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About this Guide and APMP Capture Practitioner Exam  

The APMP Capture Practitioner OTE assesses the knowledge and skills that demonstrate 

proficiency in proposal and bid management based on the APMP Competency 

Framework and Syllabus. 

The Practitioner OTE is a 2.5-hour, online exam that involves: 

• A provided scenario 

• Questions (about the scenario) that have been designed to test your knowledge and 

understanding of APMP best practices at two recognized learning levels 

• Your experience combined with the APMP approach as laid out in the APMP Body of 

Knowledge (BOK) 

Whereas the questions in the APMP Foundation Exam are scenario-independent and 

multiple choice, the questions in the APMP Capture Practitioner OTE require you to provide 

answers tracked to the scenario provided. The questions in the APMP Capture Practitioner OTE 

are more challenging because they are designed for professionals with at least 3 years of 

industry experience in bidding and proposals. 

The pass mark for the APMP Practitioner OTE is 50 percent—that is, 40 marks out of 

80. 

Extra time is allowed for candidates for whom English is a second language, candidates 

with disabilities and/or special needs. 

So when you begin the process of registering for the online exam, you can check a box to 

indicate that you require extra time. When this box is checked you are allowed an extra 

35 minutes for the exam, giving you a new total of 3 hours and 5 minutes. 

It is essential to review the APMP Capture Practitioner Study Guide before taking the exam. The 

APMP BoK serves as the primary reference for the APMP Practitioner OTE. Every APMP 

Certification is required to have a primary reference to meet international standards. 

For the APMP Capture Practitioner OTE, the reference work is the relevant parts of the APMP 

BoK. This knowledge is captured in the Study Guide and published periodically. Every 

question related to the provided scenario has an answer in the APMP Practitioner Study 

Guide. 

The Baachu APMP Capture Practitioner Study Guide (First Edition) is based on APMP copyrighted 

materials. The Guide summarises the information necessary to successfully prepare for 

the APMP Capture Practitioner Certification Exam. 

We strongly recommend Proposal Professionals preparing for the practitioner exam to 

also refer the APMP Capture Practitioner Guide and APMP BOK. 
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THE APMP CAPTURE PRACTITIONER SYLLABUS 

Listed below are the key examinable topics for APMP Capture 

Practitioner Certification 

 
Opportunity Capture Planning and Scheduling 

➢ Scheduling          1 

➢ Gate decisions          10 

➢ Linking opportunity capture plans to proposal content    29 

➢ End to end process          37 

 

Opportunity capture team selection and management     52 

Review Management          66 

Customer focused opportunity capture skills 

➢ Develop a business case        82 

 

Gate Decision Management  

➢ Budgets          92 

➢ Developing the solution cost        103 

➢ Lessons learnt analysis and management      110 

 

Engaging Program Support  

➢ Engaging program support in the opportunity capture process   118 

➢ Managing internal risk        125 

➢ Managing external risk        129 

 

Engaging Bid support  

➢ Developing opportunity capture strategy      135 

➢ Strategy          148 

➢ Opportunity capture team selection and management    153 

➢ Kick off meetings         165 

➢ Customer focused opportunity capture skills      173 

➢ Managing customer Questions       184 
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Drafting the Executive Summary  

➢ Executive summaries         191 

 

Price to Win            198 

  

Strategy  

➢ Value propositions         205 

 

Teaming  

➢ Customer and competitor intelligence       213 

➢ Teaming          221 

 

Presentations and Persuasive Communications  

➢ Developing and delivering presentations      228 

➢ Persuasion          241 

➢ Persuasive writing         246 

➢ Graphics          256 

 

Negotiation            267 

 

Self-Leadership & Leading Others  

➢ Communicating with others        270 

 

Internal and external stakeholder management  

➢ Stakeholder engagement and management      289 
 

 

 

 Happy Learning 
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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. 

▪ 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 : Example metrics - Effort Estimation 
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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. 

▪ 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.  

▪ 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. 
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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. 

▪ 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. 

  



 

 

Scheduling 6 APMP capture practitioner study guide  

 

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. 

▪ 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.  
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▪ 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. 

▪ 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. 
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▪ 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. 

▪ 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. 
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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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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 : Decisions Aspects and Explanation 
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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 : Decisions Aspects for opportunity Qualification 

  

http://bok.apmp.org/glossary/account-plan/


 

Gate Decisions 15 APMP capture practitioner study guide  

 

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 : Decisions to Commit Resources 

  

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 : Pursuit Decision Questions 

  

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/
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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 : Decision Aspects for Bid No Bid 

  

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 : Bid - No Bid Decision Question 

  

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 : Decision Aspects for Bid Validation 
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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 : Bid Validation Decisions 

  

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 : Decision Aspects Final Review 
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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 : Final Review Decisions 

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/
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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 : Bid lifecycle information requirements 

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. 

 

Figure 2.1. Gate Decisions and the BD Lifecycle. Following a structured gate-decision process 
improves BD success. 

Phases
Bid 

Decisions
Team 

Reviews
Major 

Outputs

Market 
Identification

Market Entry 
Decision

Market Assessment – An analysis of market potential 
and requirements vs corporate capabilities

● Strategic Plan (Input)
● Market Strategy

Account 
Planning

Opportunity 
Qualification 
Decision

Account Review – Periodic reviews of opportunity 
potential within targeted accounts

● Account Plan

Opportunity 
Assessment

Bid Pursuit 
Decision

Competitor Review – Periodic reviews of opportunity 
potential within targeted accounts

● Competitive 
Assessment

Opportunity 
Planning

Bid / No-Bid 
Decision

Opportunity Plan Review – An assessment of the 
opportunity plan and validation of the win strategy and 
required actions documented in the opportunity plan

● Opportunity Plan
● Pricing Strategy

Proposal 
Planning

Bid 
Validation 
Decision

Proposal Strategy Review – A review of the content  
plan to validate the execution of the bid  strategy for 
writers and verify compliance with customer 
requirements

● Proposal Strategy 
Plan

● Proposal
Responsibility Matrix

Proposal 
Development

Final Review

Final Document Review – A comprehensive review of 
the proposal by independent reviewers who emulate 
the customer’s evaluation team.
Business Case Review / Senior Management Review –
Includes all the internal milestones and approvals 
(internal governance) required to signed off on the 
solution, pricing, and legal requirements.

● Proposal Outline
● Response Matrix
● Style Sheet
● Content Plan
● Proposal Budget
● Executive Summary
● Proposal Plan
● Proposal

Negotiation

Lessons Learned Review – An assessment of the 
proposal development / management process and 
results, conducted after completion of a proposal to 
identify areas for improvement on subsequent 
projects.

● Best and Final Offer 
(BAFO)

Delivery
Project Review – Periodic status reports and 
performance reviews with customer.

● Products and Services
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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 

1.1. What is Opportunity/Capture Plan? 

▪ It is a documented plan that is developed during the opportunity planning 

phase. It is specific to the opportunity and identifies actions and strategies to 

position your organization to be the customer’s preferred bidder.  

▪ It generally contains customer and competitive information, analysis, 

strategies, and actions. It is initiated for completion after a pursuit decision.  

▪ The opportunity plan is also the customer approach developed by the 

opportunity team that documents customer mission/vision, customer hot 

buttons, competitive assessment, win strategies, win themes, discriminators, 

and actions necessary to win. 

 

1.2. Why should you link Opportunity/Capture Plans to Proposal 

Content? 

▪ An organized approach can help teams get the most out of the 

opportunity/capture plan and make sure winning strategies and compelling 

arguments are transferred into the bid. 

▪ Proposal teams can effectively address the changing evaluation criteria, and 

use time and resources efficiently, by carefully linking knowledge gathered in 

an opportunity/capture plan into proposal documents. 
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2. Best Practices 

2.1. Start with a robust opportunity/capture plan. 

▪ The opportunity/capture plan is developed during the opportunity/capture 

planning phase, typically before an RFP is released.  

▪ This plan should be highly specific to the opportunity/capture, even if it’s based 

on a standard template.  

▪ It should evolve over the course of the opportunity/capture development phase, 

continually identifying and tracking actions and strategies that need to be 

carried out to provide the best chance of a successful bid.  

▪ It should contain notes on all meetings with customer stakeholders and provide 

a history of how the opportunity has evolved since the beginning. 

▪ Content normally includes: 

○ The customer’s approach 

○ The customer’s mission/vision 

○ The customer’s hot buttons 

○ A competitive assessment 

○ Win strategies 

○ Win themes 

○ Discriminators 

○ Anticipated actions necessary to win 

2.2. Extend your opportunity/capture plan into a user-friendly 
proposal plan. 

▪ Opportunity/capture plans should evolve into proposal management plans.  

▪ Many bid teams transform the opportunity/capture plan elements into simple, 

easy-to-digest conclusions. They then turn these conclusions into proposal 

headings, complete sections, or section introductions.  

▪ Use a simple checklist to ensure that information has been transferred and state 

why a particular transfer of content wasn’t appropriate. 
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▪ Using consistent tools and templates throughout opportunity/capture plan 

development and the bid process is helpful in providing a consistent approach.  

▪ In an ideal world, the opportunity/capture plan will identify at a minimum: 

○ Customer issues 

○ The customer’s perception of discriminators 

○ Strategic actions, with an emphasis on collecting and monitoring evidence 

that will be required to make a compelling argument to the customer 

○ Draft theme statements 

○ Draft value propositions 

▪ Using the same tools and templates, the bid team should refine these messages 

further and use them to kick-start the writing process. 

▪ The following factors can also help the best elements of the opportunity plan 

make their way into the final proposal: 

○ Ownership of this task by a single identified, empowered individual 

○ Process actions to support this task 

○ Monitoring of these actions 

○ Careful integration of compliance matrices that clearly provide a cross 

reference to where buyer requirements are covered in the proposal, section 

outlines, and drafting 

○ Planning proposal writing efforts in well-defined stages, with regular checks 

against the opportunity plan at each stage 

2.3. Ensure careful maintenance and oversight of your 

opportunity/capture plan. 

▪ The opportunity/capture plan is more likely to be considered the central 

reference point for driving the content of the proposal if: 

○ Team leaders regularly and visibly reference it 

○ Updates are advised (in summary) by email and covered as an agenda item 

at key meetings during proposal production 

▪ All scheduled review teams should use the opportunity/capture plan as a 

reference. 
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▪ Content plan review and final document review teams should also be familiar 

with the win strategy in the opportunity/capture plan and review the proposal 

content against the win strategy. 

▪ Bid teams can ensure key strategy and theme information is appropriately used 

in the proposal in a several different ways, including: 

○ Having a well-defined initial approach to the solution 

○ Creating and reviewing a draft executive summary before the kickoff 

meeting 

○ Creating and using proposal strategy statements to evidence strong 

experience and proof points and to support the win strategies and themes 

○ Mapping the proposal strategy evidence and themes to the chosen response 

planning framework (content plans, etc.) 

○ Highlighting major proposal-wide themes and identifying how they will flow 

down to lower-level, section-specific themes, with reuse library text 

supporting this only at a more detailed level 

○ Tailoring templates early to meet the specific opportunity response 

requirements 

○ Involving management in early-stage reviews to build knowledge and buy-

in 

○ Developing key overarching graphics to reflect themes and strategies, and 

using these as guideposts at appropriate stages of the proposal 

2.4. Create a summary sheet of key information. 

▪ A key information summary sheet, sometimes called a virtual war room summary 

sheet, keeps complex bid on track by matching information from the 

opportunity/capture plan to the subsequent proposal management plan. 

