior lessons learned across whole projects, and 

has three phased aspects: 

1. Peer assists. Briefings on how to prepare to participate in 

an upcoming major or complex project 

2. Action reviews. Feedback on experiential learning that 

occurs during the project 

3. Retrospectives. Reflections and documentation of lessons 

learned after the project is complete (similar to proposal 

post mortems) 

2.7.3 Hold a knowledge café. 

▪ K cafés, a label used by the KMI, come in a variety of styles and 

formats. They are informal forums designed to facilitate 

brainstorming and build relationships.  

▪ They all work in much the same way: 

○ Large groups break into smaller groups at tables dedicated to a 

certain topic or interest 

○ A moderator at each table kicks off the discussion and 

documents outcomes 
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○ Participants move as individuals or groups to a different table 

when the topic is exhausted or interest wanes 

○ All outcomes are collected and published for further discussion 

and activity 

▪ K cafés are an excellent way to use groupthink to solve problems 

and stimulate innovations. 

▪ Called the “idea market,” moderators spent 5 minutes presenting 

an issue to be solved or an idea to be tested. The moderators had 

predefined their topics on a flip chart, with a second blank flip 

chart ready for capturing discussion points. People interested in 

the moderators’ topics gathered around and commented on the 

moderators’ topics. Participants could come and go as they 

pleased. After 15 minutes, the moderator reset the topic so 

participants could move to another market or stay to continue the 

discussion. The knowledge gleaned was then published as part of 

the conference’s proceedings. 

2.7.4 Create a knowledge management heuristic. 

▪ A heuristic is a mental tool that allows you to approach new 

problems in a systematic way. 

▪ A KM heuristic can be used to establish a repeatable path for K 

audits. 

▪ The KM heuristic provides a path for interviewers to discover 

deeper layers of information about the way knowledge workers 

obtain, use, and distribute knowledge. 

▪ Unlike a checklist, the KM heuristic allows you to branch out on 

your own path of discovery as your probing follows the methods 

of the people you are interviewing. 

2.7.5 Build and manage knowledge repositories. 

▪ Repositories allow organizations to capture and reuse knowledge 

so they can eliminate rework, reduce search time, and, if their 

repository is stocked with “clean” content ready for repurposing, 

improve quality.  

▪ A successful repository: 
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○ Follows a thorough classification scheme. Building a 

taxonomy for your content based on your particular business 

function is crucial for finding your knowledge assets. 

○ Takes an object-oriented approach. A fundamental 

knowledge object (FKO) is a kernel of readily applicable 

information for your discipline. FKOs are easily customized for 

new audiences or purposes, while retaining the fundamental 

content you want to express. 

○ Uses a robust search engine. Apply metatags to all of your 

FKOs to ensure your users can narrow their searches. Your 

search engine should also search text using single words and 

strings of words, plus allow searchers to use boolean operators 

(and/or/not/and not) to further restrict their queries. 

○ Includes a way to measure usage and effectiveness of 

content. A knowledge repository can be an administrative 

nightmare if you cannot determine what content is useful and 

findable. Make sure you use an analytics program that can tell 

you:  

• Who your users are 

• What they search for 

• How long they take to search 

• What content they take away 

• Which metatags work and which don’t 

○ Has a rigorous implementation scheme. Without guidelines 

for their governance, repositories can quickly become 

unwieldy data dumpsters—holding some of the information 

you need and a lot you don’t, with no way to tell the difference. 

Decide who will be responsible for managing and updating 

content. 

  



 

 

Knowledge Management 305 Proposal Specialist Certification Guide  

 

2.7.6 Develop cockpit-style checklists. 

▪ Checklists—simple step-by-step procedures for discrete tasks—

help reduce mistakes by keeping workers on track and overcoming 

memory lapses. 

▪ They help workers be consistent and thorough.  

▪ They are excellent KM tools for BD and PM professionals because 

they: 

○ Standardize repeated activities, like brainstorming or outlining 

sessions 

○ Facilitate communication across working teams when they are 

together for brief bursts of activities, as in review teams 

○ Remind project participants of important but easily forgotten 

details that can cause problems down the road  

▪ Checklists are easy to create because they follow a distinct pattern: 

put checkboxes on the left and actions and milestones on the right.  