▪ A classic physical bid war room typically contains key information about 

various categories on flip charts and whiteboards. It can easily be updated and 

serve as a constant reminder of big-picture issues. 

▪ A summary sheet has several benefits. It can help overcome virtual team issues. 

It can aid focus. And it can help all team members spot connections more 

readily than a larger-scale war room. 

▪ Typical elements to include in a summary sheet are: 
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○ The buyer’s top wants 

○ Win themes/unique selling points (USPs) 

○ Competitor USPs 

○ Counter USPs (responses to competitor USPs) 

○ Key weaknesses 

○ Top evidence points 

○ Added value 

○ Key innovations 

○ Horizon scans (what the customer may need in the future) 

○ Market context factors 

○ Risks/wild cards 

▪ To get the most out of your summary sheet, you should: 

○ Use a simple design 

○ Use concise text 

○ Disseminate it effectively 

○ Ensure wide ownership and regular use 

▪ The table below is a summary sheet for a hypothetical major sports 

tournament. It shows key information under topic headings in line with the 

preceding principles. Here, the ideas of the panels are lined up horizontally to 

illustrate central issues and responses. 
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BUYER 
WANTS 

COMPETITO
R OFFERS 

OUR WIN 
THEMES 

RISKS/BUYER 
WORRIES 

TOP 
PROOF 
POINTS 

OUR 
INNOVATIONS 

Iconic 

buildings to 
regenerate 
poor areas 

World-

leading 
architects 
(assumed) 

Leading 

architect in 
regeneration 
signed 

Challenging 
construction 
schedule 

Past major 
event 
schedules 

Solar-powered 
bicycle rentals 

Multicultural 
integration 

Recent 
government 
policy 
successes in 
the area 

Success with 
multicultural 
events 

Recent 
intercommunity 
tension 

Past major 

event 
participati
on figures 

“World cafés” at 
every venue 

Serious, yet 
fun 

Carnival-type 
feel (spies tell 
us) 

Mascots, 

bands, street 
theater (a 
tapestry) 

Balance of 
serious/fun is 
hard to achieve 

Worldwid
e success 
of many 
artists 
involved 

Teenage sports 
champions 

Support and 
participation 
from all age 
groups 

Many 
predictable 
partners 
(assumed) 

Partners 
focused on 
youth and 
seniors 

Token efforts? 

Prior 
mobilizati
on 
successes 

Sports heroes to 
try new sports 

Build on best 
practice from 
prior events 

Minor 

practice 
evolution 
(assumed) 

Research of 

past events 
(apply 10 
themes) 

The 
predictable? 

New 
practice 
examples 
from our 
key 
partners 

Retro theme 
throughout 
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3. Key Principle for Organisation 

▪ A great bid team should be able to re-angle a proposal at a late stage due to new 

knowledge or changing customer requirements. 

4. Summary 

▪ To best apply opportunity/capture plans to proposal content, develop key 

intelligence and analysis using consistent and reusable tools, templates and 

formats, such as a key information summary sheet 

▪ Appoint a key proposal team member to take responsibility for updating the 

opportunity/capture plan and ensuring that its contents are applied to the 

proposal 

▪ Ensure that functional reviews support the higher-level aim of expressing key 

ideas, rather than focusing on detail 
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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. 

Phases
Bid 

Decisions
Team 

Reviews
Major 

Outputs

Market 
Identification

Market Entry 
Decision

Market Assessment – An analysis of market potential 
and requirements vs corporate capabilities

● Strategic Plan (Input)
● Market Strategy

Account 
Planning

Opportunity 
Qualification 
Decision

Account Review – Periodic reviews of opportunity 
potential within targeted accounts

● Account Plan

Opportunity 
Assessment

Bid Pursuit 
Decision

Competitor Review – Periodic reviews of opportunity 
potential within targeted accounts

● Competitive 
Assessment

Opportunity 
Planning

Bid / No-Bid 
Decision

Opportunity Plan Review – An assessment of the 
opportunity plan and validation of the win strategy and 
required actions documented in the opportunity plan

● Opportunity Plan
● Pricing Strategy

Proposal 
Planning

Bid 
Validation 
Decision

Proposal Strategy Review – A review of the content  
plan to validate the execution of the bid  strategy for 
writers and verify compliance with customer 
requirements

● Proposal Strategy 
Plan

● Proposal
Responsibility Matrix

Proposal 
Development

Final Review

Final Document Review – A comprehensive review of 
the proposal by independent reviewers who emulate 
the customer’s evaluation team.
Business Case Review / Senior Management Review –
Includes all the internal milestones and approvals 
(internal governance) required to signed off on the 
solution, pricing, and legal requirements.

● Proposal Outline
● Response Matrix
● Style Sheet
● Content Plan
● Proposal Budget
● Executive Summary
● Proposal Plan
● Proposal

Negotiation

Lessons Learned Review – An assessment of the 
proposal development / management process and 
results, conducted after completion of a proposal to 
identify areas for improvement on subsequent 
projects.

● Best and Final Offer 
(BAFO)

Delivery
Project Review – Periodic status reports and 
performance reviews with customer.

● Products and Services

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 : BD Phases 

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 : Decision Point Questions 

 

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 : Team Reviews and Expected Outcomes 

  

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 : Outputs and Contents 

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 

  



 

 

End-to-End Process 50 APMP capture practitioner study guide  

 

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 

1.1. What is an opportunity/capture team ? 

▪ An opportunity/capture team is made up varies by opportunity. 

▪ Team selection depends on the customer’s issues and motivators, your 

competitive position with the customer, the technology, and the individual 

experience with the customer.  

1.2. What is opportunity/capture team selection and management ? 

▪ Opportunity/capture team selection and management are a matter of roles 

rather than position.  

▪ Opportunity/capture teams range from a part-time person to a group of 

exclusively assigned individuals.  

▪ Identify and commit individuals who have the skills, knowledge, availability, 

and interest to fulfill their assigned roles 

▪ Engage opportunity/capture team members with the right skills, knowledge, 

and availability.  

 

2. Best Practices 

2.1. Select a skilled Opportunity/Capture Manager over an 
experienced Technical or Customer Manager. 

▪ The strongest and most successful opportunity/capture plans are based on 

detailed, intimate knowledge and understanding of the customer.  

▪ International opportunity/capture efforts need to be led by someone who is 

very familiar with (or, ideally, native to) the customer’s culture.  

▪ Enhance opportunity/capture skills through training, coaching, and 

job aids. 
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▪ Opportunity/capture skills are paramount when selecting an 

Opportunity/Capture Manager, so distinguish between skills and knowledge. 

▪ Although sales and opportunity/capture professionals must both be persuasive, 

the ideal opportunity/capture professionals usually possess the skills 

summarized in Figure 1: 

ESSENTIAL 
SKILL 

DEMONSTRATION OF SKILL 

Leadership 
Builds a common vision with the internal opportunity/capture 
team, customers, and teaming partners 

Facilitation Initiates and encourages collaborative team discussions 

Strategy 
development 

Builds customer-focused strategies and tactics 

Motivation Creates a winning environment 

Data analysis Turns data into useful intelligence 

Management Keeps the team focused on tasks, schedules, and standards 

Persuasion 
Convinces senior management to commit sufficient skills and 
resources 

Figure 1. Essential Skills for an Opportunity/Capture Manager. Technical knowledge is a plus, but 
it’s not paramount. Assign Opportunity/Capture Managers who can demonstrate or develop these 

essential skills. 
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▪ In addition to direct sales tasks, an Opportunity/Capture Manager manages the 

team’s opportunity/capture activities, including: 

○ Intelligence collection and analysis 

○ Strategy development and implementation 

○ Customer contact and positioning activities 

○ Teaming identification and management 

○ Establishing the price-to-win 

○ Proposal initiation, planning, and review 

○ Solution development, testing, and communication 

○ Post-submittal negotiation and closure 

○ Program initiation, start-up, and extension 

2.2. Define the three core opportunity/capture team roles. 

▪ The core opportunity/capture roles for the opportunity/capture process are: 

○ Opportunity/Capture Manager 

○ Bid Manager 

○ Program or Project Manager 
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POSITION KEY RESPONSIBILITIES 

Opportunity/Capture 
Manager 

▪ Manages the opportunity from the pursuit decision 

through program start-up 

▪ Develops the opportunity/capture plan and strategy 

▪ Gathers and updates intelligence on competitive 

positioning 

▪ Develops and owns the opportunity/capture strategy 

throughout the opportunity lifecycle 

▪ Builds and sustains customer relationships 

▪ Plans and manages the customer interface 

▪ Defines and manages the opportunity/capture budget 

▪ Leads competitive analysis and price-to-win analysis 

and establishes team cost targets 

▪ Oversees transition of opportunity/capture plans into 

the proposal management plan 

▪ Mentors the proposal core team on win strategy and 

solution 

▪ Develops the first draft of the executive summary 

▪ Instigates and schedules gate decisions and reviews 

▪ Supports reviews 

▪ Drives or contributes to gate decisions 

▪ Briefs senior management at gate decisions/milestone 

reviews 

http://bok.apmp.org/glossary/capture-manager/
http://bok.apmp.org/glossary/capture-manager/
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Program or Project 
Manager 

▪ Participates in or guides solution development, 

including technical issues, tradeoff analysis, and 

costing approach 

▪ Positions organization and solution with customer in 

coordination with the Opportunity/Capture Manager 

▪ Develops conceptual program team and management 

approach and resolves program issues 

▪ Leads program planning: defines delivery team 

organization, skills, staffing levels, and timing. WBS: 

program schedule, preliminary teaming, 

subcontracting, and vendor selection 

▪ Supports intelligence collection and analysis, strategy 

development, and implementation 

▪ Validates opportunity/capture and proposal solution 

for practical execution in managing the program 

Bid Manager 

  

▪ Develops the proposal strategy, themes, and 

discriminators that align with the opportunity/capture 

strategy 

▪ Develops and implements the proposal management 

plan 

▪ Focuses on producing a winning document and/or 

presentation 

Figure 2. Refine the Roles and Responsibilities for These Positions for Your Organization. Consider 
the size and market value of the opportunity, as well as the skills of the people. 

 

  

http://bok.apmp.org/glossary/program-manager/
http://bok.apmp.org/glossary/program-manager/
http://bok.apmp.org/glossary/bid-manager/
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2.3. Identify an integrated opportunity/capture team with the 
knowledge, skills, and experience needed to support the 
opportunity. 

▪ Working with the core opportunity/capture team members and selected Senior 

Managers, identify the key resources needed to form an integrated core team 

of functional experts. 

▪ Consider the skills and competence required for each team member, and 

negotiate for the right resources. 

 

Figure 3. Involve Relevant Departments. Opportunity/capture activities are not a solo undertaking. 
Seek broad participation, incorporating relevant departments whose expertise is needed to address 

evolving customer interests or concerns. 
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▪ Train the opportunity/capture team members based on their roles and level of 

experience.  

▪ To be effective, members need to understand their roles and responsibilities 

and develop the skills needed to complete assigned tasks.  