▪ They are the perfect KM tool for organizations starting out on their 

KM journey because they are cheap to create, easy to distribute, 

and simple to use. 

2.7.7 Establish an expert locator tool. 

▪ An expert locator is an invaluable tool to help busy BD and PM 

professionals find the right person with the right expertise quickly 

and conveniently.  

▪ It is a symbiotic KM tool because being included as a reference can 

enhance the reputation and value of its expert participants. 

▪ Advances in social media have given the expert locator concept a 

new, exciting dimension. 

▪ Expert locators are also known as “yellow pages” because you can 

create paper references that work just as well, if not as efficiently, 

as computer programs. 

▪ You can also build a flat database that contains key information in 

a few fields, such as: 

○ Name 
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○ Location (for effective contact hours) 

○ Reach number 

○ Email address 

○ Preferred method of contact 

○ Functional expertise 

▪ As with any database for retrieving information, setting a standard 

list of categories for functional expertise is crucial to the ongoing 

value of the tool. 

2.7.8 Use performance support systems. 

▪ Research in KM indicates that in the business world, most learning 

is non-instructional. 

▪ BD and PM professionals search the web when they need to learn 

about something as: 

○ It’s comprehensive. The entire web of knowledge is delivered 

after a simple search. 

○ It’s immediate. Unlike classroom learning or e-learning, the 

web delivers knowledge when it’s needed with no lag time. 

○ It’s relevant. Users can find what they need to know and ignore 

what they don’t. 

○ It’s modular. Users receive “chunks” of information pertinent 

to their need and context. 

▪ The only drawback to this approach is that you never really know 

what you’re going to get. 

▪ A performance support system is an internal alternative to 

learning via an online search.  

▪ It has all of the four attributes just described, but improves on them 

by delivering context-sensitive learning to the user only when 

needed.  

▪ Users never have to leave the application in which they’re 

working. 

▪ Learning comes to them in various forms: 
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○ Modular e-lessons. Breaking out processes into discrete steps 

lets learners quickly find and review the information they need, 

and only what they need, when they need it. Lessons can be in 

the form of videos, job aids, voiced-over animations, and FAQs.  

○ Process-oriented knowledge repositories. Many companies 

rely on business process management (BPM) tools to deliver 

process steps, flows, commentaries, and simulations when 

users need how-to information. These may be off-the-shelf or 

homegrown, depending on the scope and complexity of your 

processes. 

○ Wizards. Learning wizards help people learn by doing. They 

integrate best processes with easily reusable information 

within a macro, program, or app. They are especially useful for 

writing tasks. Users launch the wizard, which coaches them 

through the steps as they perform the work: writing a proposal, 

filling out forms, and other standard documents that draw from 

existing content. 

3. Common Pitfalls and Misconceptions 

3.1. Falsely equating KM with IT 

▪ Some erroneously equate KM with IT. 

▪ Although KM is greatly enabled by database, communication, and 

computer technologies, KM will not succeed through technology alone. 

▪ KM is process.  

▪ KM is standards.  

▪ KM is knowledge quality.  

▪ KM is continual improvement. 

▪ KM is change management. 

▪ Rewards are normally based on individual performance, and people 

know that their value to a company is often predicated on their skills and 

knowledge. 
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▪ So recasting incentives, changing recognition programs, and instilling a 

culture of sharing is crucial to successful KM. 

▪ IT can help deliver KM and simplify the development and sustaining of 

KM projects, but technology alone will not get people to share what they 

know. 

4. Summary 

▪ Knowledge is “understanding gained from experience.” KM is getting the best 

knowledge to the right person at the right time. 

▪ Both tacit and explicit knowledge are best stored, managed, and delivered 

when converted to discrete digital objects. 

▪ BD and PM organizations of any size, in any business setting, anywhere in the 

world can benefit from application of KM principles. 

▪ Most KM tools can be scaled or enabled by technology to meet the needs of all 

BD and PM professionals. 

▪ KM is more about change management than IT. 
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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. 

2. Best Practices 

2.1. 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. 

▪ Sample schedules for 10-, 30-, and 60-day proposals are available among 

tools and templates for this chapter.[Find attachment] 

▪ When the list of tasks is complete, determine the start and end dates for 

each task. Use whatever scheduling tool or software makes sense given 

the size and complexity of your organization and the proposal involved. 

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

proposal resource schedule. 

  

file:///D:/My%20Work/Personal/Baachu/New/APMP%20Units/New/Unit%205/PDF/Attachment%20for%20chap%204%20-%20Sample_Schedules.pdf
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What is a 

Proposal Resource 

Schedule? 

A task-based plan that identifies the period of 

time required to complete each task. 

▪ Below are example metrics you can use as a starting point shown in 

Table 4.1. These will vary based on factors such as: 

○ Industry 

○ Organization type 

○ Team availability 

○ Team experience 

○ Complexity of the response 

○ Other response-specific factors 

TASK TIME 

Writing: New material 4 pages/day 

Writing: Extensive revision 8–10 pages/day 

Writing: Minimal revision 20–25 pages/day 

Simple graphic 1–2 hours each 

Complex graphic 2–6 hours 

Retouch photo 1–2 hours 

Complex illustration 1+ days 

Final document review (new) 40 pages/day 

Final document review (with extensive 
boilerplate) 

80 pages/day 

DTP (clean input) 30–60 pages/day 

DTP with graphics development 5–10 pages/day 

Table 4.1 

2.2. 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. 
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▪ The planning process, including preparing for the kickoff meeting, setting 

up a collaborative workspace or tool, establishing a contact list, defining 

roles and responsibilities, and developing a schedule, usually requires 10 

percent to 20 percent of the total time available for response to an RFP. 

▪ In addition, 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. 

2.3. 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.[Find attachment] 

▪ Many proposal activities, such as forms that require information from 

finance/operations/human resources departments or legal reviews of 

contract terms and conditions, have long lead times. Start these activities 

early and conduct them in parallel to make the best use of your time. 

▪ Make sure that the same people are not assigned to tasks that have to be 

completed in parallel, unless it is clear that they can actually execute 

them simultaneously. 

▪ For items that have dependencies, check progress on the activities on 

which they are dependent on a daily basis. 

▪ For complex proposals, use critical path scheduling to highlight 

sequential and parallel activities and allocate and track proposal team 

resources. 

▪ Schedule-building tools such as Gantt charts can also help you visualize 

tasks. 

2.4. 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. 

file:///D:/My%20Work/Personal/Baachu/New/APMP%20Units/New/Unit%205/PDF/Attachment%20for%20chap%204%20-%20Task_List.pdf
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▪ 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. 

▪ When explaining assignments, be clear about the start date and the end 

date or, if the person is fulfilling an ongoing function, the level of effort 

for that function. Establish and clearly explain performance 

expectations. 

▪ Take time to spell out details involved in completing a task. For example, 

instead of assigning someone to “preparation for the final document 

review/internal review,” list all the specifics, including sending 

invitations, reserving a meeting room, ordering food, distributing the RFP 

to reviewers, explaining how reviewers should document their 

comments, preparing a presentation for the beginning of the review, and 

establishing a cutoff time after which the contributors should not make 

any further changes to the proposal. 

▪ Only one person should have accountability for a task or subtask. That 

person can, and often must, reach out to others for help, but 

accountability and ownership must remain with one person. If task 

ownership has to be transferred, make the handoff to the new owner 

clear and explicit. 

▪ Above all, be transparent, reasonable, and honest about the schedule 

with all members of the team. Respecting team members’ time will help 

gain their trust. 

2.5. 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. 

▪ This is a more labor-intensive approach than relying on contributors to 

complete longer assignments, but it allows the Proposal Manager to check 

progress early and identify and escalate problems rather than waiting 

until a section is overdue. 
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▪ In the case of short-turnaround proposals, identify the key messages that 

need to be delivered and focus assignments on communicating those key 

points. 

2.6. 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. 

▪ If people are working on tasks not in the schedule, either the schedule 

needs to be revisited, or work assignments need to be clarified. 