Assign individuals based on their skills 

▪ Typically, the Opportunity/Capture Manager will match appropriately skilled 

staff to the varying demands of opportunity/capture. Criteria may include: 

○ The task-based and behavioral skills need for the opportunity and customer 

○ The level of complexity and risk of the opportunity 

○ The potential revenue value of the opportunity 

○ Individuals’ knowledge of the customer and customer’s domain 

○ The complexity and risk of the response 

▪ Involve your senior leadership sponsor in opportunity-specific training to 

signal the importance of this opportunity/capture effort and foster continued 

member buy-in.  

▪ Training alone is insufficient to develop competent Opportunity/Capture, 

Program, and Bid Managers; they also need coaching and experience.  

▪ Adapt how you train contributors based on their assigned roles and experience.  

▪ Assess contributors’ interpersonal communications and collaboration skills 

before asking them to interact with customers.  

▪ Essential skills may include the following: 

○ Development of effective relationships with customers, teammates, and 

internal workers 

○ Response planning and management 

○ Proposal development, including writing content, illustrating concepts, and 

substantiating benefits 

○ Presentation and/or oral skills 

○ Contract development and negotiation 
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Define training and development plans and track progress against the plans 

▪ Where team members lack the required skill level, develop a training and 

development plan for the individuals and/or the team, focusing on filling the 

skills gaps.  

▪ A typical training and development plan may include the following elements: 

○ Team members and their assigned roles for the opportunity 

○ Critical skills required to perform the role assigned 

○ Analysis of current skills 

○ Analysis of skills needed with a given timeframe 

○ How these skills can be developed 

○ The ability to capture and track the development of individual skills needed 

within the teams 

Provide training and development opportunities 

▪ Various strategies are available for executing a training and development plan.  

▪ In addition, consider how the training and development are structured; these 

may need to be different for those routinely involved in opportunity/capture 

and proposal responses versus individuals engaged occasionally in these 

activities. 

Assess training and development effectiveness 

▪ Having provided training and development opportunities, the 

Opportunity/Capture Manager and/or Bid Manager should review the impact of 

the investment to ensure that the new skills have been acquired and are being 

deployed.  

▪ The ongoing assessment of individual skills and appropriateness for the role 

required is frequently carried out through seeking feedback both from the 

individual and colleagues and by reviewing the output of the task(s) required 

using objective quality measures. 
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2.4. Persuade senior leadership to commit adequate resources. 

▪ Every Opportunity/Capture Manager needs a senior leadership sponsor. If one 

hasn’t emerged naturally, seek and cultivate a sponsor.  

▪ Identify the team and resources needed to capture the opportunity, and 

persuade senior leadership that your request is necessary, appropriate, and 

justifiable.  

▪ Your objective is to position the customer to prefer your organization and 

solution.  

▪ Justify the opportunity/capture budget based on potential revenue, 

profitability, and the win probability. 

▪ Anticipate objections to team assignments and be poised to offer solutions.  

▪ Seek work-arounds such as alternate schedules, parallel schedules, or advisory 

roles. 

▪ Place key individuals from subcontractor organizations into advisory roles for 

adding opportunity/capture resources and reducing the opportunity/capture 

costs, demonstrating to the customer that your subcontractors are as important 

and as qualified as you claim. 

▪ Suggest other sources of funds. Identify synergies with other programs or 

opportunity/capture activities. 
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2.5. Hold a kickoff meeting to begin the opportunity/capture process. 

▪ Hold a capture kickoff meeting to demonstrate senior management support. 

▪ Although all kickoff meetings are motivational, opportunity/capture kickoff 

meetings tend to be more collaborative and smaller than proposal kickoff 

meetings. 

▪ When planning an opportunity/capture kickoff, consider the following points: 

○ Invite key contributors, their immediate managers, and teaming partners if 

your teaming agreement is complete. 

○ Establish a competent, professional tone that inspires confidence in the 

Opportunity/Capture Manager, Program Manager, and Bid Manager. 

○ Ask your senior management sponsor to open the kickoff meeting, validate 

the importance of the opportunity, and state what the win means to the 

participants and their managers. Managers of the team members should 

stay at least until the activity priorities are discussed and agreed on. 

○ Review and clarify roles, authority, and responsibility. 

○ Be realistic about problems and challenges. Be proactive in finding 

solutions, defining actions, and establishing responsibilities. 

○ Collaboratively solve problems. Encourage participants to raise issues and 

recommend solutions. 

○ Include vital contributors virtually if they can’t attend in person. Observe 

the additional ground rules for virtual meetings. 
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▪ An example of a basic opportunity/capture kickoff agenda is shown in Figure 4: 

TIME PERSON TOPIC 

5 minutes Opportunity/Capture Manager Welcome and introductions 

5 minutes Senior Sponsor Review importance and priorities 

10 minutes Opportunity/Capture Manager Overview the opportunity 

5 minutes Opportunity/Capture Manager 
Discuss the process, roles, 
responsibilities, expectations, and 
rewards 

20 minutes Opportunity/Capture Manager 
Review current 
opportunity/capture plan actions 

20 minutes Opportunity/Capture Manager 

Make action assignments and set 
the schedule; overview 
opportunity-specific information 
availability, access guidelines, and 
security arrangements 

Figure 4. Example Opportunity/Capture Kickoff Agenda. Incorporate these topics and approximate 
the time required for each. As the complexity of the opportunity increases, extend the time to 

overview the opportunity, review the opportunity/capture plan, and discuss assignments. 
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2.6. Delegate opportunity/capture actions with clear expectations, 
schedules, target completion dates, and reporting. 

▪ On major opportunity/capture efforts, individual team members, not the 

Opportunity/Capture Manager, complete most tasks.  

▪ On smaller efforts, Opportunity/Capture Managers complete more of the tasks, 

and their role increasingly resembles that of a Sales or Account Manager. 

▪ For each action, define and clarify: 

○ Objective 

○ Assigned individual 

○ Deliverable, charge number, time allocation, and expected outcome 

○ Expected detail 

○ Key issues 

○ Due date 

○ Interim checkpoints or milestones 

○ Linked tasks requiring coordination 

○ Dependent tasks 

▪ Set completion dates for every task and all actions.  

▪ Schedule checkpoints to communicate progress, seek management input, and 

gain management support.  

▪ Update task schedules as the opportunity progresses. 

▪ Synchronize opportunity/capture efforts with the customer’s buying process 

and schedule. 
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2.7. Keep senior management informed and involved, and never 
surprise your management sponsor. 

▪ Opportunity/Capture Managers are an extension of management and are 

expected to keep management informed.  

▪ Follow protocol when addressing sensitive issues. 

▪ Discuss if and how sensitive issues will be addressed in gate reviews or other 

meetings.  

▪ Consider the authority, accessibility, schedule constraints, and individual hot 

buttons of senior management.  

▪ Identify and discuss tasks that will require hands-on management assistance. 

▪ Task Senior Managers to meet with customers and potential teaming partners.  

2.8. Evaluate opportunity/capture success. 

▪ The primary measure of opportunity/capture success is the number and value 

of quality contracts won. Measuring interim success is more difficult. 

▪ Balance the effort to prepare a capture plan, and keep it current. 

▪ Define which elements will be reviewed at each gate review and the expected 

degree of completion of that element. 

3. Summary 

▪ Engage opportunity/capture team members with the right skills, knowledge, 

and availability. 

▪ Provide necessary training and track the progress of the team and individual 

members. 

▪ Keep senior management involved throughout the process and for getting 

needed resources. 

▪ Define which elements will be reviewed at each gate review and the expected 

degree of completion of that element. 
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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 : BD Process Reviews (for matured organisations) 

  

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. 

Phases
Bid 

Decisions
Team 

Reviews
Major 

Outputs

Market 
Identification

Market Entry 
Decision

Market Assessment – An analysis of market potential 
and requirements vs corporate capabilities

● Strategic Plan (Input)
● Market Strategy

Account 
Planning

Opportunity 
Qualification 
Decision

Account Review – Periodic reviews of opportunity 
potential within targeted accounts

● Account Plan

Opportunity 
Assessment

Bid Pursuit 
Decision

Competitor Review – Periodic reviews of opportunity 
potential within targeted accounts

● Competitive 
Assessment

Opportunity 
Planning

Bid / No-Bid 
Decision

Opportunity Plan Review – An assessment of the 
opportunity plan and validation of the win strategy and 
required actions documented in the opportunity plan

● Opportunity Plan
● Pricing Strategy

Proposal 
Planning

Bid 
Validation 
Decision

Proposal Strategy Review – A review of the content  
plan to validate the execution of the bid  strategy for 
writers and verify compliance with customer 
requirements

● Proposal Strategy 
Plan

● Proposal
Responsibility Matrix

Proposal 
Development

Final Review

Final Document Review – A comprehensive review of 
the proposal by independent reviewers who emulate 
the customer’s evaluation team.
Business Case Review / Senior Management Review –
Includes all the internal milestones and approvals 
(internal governance) required to signed off on the 
solution, pricing, and legal requirements.

● Proposal Outline
● Response Matrix
● Style Sheet
● Content Plan
● Proposal Budget
● Executive Summary
● Proposal Plan
● Proposal

Negotiation

Lessons Learned Review – An assessment of the 
proposal development / management process and 
results, conducted after completion of a proposal to 
identify areas for improvement on subsequent 
projects.

● Best and Final Offer 
(BAFO)

Delivery
Project Review – Periodic status reports and 
performance reviews with customer.

● Products and Services
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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? 



 

 

Review Management 73 APMP capture practitioner study guide  

 

○ 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. 

  

Reviewer Attributes 

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 

1.1. What is a business case? 

▪ The business case is first developed during an initial investigation.  

▪ It should provide an outline and be reviewed by the key internal and external 

sponsor(s) and stakeholders before being accepted, revised, or refused.  

▪ The business case should provide the why, what, how, and who necessary for 

the sponsors and stakeholders to decide if it is worthwhile to continue. 

2. Best Practices 

2.1. Business cases should provide a formal summary of all the value 
propositions. 

▪ Value propositions summarize the business case. Perhaps the greatest benefit 

of a value proposition is as a collaborative opportunity/capture tool. You can’t 

build a value proposition without customer participation.  

▪ By collaboratively focusing on the quantified and unquantifiable benefits of 

potential alternative solutions, the customer will come to understand the 

business case for selecting your solution. 

▪ Value propositions establish the quantified value basis for the business 

relationship. Executives, users, and technical buyers have different issues and 

values.  

▪ Prepare different value propositions for each type of buyer and work them into 

your presentations and meetings, based on the customer participants, and into 

your proposals and other customer-targeted documents.  

▪ When you’ve established good early relationships with your customer, the 

Opportunity/Capture Manager may manage the development of a business case 

document that the customer can use for internal approval of the solution. 
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2.2. 2.2 Prepare the business case. 

▪ Preparing the business case involves an objective assessment of: 

○ Business problem or opportunity 

○ Benefits 

○ Risk 

○ Costs, including investment appraisal 

○ Likely technical solutions 

○ Timespan 

○ Impact on operations 

○ Organizational capability to deliver the project outcomes 

▪ These are all important parts of the business case. They express the problems 

with the current situation and demonstrate the benefits of the new business 

vision.  

▪ The business case brings together the benefits, disadvantages, costs, and risks 

of the current situation and future vision so that executive management can 

decide if the project should go ahead. 

2.3. Know when to use a business case. 

▪ A business case is needed when resources or expenditure on a project or 

opportunity has to be justified. Approval is usually sought from the sponsor and 

other interested parties. 

▪ The purpose of the business case is communication. Therefore, each section 

should be written with the intended audience in mind. It should contain only 

enough information to help with decision making.  

▪ When writing a business case, keep the following in mind: 

○ Make sure the document is brief and conveys only the bare essentials 

○ Make it interesting, clear, and concise 

○ Eliminate conjecture and minimize jargon 

○ Describe the future vision 
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○ Demonstrate the value and benefits the project/opportunity brings to the 

business 

○ Keep the number of authors to a minimum to ensure consistent style and 

readability 

▪ All appropriate opportunity/capture team members should contribute to its 

development.  

▪ Those writing the business case should have a thorough understanding of the 

customer’s aims and be able to merge the varied and potentially complex 

solution elements into one document. 

▪ A complete business case outline includes the following four sections: 

1. Executive Summary 

2. Finance 

3. Solution Definition 

4. Delivery and Organization 

▪ This outline can be amended to fit the type, size, and complexity of the business 

case that is required. 

2.3.1 Executive Summary 

▪ The first section of the business case is the executive summary, a short 

summary of the entire business case.  

▪ It should summarize the customer’s vision and business objectives and the 

benefits that can be achieved from the change.  

▪ This can be successfully achieved by linking all of the customer issues to the 

different value propositions that the opportunity/capture team has 

developed collaboratively. 
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Finance 

The finance section of an effective business case is primarily for those who approve 

funding. The finance function will be interested in this plus the first half of the 

project definition. 

Financial Appraisal 

▪ The purpose of a financial appraisal is to: 

○ Identify the financial implications for the solution/opportunity 

○ Compare solution costs against the forecast benefits 

○ Internally, ensure that the project is affordable and that every cost 

associated with the project is considered 

○ Assess value for money by providing a summary of all value propositions 

using graphics and text 

○ Predict cash flow 

Sensitivity Analysis 

▪ Sensitivity analysis concerns risk and looks at alternative futures by measuring 

the impact on solution outcomes or assumptions of changing values in which 

there is uncertainty.  

2.3.2 Solution Definition 

This is the largest part of the business case and aims to answer most of the why, 

what, and how questions about your solution delivery. 

Background Information 

▪ The purpose of this section is to give a clear introduction to the business case 

and expected solution. It should contain a brief overview of the reasons why 

the solution or business change is required. 

Business Objective 

▪ This part describes the business objectives and answers the following 

questions: 

○ What is the customer’s goal? 

○ What is needed to overcome the problem? 

○ How will the solution support the business strategy? 
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Benefits and Limitations 

▪ The benefits and limitations section describes the financial and nonfinancial 

benefits in turn. The purpose is to explain why you need a project—for instance, 

to: 

○ Improve quality 

○ Save costs through efficiencies 

○ Reduce working capital—the difference between current assets and current 

liabilities 

○ Generate revenue 

○ Remain competitive 

○ Improve customer service 

○ Align to corporate strategy 

▪ The business case should also include any limitations, because they present 

potential risks to the project. 

Alternatives and Selection 

▪ Identify the potential solutions to the problem and describe them in enough 

detail for the customer to understand. 

▪ Compare and contrast the proposed solution with competitive alternate 

solutions and recommend the best option. 

▪ When writing an initial business case, you may include a number of 

alternatives in the option appraisal. As the opportunity/capture phase 

continues, the number of options will be refined either by the customer or by 

your own organization 

▪  The final business case for the customer may still contain two options―your 

recommendation and a do-nothing option. It’s often important to remind 

customers what they will not be able to do or achieve if they do not act. 
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Scope, Impact, and Interdependencies 

▪ The scope, impact, and interdependencies section should provide a high-level 

overview of the full scope of the solution and boundaries. 

▪ It should describe what’s included, what’s excluded, and the key customer 

interdependencies.  

▪ It’s important for the business case to consider the failure of other interrelated 

activities and show how such dependencies affect the benefits. 

Outline Plan 

▪ The outline plan provides a summary of the main activities and overall 

timespan―the delivery schedule. 

▪ This outline plan lists the major deliverables and includes a brief description 

and accountabilities for each activity. 

Market and/or Competitive Assessment: Optional for Complex 

Opportunity/Capture Management 

▪ The business case may need to provide a thorough assessment of the business 

context―the market and/or competitive assessment. 

▪ Therefore, the market assessment and/or competitive assessment should show 

a complete understanding of the marketplace and/or competitors in which your 

business operates.  

▪ A good starting point is the inclusion of a PESTLE―political, economic, 

sociological, technological, legal, and environmental―analysis. 

Risk Assessment 

▪ The risk assessment summarizes the significant risks and opportunities and 

how they’re managed. 

▪ The risks included should cover those that could arise from your solution and 

the customer’s ability to deliver change. 

▪ This section answers the following questions: 

○ What risks are involved? 

○ What are the consequences of a risk happening? 

○ What opportunities may emerge? 

○ What plans are in place to deal with the risks? 
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▪ When writing a business case, make sure risk assessment is included, because 

it explains how risk and opportunity will be managed both within your 

organization and for the customer. 

2.3.3 Delivery and Organization 

The delivery approach summarizes how the delivery will be tackled—that is, the 

way in which work will be done to deliver the solution.  

Purchasing Strategy 

▪ This section describes how the customer expects to finance the solution and 

discusses whether decisions to buy, lease, or outsource are required before 

purchasing.  

▪ It should also describe the purchasing process the customer will use.  

Project Organization 

▪ This section of the business case is of most interest to the customer’s Project 

Manager and project team.  

▪ This section describes how the project team(s) will be set up to deliver the 

solution. 

Project Governance 

▪ This section of the business case describes how the project will be structured 

and discusses the different levels of decision making.  

▪ Organizations have established project governance frameworks that support 

their delivery of customer projects through each stage. 

▪ If your organization does not use a structured project management process 

framework, use this section to include: 

○ Roles and responsibilities in the project (the project team and stakeholders) 

○ The project tolerances 

○ Any standards that the project should consider 

○ Review points 

○ How decisions are made 

 

  



 

 

Developing a Business Case 90 APMP capture practitioner study guide  

 

Progress Reporting 

▪ Finally, the business case should define how project progress will be recorded 

and how the project board will be updated on performance.  

▪ This is achieved by preparing concise progress reports or highlight reports at 

regular intervals. 

 

2.4. Manage the business case. 

▪ The completed business case provides a structure for the project and project 

organization throughout the project lifecycle.  

▪ The project sponsor and project board should review and update the business 

case at key stages to check that the project remains viable and the reasons for 

doing it are still valid.  

▪ Ideally, the review should take place before the beginning of a new stage to 

avoid unnecessary investment in time and money. 
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3. Summary 

▪ The Opportunity/Capture Manager is responsible for ensuring that an internal 

business case for the opportunity is developed and signed off on by appropriate 

stakeholders. 

▪ The entire opportunity/capture team should play a part in helping the customer 

write their business case for the solution. 

▪ A business case built collaboratively with the customer evolves over time. 

▪ A business case should be concise and to the point. For small projects, it may 

run a few pages. For larger projects and complex business change endeavors, 

the document will be large. 

▪ Keep the intended audience in mind when preparing each section, and include 

supporting information in an appendix. For instance, the option appraisal 

section may summarize each option, with the details contained elsewhere for 

reference. 

▪ The purpose of a business case is to outline the business rationale for 

undertaking a project and to provide a means to continually assess and evaluate 

project progress. 
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1. Introduction 

1.1. What is Proposal Budget? 

▪ After a company establishes an overall bid and proposal (B&P) budget, it 

allocates specific proposal budgets to support each B&P effort. 

▪ The cost or resources required to complete a proposal.  

▪ Elements of the budget will vary by organization and industry.  

▪ The budget may include the entire cost of winning the bid or only the cost of 

developing the proposal. 

▪ The biggest part of any budget is labor, including all members involved in the 

process. 

 

2. Best Practices 

2.1. Understand how bid and proposal funds are assigned and 
tracked. 

▪ Bid Managers may work with company executives to set realistic budgets for 

each B&P.  

▪ Organizational budgets are set and managers are expected to allocate funds 

appropriately between opportunities to stay within the prescribed budget.  

▪ The Bid Manager or Proposal Manager monitors proposal expenditure in 

comparison to the budget and is accountable to company executives. 

▪ The amount budgeted for each bid is usually based on the bid’s importance to 

the company’s growth strategy or its desire to retain an incumbent contract.  

▪ Funds should be allocated to projects based on likelihood of return. 

▪ Development of a capability for tracking and understanding B&P investments 

is one measure of an organization’s business development maturity. 

▪ Executives allocate funds for proposals based on their importance to the 

company. They consider whether the bid is for a current contract or is of 

strategic importance. They also consider the risk of winning the bid and 

conducting the work after the bid is won. 
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2.2. Collect data to build a budget. 

▪ Before building budgets (either annual or project based), collect information 

to provide the most accurate estimate of how much money it will take to 

conduct business development activities.  

▪ Use historical expense records and receipts to determine how you spent 

money in the past to pursue a bid and write, review, and produce a proposal.  

▪ Use this information to estimate the level of effort needed to pursue, write, 

and produce your bid and other direct costs like travel, products, and supplies. 

▪ Possible categories of budget items will vary based on accounting conventions, 

cost recovery strategies, centralization or decentralization, and policy on 

billing for services.  

▪ Possible budget tracking areas include: 

➢ Personnel (including benefits and other loadings) 

✓ Business Developers 

✓ Contracts Manager 

✓ Pricing Analyst 

✓ Opportunity/Capture Manager 

✓ Bid Manager 

✓ Proposal Manager 

✓ SMEs 

✓ Writers 

✓ Reviewers 

✓ Graphic Artists 

✓ Production Specialists 

✓ Executive overhead 
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➢ Automation tools 

✓ Software 

✓ Licenses 

➢ Travel 

✓ Flight/car 

✓ Hotel 

➢ Meals 

✓ Temporary duty (meals away from home) 

✓ Kickoff meeting 

✓ Reviews 

➢ Supplies 

✓ Normal paper for draft copies 

✓ Premium paper for final copies 

✓ Ink, tabs, binders, and CDs 

✓ Copier rental 

➢ Facility charge-back 
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2.3. Use a consistent, repeatable approach to build and manage 
budgets. 

▪ Use the budget template to record your potential B&P expenses.  

▪ An important part of any proposal budget is risk, because most B&P expenses 

are variable.  

▪ Reserve at least 10 percent of your budget to address unforeseen factors.  

▪ After creating a budget, develop a plan to define how and when you will 

spend the budgeted funds. 

2.4. Analyze expenditures to increase budget accuracy over time.  

▪ Monitor the level of effort expended and costs incurred in comparison to 

proposal milestones daily to ensure that the proposal stays on schedule and 

within budget. 

▪ Improve the accuracy of your budgets by maintaining performance metrics 

and a record of budgeted versus actual expenses.  

▪ Use this information to refine the level of effort and other direct costs. 