▪ Use near-term, interim deadlines to drive priorities when there are 

multiple ongoing tasks.  

▪ For tasks that have long lead times, establish interim milestones that you 

can use to make sure that the objectives of these tasks are met. 

2.7. 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. 

▪ However, there are times when proposal team members may need to (or 

prefer to) use weekend or holiday time to complete their activities.  

▪ By not assuming weekend work, the team can use this time at their 

discretion if unforeseen events occur. 

2.8. 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. 



 

 

Scheduling 315 Proposal Specialist Certification Guide  

 

▪ Reviews can consume considerable time in the schedule. After each 

review, it takes time to read, understand, and absorb feedback about the 

proposal. It also takes time to determine how best to respond to reviewer 

comments. 

▪ Determine the appropriate number of reviews at the beginning of the 

proposal, and do not add review cycles unless there is a significant 

change in the RFP or an extension of the due date. 

2.9. 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. 

▪ When allocating time for production, plan for all worst-case 

contingencies, such as computer viruses, power outages, and equipment 

malfunction. 

▪ It is important to keep metrics from previous proposals and use them to 

allocate a sufficient time not just for production, but also for final quality 

control. 

▪ Adhering to the production schedule without sacrificing quality means 

establishing a firm cutoff time after which no changes can be made to the 

graphics or text. 

▪ It is the job of the Proposal Manager to weigh the benefit of additional 

changes with the risk of faulty production or late delivery and resist 

editorial changes beyond a pre-established date and time.  

▪ A production checklist can help with these efforts. 

2.10. 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. 
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▪ Proposal contributors need to know that they can plan their time to 

accomplish the tasks assigned to them. Schedule changes affect the 

balancing act they have to perform between the proposal and other 

obligations. 

▪ When interim deadlines change frequently without a clear reason, 

participants start to discount them entirely and assign a higher priority 

to activities outside the proposal. 

▪ 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. 

3. Common Pitfalls and Misconceptions 

3.1. Rigid adherence to allotted timeframes 

▪ Avoid being so rigid with the schedule that you miss an opportunity to 

win by readjusting. 

▪ To account for the possibility of schedule adjustment, plan for and 

schedule time at the end of the schedule to account for anything 

unforeseen. 

4. Summary 

▪ Even if everything else is functioning, scheduling mistakes can threaten 

quality, compliance, and on-time delivery of a proposal 

▪ Base the schedule on metrics collected from previous proposals and make a 

single person accountable for completion of each task 

▪ Use interim deadlines to keep tasks on track and provide feedback early 

▪ Look for tasks that are independent of one another that can be completed in 

parallel. Carefully plan tasks that have multiple dependencies. 

▪ Leave enough leeway in schedules for time off on weekends and holidays, 

multiple review cycles, and potential RFP changes, as well as for unexpected 

setbacks  
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SAMPLE SCHEDULES 

You can use these sample schedules to help plan proposal development efforts 

with different timelines.  

Working days are listed on both weekdays and weekends, but you can adjust to 

suit your needs. 

 

10-Day Schedule 

Sunday Monday Tuesday Wednesday Thursday Friday Saturday 

 Day 1 Day 2 Day 3 Day 4 Day 5 Day 6 

 RFP release Kickoff 
meeting 

Proposal 
strategy 
review 

   

Day 7 Day 8 Day 9 Day 10    

 Final 
document 
review 

Productio
n and 
quality 
control 

Proposal 
delivery 

   

 

30-Day Schedule 

Sunday Monday Tuesday Wednesday Thursday Friday Saturday 

 Day 1 Day 2 Day 3 Day 4 Day 5 Day 6 

  RFP 
release 

  Kickoff 
meeting 

 

Day 7 Day 8 Day 9 Day 10 Day 11 Day 12 Day 13 

       

Day 14 Day 15 Day 16 Day 17 Day 18 Day 19 Day 20 

 Proposal 
strategy 
review 

     

Day 21 Day 22 Day 23 Day 24 Day 25 Day 26 Day 27 

    Final 
document 
review 

  

Day 28 Day 29 Day 30     

 Production 
and quality 
control 

Proposal 
delivery 
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60-Day Schedule 