2.5. Use best practices to reduce expenses and increase ROI. 

▪ Use of business development best practices provides a real opportunity to 

reduce B&P expenses and increase ROI.  

▪ The following table provides guidance on how application of business 

development best practices improves your win capabilities and increases your 

ROI on business development investments. 
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BEST PRACTICE AREAS 

FOR SAVINGS 
DESCRIPTION 

Pipeline Development 
Making informed decisions early has the biggest impact on cost 

savings. 

  

➢ Actively manage a balanced portfolio of bid 12–18 months 

out based on customer/product familiarity, ROI, schedule, 

resources, and win probability 

  
➢ Implement decision gates to qualify opportunities at least 

monthly 

Opportunity/Capture 
Management 

Incomplete opportunity/capture management pushes costs into 

the proposal development phase, resulting in much higher B&P 
costs. 

  ➢ Define your win strategy 

  ➢ Develop price-to-win 

  ➢ Develop a technical solution 

  ➢ Nail down your teaming partners 

  ➢ Define key features and benefits 

Teaming Partner 

Identification 

Costs increase when a teaming partner drops out any time after 

the solicitation is released. 

  ➢ Maintain a process for pre-qualifying partners 

  
➢ Maintain a reliable group of partners in your market 

segment 
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➢ Maintain updated information about your partners, 

including past performance summaries, to reduce data call 

costs 

Competitive Intelligence 
Implement the key practices for competitive research, analysis, 
and action. 

  ➢ Base decisions on evidence 

  
➢ Identify top competitors for all business lines/major 

pursuits 

  

➢ Perform competitor research beyond website and Google 

searches, such as top backlinks, event sponsorships, and 

LinkedIn, Twitter, and keyword searches 

  
➢ Develop and continuously reuse/update competitor profiles 

and SWOT analysis 

Knowledge Management 

Leveraging existing boilerplate, resumes, company factoids, 

and past performance references is one of the easiest ways to 
reduce proposal costs. 

  ➢ Maintain resume database 

  ➢ Maintain past performance database 

  

➢ Harvest and maintain customizable reusable content, 

especially in areas such as management controls, employee 

skills, transition planning, cost controls, quality, and 

security 

  
➢ Gather and update company awards, certifications, and 

facts quarterly 
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Tools and Training Ensure your organization has a budget for tools and training. 

  
➢ Develop a business case indicating how tools and training 

provide a positive ROI 

  
➢ Develop an annual training plan for your team tied to 

individual career development plans 

Writing and Editing 
More than half of B&P costs are spent on writing and editing. 
Reduce costs by planning before you write. 

  
➢ Conduct rigorous content planning and reviewing for 

approval 

  
➢ Before writing, communicate the solution, features, 

benefits, discriminators, and win themes 

  
➢ Identify in advance appropriate customizable reusable 

content 

  
➢ Customize past performance and resumes from a 

knowledge base 

  ➢ Provide writers with clear instructions and a style guide 

  ➢ Work with professional editors to edit the copy 

Proposal Reviews Conduct reviews as efficiently as possible. 

  
➢ Develop a score sheet template based on how evaluators 

score 

  ➢ Assign reviewers a specific role 
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  ➢ Ensure that reviewers are prepared 

  ➢ Perform iterative (Agile) reviews 

  
➢ Give specific instructions for assignments and actionable 

comments 

DTP/Graphics/Production 
Up to 20 percent of the proposal budget is spent on desktop 

publishing, graphics, and production. 

  ➢ Develop a proposal template that is easy to use 

  
➢ If necessary, provide a graphic artist to work with writers to 

translate ideas into graphics that show benefits 

  ➢ Develop a library of reusable templates and graphics 

  
➢ Develop a production plan soon after the kickoff meeting to 

leverage scheduling and avoid overtime 

Teaming Partner 

Management 

Implement a plan to ensure that your partners efficiently 
deliver the material needed to generate a winning proposal—
and hold them to the plan. 

  
➢ Set expectations by spelling out requirements and deadlines 

in a teaming agreement 

  
➢ Insist on consistent participants at all meetings to reduce 

the learning curve 

  
➢ Train partners in your collaboration tools and proposal 

templates 
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Lessons Learned 
Avoid repeating the same mistakes and then expecting 

different results. 

  
➢ Complete the lessons learned review immediately after 

submission 

  ➢ Actively pursue customer debriefs 

  ➢ Commit to continuous process improvement 

  ➢ Define metrics and measure performance 

  ➢ Continuously solicit feedback 

  ➢ Perform root cause analysis of problems 
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3. Key Principles for Organizational Success  

▪ Budgeting responsibilities vary according to the level of seniority, 

responsibility, and accountability assigned to a proposal professional. 

▪  The budget’s scope and complexity vary between large and small 

engagements. Large, complex bid require a work breakdown structure (WBS) 

that aligns the schedule, resources, and milestones. 

▪ Proposal professionals are challenged to do more with less and increase 

productivity, which is reflected in leaner B&P budgets and requests for 

increased tracking and reporting. 

 

4. Summary 

▪ Companies can optimize their resources to win more bid by planning, 

tracking, and managing budgets 

▪ Budgets are developed based on a bid’s strategic importance to a company 

▪ Organizations should set up processes for collecting reliable budget data, plan 

for unforeseen expenses and known constraints, and use lessons learned, 

expenditure records, and metrics to increase budget accuracy 

▪ The qualification phase can have the biggest impact on cost savings; make 

informed decisions concerning whether to pursue new opportunities 

▪ Work not completed during the opportunity/capture phase drives costs into 

the proposal phase. It also has the potential to inflate costs many times over 

through multiple rewrites. 

▪ After the RFP drops, obtain executive approval for an outline, dedicate time to 

communicating your solution to writers, and develop a writing plan 

▪ Dedicate part of the budget to post-submission activities; capture lessons 

learned and implement continuous improvement 

▪ The more you enforce best practices on each bid, the shorter the learning 

curve will be for the next effort 
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1. Introduction 

1.1. Why should you develop solution cost? 

▪ Costing requirements vary by market and are unique to every organization.  

▪ In government markets with one customer and few sellers, sellers might be 

required to base their prices on a defined set of costing rules plus an allowable 

profit margin. 

▪ In proposals to governments, costs often must be disclosed, profit margins 

must follow prescribed guidelines, assumptions and rationales will be 

questioned, and the final price will typically be negotiated. 

▪ Most sellers say that customers in their market select the solution with the 

lowest price, whereas most customers say that they seldom select the solution 

with the lowest price.  

▪ The reality is that most customers try to select the best value solution within 

their budget. 

2. Best Practices 

2.1. Differentiate cost, price, and value 

▪ Understand the definitions: 

○ Cost is what it costs you to deliver the solution—not the cost to the 
customer 

○ Price is what you charge for a product or service 

○ Value is your customer’s perception of what the product or service is worth 
based on what it will deliver to their business 

▪ Added value is the difference between the customer’s perception of the total 

value of the solution and what it costs them to fully implement the solution. 

▪ Other less-tangible factors influence the buying decision, contributing to the 

customer’s perception of value.  
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2.2. Develop should costs or target costs early 

▪ Early in the opportunity/capture phase, try to understand the approximate 

cost of the customer’s needs and the potential budget to eliminate their 

problem.  

▪ Avoid giving your initial solution development and costing team a broad 

description of the customer’s requirements with a target cost.  

▪ Work with the customer to objectively rationalize the costs as the 

requirements become defined. 

▪ Develop your should cost using top-down and bottom-up approaches until 

they converge. 

▪ Alternative approaches to costing and their advantages and disadvantages are 

summarized in the table below: 

Approach Advantages Disadvantages 

Research: Collect 
information on customer 
budget and program 
funding 

Rough target for bid price 
can be developed by 
deleting customer 
administrative costs from 
funding 

Does not consider 
competitive approaches; 
funding estimates typically 
are based on outdated 
historical data and poor 
understanding of the 
solution 

Expert 
judgment: Consult with 
one or more experts 

Little or no historical data 
needed; good for new or 
unique projects 

Experts tend to be biased; 
knowledge level can be 
questionable 

Parametric 
models: Use design 
parameters and 
mathematical algorithms 

Fast and easy to use; useful 
early in the program; 
objective and repeatable; 
often used by customer 
early in funding 
development 

Can be inaccurate if not 
properly calibrated and 
validated; expensive to 
maintain models; 
historical data used for 
calibration may not be 
valid for new project 
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Analogy 
techniques: Examine 
competitor history and 
technology to determine 
the likely offering 

Based on actual 
experience 

Often, no truly similar 
program exists; not used 
alone; better used to check 
estimates 

Bottom-up 

techniques: Total up 
unit costs to determine 
cost, effort, and margin 

Provides a detailed basis 
for cost estimating; 
promotes individual 
accountability; useful 
mainly for cost tracking 
after award 

Time and cost intensive; 
sometimes results in 
double dipping on 
estimates and usually 
results in higher costs; 
historical data not always 
available to support 
estimates; may not capture 
costs of integration; 
focuses on individual 
requirements, not the 
overall program 

Top-down 
techniques: Base unit 
costs on customer budget 
and historical data 

Begins with the customer 
budget information and 
results in customer-
focused solution; helps 
enforce traceability 
between cost and 
technical; uses historical 
actuals 

Requires good information 
on customer and 
competition; requires 
significant amount of work 
and adherence to a pricing 
process; often is 
erroneously based on 
conjecture rather than 
supported with validated 
information 

Figure 1. Organizations Tend to Select Costing Approaches Based on Traditional Methods, History, 
or Convenience. If alternative approaches converge on a common cost, confidence increases. 

Consider the customer’s views; customers seriously question estimates based on expert judgment.  
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2.3. Define a costing strategy that supports your sales strategy.  

 

▪ A sales strategy that emphasizes the seller’s efficiency and productivity is 

inconsistent with a high cost.  

▪ When technical and cost teams are physically separate without an agreed-

upon costing strategy, the solution is usually technically superior and high 

cost. 

▪ First, influence—or at least determine—whether the customer is seeking: 

○ Lowest total added value 

○ Maximum technical performance 

○ Market image 

○ Minimum acquisition cost 

○ Total cost of ownership 

▪ Next, determine competitors’ probable approaches. Finally, adopt a 

discriminating position aligned with the customer’s needs. 

○ Develop your solution based on what the customer values 

○ Add low-cost features that the customer values highly 

○ Eliminate costly features that the customer does not value 

▪ Try to persuade the customer to require a solution that is better matched to 

your capabilities than to those of your competitors.  

▪ The key is influencing the bid request early. Your aim is to establish 

requirements that are expensive for your competitors to meet. 

▪ Persuade the customer to value your discriminators.  

▪ Do all you can to influence the requirements favorably.  

▪ Brainstorm ways to reduce your cost by asking the following questions: 

○ How can we reduce management layers? 

○ Can we increase management’s span of control? 

○ Where should we place people within grades? 
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2.4. Base your cost-estimating rationale on the assumption that 
nothing is new—everything has been done before. 

▪ Many customer cost analysts assume everything has been done before. Base 

your estimating rationale on the same assumption. 

▪ Break down the project until you can identify subtasks that are similar to 

subtasks from prior projects. 

2.5. Prepare or tailor written estimating guidelines for each 

opportunity.  

▪ Unique complex programs require new estimating guidelines for each 

opportunity. 

▪ For services or products that are similar from opportunity to opportunity, 

consider whether your current guidelines need tailoring. 

▪ Estimating guidelines cover the following types of assumptions: 

○ Program schedule and milestones to determine when costs occur 

○ Work Breakdown Structure (WBS) to indicate what work will be done by 
which cost centers 

○ A make-versus-buy subcontracting determination 

○ A Statement of Work (SOW) and WBS dictionary to define the services and 
products to be delivered 

○ Relevant financial ground rules regarding escalation, facility capitalization, 
work facilities and locations, direct labor and overhead rates, and 
preapproved rates 

○ A deliverables list, including all hardware, services, and data 

○ The level at which costs will be estimated, disclosed, and reported, if 
required 

▪ Estimating guidelines should be written for the following reasons: 

○ Only written guidelines are auditable and defensible, both externally and 
internally 

○ Estimators working in teams must be consistent 

○ When costs must be disclosed, include the ground rules in the cost volume 
introduction to increase your credibility 
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○ Partners, vendors, and subcontractors need guidelines to give accurate and 
competitive estimates 

○ Written guidelines reduce both schedule and cost risk 

2.6. Minimize negotiated price decreases by using the most credible 
rationale.  

▪ Government procurement officials typically require full disclosure of all task 

and activity descriptions, cost estimates, and rationale.  

▪ The soundness of the rationale determines their subsequent price-negotiating 

position.  

▪ A poor rationale leads to requests for larger price decreases during 

negotiation. 

 

3. Summary 

▪ Plan activities early in the opportunity/capture phase to work with the 

customer to establish their requirements—and, if they have one budget, 

develop a realistic target cost.  

▪ Keep the target cost under constant review when helping the customer 

develop a budget for the opportunity.  

▪ Continually and clearly differentiate between cost, price, and value with the 

customer and with the solution team.  

▪ Manage the development of a cost strategy that is aligned to and supports the 

win strategy.  

▪ Prepare estimating guidelines for each opportunity.  

▪ Develop a firm and objective rationale for your cost estimates to reduce 

requests to lower the price during negotiation. 
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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 

1.1. Why should you engage the Program Manager during the 
Opportunity/Capture Process ? 

▪ The Program Manager must have input into the opportunity/capture strategy 

and will help validate past performance, management, and technical solutions. 

▪ Customers regard the Program Manager as a key position, even when not stated 

in the bid request.  

▪ When the named Program Manager isn’t available, seek an experienced (if 

temporary) replacement rather than asking the Opportunity/Capture Manager 

to fill that role. The skills required of the Opportunity/Capture and Program 

Managers differ. 

▪ Persuade the customer that the named Program Manager is actively involved 

in solution development, is the ideal person for the position, and is personally 

committed to manage and deliver the program. 

 

2. Best Practices 

2.1. Develop the opportunity/capture strategy collaboratively with the 

Program Manager 

▪ The initial draft opportunity/capture plan requires extensive input from the 

Program Manager on the solution, potential risks, and incumbency issues. 

▪ The Program Manager is best positioned to identify the cost and potential risks 

to the solution schedule. 

▪ Incumbency is a major consideration, given the industry consensus that 

incumbents win 60 to 80 percent of recompetes.  
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▪ Incumbency relates closely to relevant experience and past performance. The 

most relevant experience and performance data in order are: 

○ Performance on the current program 

○ Performance on other programs with this customer 

○ Performance on similar programs involving key individuals who will be 

named for this program 

○ Performance on similar programs 

▪ The Program Manager should be in the best position to identify which programs 

are most relevant and obtain quantitive performance data. 

2.2. Showcase the Program Manager with the customer 

▪ Introduce key program personnel early and repeatedly in the 

opportunity/capture process by assigning them a prominent role in 

presentations to customers, bidders’ conferences, site visits, and industry day 

events.   

▪ Convince customer personnel that your key program personnel, starting with 

the Program Manager, are capable and compatible. 

▪ Prepare, rehearse, and coach program personnel to listen attentively, interact 

professionally, and present confidently. 

▪ Identify who likes or dislikes the Program Manager, assess the reasons why, 

and plan actions to reinforce or mitigate those perceptions. 

▪ Ask customers who they would like to see managing this contract, and then find 

a way to commit that person to the contract. 

2.3. Delegate select tasks to the Program Manager 

▪ Ideally, the Program Manager will build the solution collaboratively with key 

individuals in the customer’s organization and solution experts in the 

manager’s own and teaming organizations. 

▪ Include your Program Manager in make/buy teaming and workshare 

discussions, especially on programs with significant service components. 
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▪ When delivering services, the Program Manager must understand the roles and 

requirements for every key position and the number of people required.  

▪ Assign the Program Manager the following tasks: 

▪ When you’re attempting to unseat an incumbent 

○ Identify and assess the roles and responsibilities within the incumbent team 

○ Assess any additional roles and responsibilities required for the new 

contract 

○ Identify internal staff with the right skills and knowledge for each role 

○ Prepare to recruit remaining vacancies 

▪ When you’re the incumbent 

○ Evaluate the customer’s opinion of key individuals 

○ Determine who will be retained and in what position 

○ Recruit replacements and new personnel if necessary 

○ Secure new hires’ commitment to accept positions if offered 

▪ When the program is new 

○ Identify and assess availability of internal resources 

○ Develop a recruiting plan if necessary 

○ Determine recruits’ availability and cost 

○ Secure recruits’ commitment to accept positions if offered 

▪ Additionally, confirm that your Program Manager understands how to manage 

labor rates and labor categories to prepare a competitive management and 

service delivery solution. 

▪ Ask the Program Manager to help define assumptions, test rationale, and supply 

current data.  

▪ Use price-to-win data and competitive analysis to improve or revise your 

assumptions, solution, and pricing approach. 
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2.4. Include the Program Manager in teaming discussions 

▪ The Program Manager will manage the winning team, so include them in 

teaming partner selection and contracting.  

▪ Determine each organization’s role and financial responsibility in 

opportunity/capture management, proposal preparation, and post-submittal 

and mobilization activities. 

▪ Separate the workshare and program management decision.  

▪ The organization with the best program management capability from the 

customer’s perspective should manage the program.  

2.5. Ask the Program Manager to present the baseline solution at the 
proposal kickoff meeting 

▪ As the owner of the solution, ask the Program Manager to demonstrate 

ownership and understanding by presenting the baseline solution at the 

proposal kickoff meeting. 

2.6. Keep the entire solution aligned with your evolving strategy 

▪ As the individual with the best overall understanding of the solution, the 

Program Manager should monitor the teams that are developing the entire 

solution, management approach, technical solution, past performance, and 

pricing.  

▪ Instruct the Program Manager to keep the strategy and solution details aligned. 

▪ Ask your Program Manager to help maintain this position by assuming the 

following tasks: 

○ Explain and justify your capability price position to all contributors. 

○ Review your management, technical, and pricing position regularly with 

leads from each group. Ask each lead to discuss solution refinements and 

changes. 
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2.7. Impose a solution freeze 

▪ Determine who has the authority to freeze the solution, set the date, and make 

it happen.  

▪ In general, an early solution freeze will lead to a superior proposal with an 

adequate solution.  

▪ A late solution freeze will result in a poorly written proposal, wherein 

evaluators find it much harder to understand the solution and reduce your 

evaluation score. 

▪ A late solution freeze will stress the pricing team because the pricing must be 

adjusted every time the solution changes. 

2.8. Formally transition program responsibility from the 
Opportunity/Capture Manager to the Program Manager. 

▪ The formal transition point is at contract signing, when the customer becomes 

a new or renewed customer. 

▪ Opportunity/Capture Managers are often asked to manage multiple 

opportunities so the Program Manager might formally assume responsibility to 

manage ongoing, post-submittal activities that largely focus on contracting 

details.  

▪ When bidding as an incumbent, the Program Manager is already in place and 

is best positioned to handle post-submittal activity. 

▪ For new contracts, make the transition a formal event that includes key 

customer representatives.  
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2.9. Increase the contract during delivery by identifying, positioning, 
proposing, and closing additional tasks. 

▪ In addition to managing the quality delivery of contracted services, ask 

Program Managers to grow the contract by identifying, positioning, proposing, 

and closing additional tasks.  

▪ The motivations of customers for this are mixed: 

○ The original budget was knowingly insufficient, and they’re seeking or have 

secured additional funding 

○ The budget has been reduced, forcing a scope change 

○ Requirements as written were incorrect or incomplete 

○ Improved technology or methods are now available, newly identified, 

feasible, or accepted 

○ Objectives, issues, and requirements have changed 

○ The in-place contracting vehicle is the easiest way to purchase 

▪ Program Managers are in a unique position with unfettered access to the 

customer organization.  

▪ Program Managers and their contracting team are in the ideal position to 

identify entirely new opportunities in the customer organization.  

▪ Ask Program Managers to devote a small portion of each internal program 

management meeting to discuss potential new business opportunities. 

 

3. Summary 

▪ Engage program management after the pursuit gate decision has been made. 

▪ Early engagement of the Program Manager allows time to introduce the 

individual to the customer and influence the stakeholders to prefer your 

Program Manager and approach. 

▪ Let the Program Manager drive the solution development, risks, assumptions, 

and costs, but make sure it stays aligned to the strategy. 

▪  Agree on a date early to freeze the solution and stick to it. 
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1. Introduction 

1.1. What is Risk Management? 

▪ It is the strategy for managing and mitigating the risks (e.g., technical, 

financial, and schedule) inherent in a proposal bid.  

▪ The underlying assumptions are that every offer entails risk and that risk can 

be contained or reduced with appropriate management. 

 

1.2. What is Internal Risk? 

▪ Internal risk is the risk associated with producing an offer in response to the 

bid request requirements. 

 

1.3. What is Internal Risk Management? 

▪ Internal risk management is the Bid or Proposal Manager’s strategy for 

managing or constraining the risks inherent in preparing an offer.  

▪ Identify how internal concerns or gaps will be managed in the proposal 

management plan. 

▪ It’s the Bid or Proposal Manager’s responsibility to understand what degree of 

risk is acceptable to his or her organization and to prepare mitigation 

strategies accordingly. 

2. Best Practices 

2.1. Recognize all aspects of internal risk. 

▪ Recognizing risk involves evaluating the organization and the proposal team’s 

abilities to deliver the offer to the necessary quality standards on time and 

within budget.  

▪ Common areas to consider are as follows: 

○ People. Do you have enough of the right people available at the right 
times? 
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○ Resources and Tools. Do you have all the technology and facilities that 
you need to deliver the offer? 

○ Lessons Learned. What went right and what went wrong in the process of 
developing previous offers of this kind? Are you applying those lessons 
learned to this proposal development? 

2.2. Develop a mitigation strategy to address internal risk. 

▪ Developing a risk management strategy is a key part of overall proposal 

strategy development.  

▪ Develop alternative, backup, or parallel procedures to monitor whether your 

risk mitigation strategy is to accept, mitigate, transfer, or avoid risk.  

▪ Situations in which each mitigation strategy might be adopted are described in 

the following section. 