Sunday Monday Tuesday Wednesday Thursday Friday Saturday 

 Day 1 Day 2 Day 3 Day 4 Day 5 Day 6 

  
RFP 
release 

    

Day 7 Day 8 Day 9 Day 10 Day 11 Day 12 Day 13 

 
Kickoff 
meeting 

     

Day 14 Day 15 Day 16 Day 17 Day 18 Day 19 Day 20 

  
Proposal 
strategy 
review 

    

Day 21 Day 22 Day 23 Day 24 Day 25 Day 26 Day 27 

       

Day 28 Day 29 Day 30 Day 31 Day 32 Day 33 Day 34 

       

Day 35 Day 36 Day 37 Day 38 Day 39 Day 40 Day 41 

       

Day 42 Day 43 Day 44 Day 45 Day 46 Day 47 Day 48 

 
Final 
document 
review 

     

Day 49 Day 50 Day 51 Day 52 Day 53 Day 54 Day 55 

       

Day 56 Day 57 Day 58 Day 59 Day 60   

  

Productio
n and 
quality 
control 

Production 
and quality 
control 

Production 
and quality 
control 

Proposal 
delivery 
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SAMPLE TASK LIST 

This is a representative, though not exhaustive, list of items that are likely to 

appear on a proposal task list.  

You can modify this list to suit your needs. 

Task 
Time Required 
to Complete 

Dependencies 

Create and distribute outline 2 days RFP release 

Assign authorship of proposal 
sections 

2 days 
Confirmation of availability of 
personnel 

Assign all proposal roles 
  

1 day 
Confirmation of availability of 
personnel 

Identify potential 
subcontractors 

1 day RFP release 

Issue RFPs and get bids from 
subcontractors 

5 days 
Identification of potential 
subcontractors 

Select subcontractors 3 days Receipt of subcontractor proposals 

Create contact list 1 day 
Assignment of authorship of proposal 
sections 

Schedule kickoff meeting 3 days 
RFP release; assignment of all 
proposal roles 

Identify reviewers 1 day RFP release 

Schedule functional reviews 2 days Identification of reviewers 

Create initial price estimate 5 days Approval of solution 

Get executive approval for 
solution 

3 days RFP release 

Request and receive resumes 
from 
personnel to be featured in the 
proposal  

5 days RFP release 

Create list of acronyms and 
terms 

1 day 
Completion of proposal copy for final 
document review 
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Final thoughts  

Thank you for buying and reading this guide. If you read the guide and use 

sample papers from APMP, I believe you be in pole position to nail the APMP 

Foundation certification exam. 

Our exam success site provides you with access to a free digital version of this 

guide, as well as extra resources designed to focus your efforts on exam and 

study methods. To access the Baachu APMP Exam Success Site for this material, 

please go to: 

www.baachuscribble.com 

If you require hands-on support, then I invite you to experience our Baachu 

APMP Foundation level e-learning course.  Our course examines various aspects 

of proposal writing and covers each of 31 APMP foundation subjects thoroughly 

in mobile friendly bite size videos, proposal specialist guide, chapter quizzes, Q 

and A webinars, peer group support, mock exams, final Baachu certification 

exam and more. Further details can be found here. 

https://baachuscribble.com/apmp-foundation-certification/ 

 

Take action: Use the 10% discount code BAA10APMP to get access to the course 

 

  



 

Baachu APMP Certification is built around YOU, the busy proposal professional. 

Tell us your needs and Tailor your own APMP certification training space from 1 

day to 4+ weeks.  

Let us Train and Equip YOU to become the smartest bidder in your sector. 

Stop waiting for things to be just right and start where you stand. Good luck 😊 

We would love to hear how you are doing with your APMP foundation 

certification journey. Email and let me know 

 

Be encouraged, 

 

 

  

 

 

 

Baskar Sundaram 

baskar@baachu.com 

Website: www.baachuscribble.com 

Facebook: www.facebook/baachu.engage 

LinkedIn: https://uk.linkedin.com/in/baskar-sundaram-ba896527 

Twitter: @baachuworks  

 