Mitigation Strategies 

Accept a risk if: 

○ Its risk of occurrence is low 

○ The consequences of the risk are relatively insignificant 

○ You cannot mitigate it and are forced to accept it 

 

Mitigate a risk if you are able to limit its impact (now or later) by: 

○ Changing the way you planned to develop the offer 

○ Putting effort toward reducing the likelihood of the risk occurring 

○ Investing in measures that reduce the risk 

 

Transfer a risk to another party (inside or outside of your organization) to 
manage to reduce its impact. Risk can typically be transferred to: 

○ Teaming partners, with their full knowledge and agreement 

○ Suppliers, with their full knowledge and agreement 

○ Another part of your organization 

 

Avoid a risk by removing the threat, typically through: 

○ Changing the way you planned to develop the offer 
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○ Putting effort toward eliminating the likelihood of the risk occurring 

○ Investing in measures that remove the risk 

▪ Identify the areas of greatest risk to the proposal development process and 

then record your risk management approach in the proposal management 

plan.  

▪ An example of a risk management table is shown in Figure 1. 

Serial no. Risk title 
Probability 
of 
occurrence 

Impact 
Indicators 
and/or 
measures 

Action or 
mitigation 

Owner Status 

… … … … … … … … 

… … … … … … … … 

… … … … … … … … 

Figure 1. Place a Risk Management Matrix in the Proposal Management Plan. Include a matrix that 
summarizes the major risks and assesses the risk both with and without your mitigation approach. 

▪ Identify and define all relevant risks with an explanation of how the risk will 

be managed, including designating an owner.  

▪ Cite clear decision points tied to your proposed approach, as well as 

alternative, backup, or parallel approaches. 

3. Key Principles for Organizational Success  

▪ Never be reluctant to address risk. Customers know every offer entails risk, so 

best practice is to explicitly discuss how the risk in your offer will be 

managed.  

4. Summary 

▪ Recognize all aspects of internal risk. 

▪ Develop a risk mitigation strategy to address internal risk. 

▪ Address risk management in your Proposal Management Plan. 
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1. Introduction 

1.1. What is Risk Management? 

▪ It is the strategy for managing and mitigating the risks (e.g., technical, 

financial, and schedule) inherent in a proposal bid.  

▪ The underlying assumptions are that every offer entails risk and that risk can 

be contained or reduced with appropriate management. 

 

1.2. What is External Risk Management? 

▪ External risk management is the bidders’ strategy for managing or 

constraining the risks inherent in a proposed approach or offer. 

▪ Proposal teams often struggle to demonstrate how their solution offers the 

least risk. Most customers recognize that superior value justifies increased 

risk. 

▪  The key is to understand what degree of risk is acceptable to each customer. 

2. Best Practices 

2.1. Recognize all aspects of external risk. 

▪ Evaluators normally focus on risk in two evaluation criteria item: 

○ Proposal Risk  

○ Performance Risk. 

▪ Proposal risk is associated with a bidder’s proposed approach to meeting the 

bid request requirements. Proposal risk includes both your technical and 

management approach. 

▪ Performance risk is how customers evaluate the bidders’ ability to perform 

based on relevant present and past performance. Evaluators consider the data 

included in your proposal and data gathered independently.  
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▪ Evaluators assess several factors such as: 

○ Whether the experience cited is relevant 

○ The results 

○ Lessons learned that may reduce risk on future contracts 

2.2. Develop a mitigation strategy to address external risk. 

▪ Developing a risk management strategy is a key part of overall proposal 

strategy development.  

▪ Use the same strategic approach to: 

○ Emphasize strengths 

○ Mitigate weaknesses 

○ Neutralize your competitors’ strengths 

○ Highlight your competitors’ weaknesses 

▪ For ethical reasons, do all of this without mentioning your competitors by 

name. 

2.3. When appropriate, address risk management in your executive 
summary. 

▪ Risk is often a discriminator and can be an effective way to ghost competitors.  

▪ Identify the areas of greatest risk and then briefly discuss your risk 

management approach in the executive summary.  

▪ Address the top concerns in one or two short paragraphs, as shown in the 

following example: 

Software development projects have been notoriously difficult to estimate 

correctly and to deliver on schedule. Acme Software has developed sophisticated 

and detailed metrics from all of its software development projects since 1989, 

enabling us to significantly reduce performance risk. Our specific management 

approach is discussed in detail in section 3.2 Software Management Approach. 
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▪ If competitors do not discuss risk, evaluators may assume they do not 

understand the problem. Your discussion must be credible, or it could 

backfire. 

▪ Another best practice is to support your risk management plan with a chart 

similar to Figure 1. 

Risk Area 
Risk 

Assessment 
Impact with our 

Management Approach 
Summary of 

Approach 
Ref in 

Proposal 

Key personnel 

not available 
Medium Low 

All positions 

filled and back-

ups identified 

4.5 

Limited 

construction 

area onsite 

High Low 

Use modular 

design, construct 

modules offsite, 

then assemble 

onsite 

2.3 

Fig 1. Risk Management Matrix. A brief risk management matrix summarizes the major risks. 

▪ Consider supporting a short risk management discussion with a matrix that 

summarizes the major risks and assesses the risk both with and without your 

mitigation approach.  

▪ If space permits, add columns to summarize your approach and indicate 

where your approach is discussed in the proposal. 
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2.4. Analyze and discuss risk and risk management similarly in each 
proposal section. 

▪ Evaluators look for an established proven risk management process to 

identify, assess, track, and manage or mitigate risk associated with your 

solution. 

▪ Increase the credibility of risk discussions and cut writing time by following a 

consistent process to analyze risk and draft your response. 

Risk Analysis Procedure 

○ Identify all risk areas 

○ Assess the risk (low, medium or high) on a defined scale 

○ Prioritize each risk according to its potential impact on the solution, 
schedule, or cost 

○ Determine and analyze the causes (not the symptoms) of risk 

▪ Develop alternative, backup, or parallel procedures to monitor whether your 

risk management strategy is to accept, mitigate, transfer or avoid the risk. 

▪ Assess the modified risk against your proposed risk management approach, 

considering how changes could impact other aspects of your solution.  

▪ Draft your risk management story in a similar style in each major proposal 

section following the writing procedure described below. 

Writing Procedure 

▪ Introduce each risk management section with a theme statement, a section 

summary, and a preview or introduction. 

▪ Consider including a more detailed form of the risk management matrix. 

▪ Identify and define all relevant risks with an explanation of how the risk will 

be managed.  

▪ Cite clear decision points tied to your proposed approach, as well as your 

alternative, backup, or parallel approaches.  

▪ Demonstrate your ability to manage risk by citing experience, independent 

research, or trade studies. 
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2.5. Regularly review your risk management strategy. 

▪ The risk management strategy should be kept under regular internal review 

as it is an inherent part of the solution offer.  

▪ There should be a separate review of the risk management strategy as it 

evolves for the opportunity should also inform the internal decision gates, 

business case reviews, and final approval. 

 

3. Key Principles for Organizational Success  

▪ Never be reluctant to address risk. Customers know every offer entails risk, so 

best practice is to explicitly discuss how the risk in your offer will be 

managed.  

 

4. Summary 

▪ Recognize all aspects of external risk. 

▪ Develop a risk mitigation strategy to address external risk. 

▪ When appropriate, address risk management in your executive summary. 

▪ Address the top concerns in one or two short paragraphs. 

▪ If competitors do not discuss risk, evaluators may assume they do not 

understand the problem. 

▪ Your discussion of risk must be credible, or it could backfire. 

▪ Analyze and discuss risk and risk management similarly in each proposal 

section. 

▪ Regularly review your Risk Management Strategy. 
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1. Introduction 

1.1. What is opportunity/capture strategy? 

▪ An opportunity/capture strategy is a plan for achieving a goal. The 

opportunity/capture strategy is your pre-engagement position. 

▪ Organizations that are most effective at winning business have aligned their 

strategies and processes throughout, including their approach to business 

development.  

▪ Misaligned strategies result in inconsistent, confusing, and off-putting 

customer messages. This dissonance prompts customers to doubt your 

message. 

 

2. Best Practices 

2.1. Distinguish strategy at different phases of the business 
development process. 

▪ To craft and present an aligned message, all members of the selling team must 

agree to use a common process and common definitions: 

○ Business strategy is an organization’s plan to achieve overall business 
objectives. 

○ Market strategy is an organization’s plan to achieve specific market 
objectives, typically involving multiple sales. 

○ Opportunity/capture strategy is the plan to win a specific defined 
opportunity. 

○ Sales strategy should be identical to an opportunity/capture strategy—that 
is, it should be opportunity specific. 

○ Proposal strategy is a plan to write a persuasive, winning proposal. The 
proposal strategy is a subset of the opportunity/capture strategy. The 
message is the same; only the tactical aspects of the implementation differ. 

○ Win strategy is often used to describe the overarching actions required to 
win an opportunity. In reality, opportunity/capture strategy and win 
strategy are identical. 
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▪ In opportunity/capture planning, you plan and take actions to convey 

information that persuades each customer to prefer—or, at a minimum, to 

favorably regard—your organization and solution.  

▪ In the proposal, you should include identical, aligned information in words, 

text, and graphics. 

 

2.2. Analyze your current position using standard, universally 
understood, integrated, and accepted tools. 

 

▪ Developing an effective strategy requires: 

○ Determining your current position 

○ Improving it versus the competitors’ positions 

▪ Using standard tools and templates to develop your strategy improves the 

quality of the strategy and implementation and saves time.  

▪ Integrate the tools used by sales, sales support, management, engineering, and 

product management. Integrated tools save time by reducing the time spent 

copying or reinventing information at subsequent process phases. 

▪ No single tool or suite of tools is ideal. Select tools that are useful and 

acceptable to most participants.  

▪ Replacing your current tool suite with a new one invokes resistance because 

your action suggests that the prior suite was defective and that you’re 

compelling users to learn an entirely new system. Enhance, amend, and 

augment your standard tool set whenever possible. 
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2.3. Define and agree to use common terms and definitions. 

▪ Effective communication requires common terms and definitions. Three of 

the most universally used and misunderstood terms relating to strategy are 

issues, motivators, and hot buttons or hot button issues. The relationship of 

these three terms is illustrated in Figure 1 below: 

 

 

 

 

 

 

 

 

Figure 1. The Relationship Between Customer Issues, Motivators, and Hot Buttons. 

 

▪ Hot buttons are combination of issues and motivators and reflect the 

objectives that the customer decision makers are trying to achieve. 

▪ Issues are customer concerns and “worry items” that keep them awake at 

night. 

▪ Motivators are the objectives that the customer is trying to achieve. These 

could include: 

○ Improved profits 

○ Increased sales 

○ Reduced costs 

○ Improved safety 

○ Reduced risk 

○ Improved quality 

▪ Hot buttons are a consolidated set of the highest priority issues and motivators 

for a specific opportunity. 

▪ Record hot buttons during opportunity/capture activities using the customer’s 

exact words. Then align your solution to the customer’s hot buttons. 
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2.4. Define a specific opportunity/capture objective after the pursuit 
decision to better focus on a single opportunity. 

▪ As soon as possible after your pursuit decision, draft a brief 

opportunity/capture objective that meets the following criteria: 

○ Specific. States the products and services that the customer might 
purchase from your organization, the purchase entity/location, and the 
person who will make the purchase decision, if known. 

○ Measurable. States the budget for the purchase. 

○ Timed. States the timing of the purchase. 

○ Result. States quantitatively, if possible, the benefits and process change 
the customer seeks. 

▪ Each opportunity is unique and is better addressed individually before you 

merge tactics. 

 

2.5. Identify economic buyers, users, and technical buyers and their 
individual issues. 

 

▪ Economic buyers are the individuals who give final approval to purchase. 

They sign the check and retain veto power. Economic buyers tend to be 

concerned about the tradeoff between price and performance. They focus on 

bottom-line impact.  

▪ Users are the people who judge the potential impact on their job performance. 

Their personal success is impacted by the sale, so their concerns are often 

emotional and subjective. Users’ issues are reliability, support, ease of 

operation, maintenance, safety, potential impact on morale, and potential 

impact on their personal success.  

▪ Technical buyers are gatekeepers. They can’t give final approval, but they can 

give a final “no.” Technical buyers often determine the short list. They tend to 

focus on the features of a product or service as measured against objective 

specifications established to screen offers. 

▪ Purchasing agents, lawyers, contracts people, and licensing or regulatory 

authorities are technical buyers.  
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▪ After identifying all the different types of buyers, list the issues of each 

individual buyer. Plot the impact of the issue and the power or influence of 

the buyer to understand whether the issue should be considered as a hot 

button or is likely to become a requirement listed in the RFP. 

 

2.6. Prepare a Bidder Comparison Matrix (BCM). 

 

▪ The Bidder Comparison Matrix (BCM) or Strengths, Weaknesses, 

opportunities, and Threats (SWOT) should focus on customer issues, both 

stated and unstated, and on developing strategies and tactics to improve your 

competitive position.  

▪ Using the BCM or SWOT as a consistent approach and tool when developing 

strategy will considerably enhance understanding within the team and the 

organization. 

▪ Use the BCM or SWOT to analyze how the customer’s current perception of 

your solution and your organization compares to their perception of your 

various competitors.  

▪ Use it repeatedly throughout the opportunity/capture process to measure the 

effectiveness of your positioning actions. 
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CUSTOMER 
ISSUES WEIGHT 

US 
(SCORE) 

COMPANY 
A 

COMPANY 
B DISCRIMINATOR 

Specific 
experience 

20 15 15 15 
This is core 
business for us. 

Low price 30 25 20 20 
Both competitors 
are higher priced. 

Familiarity 
with 
manager 

named 

10 5 10 5 

We haven’t 
identified the 
Program 

Manager. 

Ability to 
meet 
schedule 

40 25 10 20 
Schedule is very 
aggressive; need 
to get it extended. 

Total score 100 70 55 60  

 

Figure 2. Completed Bidder Comparison Matrix. First list the customer’s issues, then the relative weight of each 

issue as perceived by the customer. Complete each row horizontally, indicating your estimate of the customer’s 

perception of each competitor’s ability to satisfy that issue. Complete the last column with the rationale you 

used for scoring. Both the scoring and the rationale are likely to change during the opportunity/capture 

process, so it’s important to continuously revisit the BCM. 

▪ Establish the weight of each issue in one of three ways: 

○ Use the customer’s evaluation criteria when known 

○ Assign a weight, forcing the total score to equal 100 

○ Assign an arbitrary weight and score and check with the customer 

▪ Don’t be afraid to develop questions from the outputs or, best case, review 

them with your customer if appropriate. 
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2.7. Draft specific strategy statements that define what you need to 
do and the actions to implement them. 

 

▪ Collaboratively develop, review, and share opportunity/capture strategy 

statements across the opportunity/capture team. Extend and embellish each 

opportunity/capture strategy statement as you prepare the series of action 

plans for the opportunity/capture plan.  

▪ The opportunity/capture strategy can be implemented in four fundamental 

ways: 

○ Emphasize your strengths 

○ Mitigate your weaknesses 

○ Highlight your competitors’ weaknesses 

○ Downplay your competitors’ strengths 

▪ Effective strategy statements incorporate both strategic and tactical aspects. 

Use a template, such as the one below, to develop effective strategy 

statements. 

OPPORTUNITY/CAPTURE MANAGEMENT STRATEGY TEMPLATE 

What By (actions to take) 

We will emphasize our strength to 
complete the design-build of a 

distribution center on time 

• Taking the customer on a plant tour of the xyz 
distribution center on time 

• Citing three other distribution centers completed 
on schedule during the past 5 years 

• Providing contact names and numbers and 
quotes verifying our on-time completion of three 
similar projects 

Figure 3. Strategy Statements Apply at the Opportunity/Capture, Proposal, and Proposal Section 

Levels. Opportunity/capture strategy statements identify and drive some of the actions that should be 

monitored in the opportunity/capture action plan. 
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▪ As the owner of the opportunity/capture strategy, the Opportunity/Capture 

Manager must ensure that the proposal strategy is aligned with the 

opportunity/capture strategy. If it is not, the customer will be confused. 

▪ Asking a Bid Manager to develop a proposal strategy without guiding 

opportunity/capture statements is a mistake, is inefficient, and will reduce 

your win probability. 

▪ Whenever possible, the Opportunity/Capture Manager should ask the Bid 

Manager to review the opportunity/capture strategy and draft aligned 

proposal strategy statements.  

▪ It is then the responsibility of the Opportunity/Capture Manager to review and 

approve the proposal strategy statements that are distributed to the whole bid 

team at the kickoff meeting. 

 

2.8. Select the best solution approach and develop specific value 
propositions for each customer. 

▪ Many organizations delay selecting a solution, continue to modify their 

solution, or carry too many solutions, alternates, or options through the sales 

cycle. The result hurts in several ways: 

○ Members of the selling team present generic, vague, and unconvincing 
solutions to the customer in both presentations and proposals 

○ Product and service specialists are compelled to prepare multiple solutions, 
so the quality of each solution and presentation declines 

○ Customers are confused by the options, made uncomfortable with the 
seller’s vacillation, and generally not persuaded to select your solutions 

▪ Value propositions are a fundamental aspect of how your solution is packaged 

and presented to the customer.  

▪ Value propositions are a disciplined and quantitative way to present your 

solution and are used by some organizations in B2B selling environments. 

▪ Having determined your solution, prepare draft value propositions for each 

type of buyer. Value propositions flow directly from the sales objective, but 

the better ones are detailed, specific, and quantified. 

▪ Value propositions establish the value basis for the business relationship. 

They describe how your solution will improve the customer’s business and 
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how the improvement will be measured. Tailor value propositions to each 

type of buying influence within the customer. 

▪ Develop value propositions collaboratively with your customer. Collaboration 

increases the probability that the customer’s organization will accept your 

quantitative analysis. 

▪ Comprehensive value propositions include the following elements: 

○ Quantified business improvement 

○ Timing 

○ Solution 

○ Investment cost 

○ Payback 

○ Results measurement and tracking 

▪ The overarching value proposition is typically stated in the Executive 

Summary. 

 

2.9. Create a price-to-win strategy to drive your solution. 

▪ Historically, costing and pricing have been approached as separate 

confidential or proprietary issues. Numerous conflicts are implicit: 

○ Sales and marketing seek the lowest possible price 

○ Technical people seek a technically safe price, knowing that technology is 
uncertain and requirements creep 

○ Program Managers seek a price that they can deliver, knowing that some 
task will be omitted or under-scoped 

○ Pricers seek a price based on known prior costs 

○ Management seeks a strong profit margin, low risk, and low investment 

○ Customers seek a low but realistic price that’s within their budget 

▪ Embed cost and price-to-win considerations throughout your business 

development process, on par with solution development. 
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▪ Price-to-win is a strategic management issue, not just a pricing issue. The 

winning price is not the sum of your costs plus acceptable profit. If your cost 

plus acceptable profit exceeds your estimated price-to-win, you need to 

change your solution or not bid. 

 

2.10. Use tradeoffs to validate your approach and ghost the 
competition. 

▪ Instead of selecting the first item available or your usual approach, discussing 

tradeoffs demonstrates that you considered the customer’s needs, risks, and 

budget and offered a solution that offers the best value at acceptable risk. 

▪ The primary way to downplay the competitors’ strengths and highlight their 

weaknesses is through ghosting. Never mention competitors’ names. Instead 

argue against their approaches.  

▪ Do not overuse ghosting techniques and risk annoying the customer. So, plan 

your ghosting approaches carefully during opportunity/capture. Determine 

what ghosting technique will be introduced and where and to whom it will be 

raised during the opportunity/capture process. 

▪  Tradeoff analysis is appropriate in every opportunity/capture presentation 

and proposal section where realistic alternatives from the competition are 

available. 

 

2.11. Implement your action plan. 

▪ A limited strategy that is implemented is superior to an excellent but 

unimplemented strategy.  

▪ Action is required to persuade the customer to select your solution. The table 

below lists some of the reasons that strategies typically aren’t implemented 

and suggests improved approaches. 
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WHY STRATEGIES ARE NOT 
IMPLEMENTED 

IMPROVED STRATEGY APPROACH 

Capture actions are not assigned to a single, 
responsible individual 

Assign one person with resources and 
completion dates. 

There is no consequence for failure to 
complete 

Establish regular opportunity/capture plan 
reviews. 

Strategy is regarded as confidential 
Communicate the strategy to all team 
members. 

Strategy is developed too late 

Develop and review the opportunity/capture 
strategy after the pursuit decision. Extend the 
opportunity/capture strategy to proposal 
strategy and distribute at proposal kickoff. 

Proposal strategy is not evident in drafts 
Use content plans to flow the strategy into 
sections. Always review drafts with the 
approved content plans present. 

Writers include unsubstantiated claims 
Insist that all claims have objective proof to 
substantiate. 

Figure 4. Improve Strategy Implementation. Follow these recommendations to better implement your strategy 

throughout the sales cycle. Balance the time spent planning versus implementing. 
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3. Summary 

▪ In opportunity/capture planning, you plan and take actions to convey 

information that persuades each customer. 

▪ Use common tools and intergrate specific tools to develop strategy 

▪ Define set goals to increase focus. Decide on set terms to avoid 

miscommunication. 

▪ Identify all the different types of buyers and list the issues of each individual 

buyer 

▪ Use BCM or SWOT when developing strategy to enhance understanding within 

the team and the organization. 
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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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1. Introduction 

1.1. What is an opportunity/capture team ? 

▪ An opportunity/capture team is made up varies by opportunity. 

▪ Team selection depends on the customer’s issues and motivators, your 

competitive position with the customer, the technology, and the individual 

experience with the customer.  

1.2. What is opportunity/capture team selection and management ? 

▪ Opportunity/capture team selection and management are a matter of roles 

rather than position.  

▪ Opportunity/capture teams range from a part-time person to a group of 

exclusively assigned individuals.  

▪ Identify and commit individuals who have the skills, knowledge, availability, 

and interest to fulfill their assigned roles 

▪ Engage opportunity/capture team members with the right skills, knowledge, 

and availability.  

 

2. Best Practices 

2.1. Select a skilled Opportunity/Capture Manager over an 
experienced Technical or Customer Manager. 

▪ The strongest and most successful opportunity/capture plans are based on 

detailed, intimate knowledge and understanding of the customer.  

▪ International opportunity/capture efforts need to be led by someone who is 

very familiar with (or, ideally, native to) the customer’s culture.  

▪ Enhance opportunity/capture skills through training, coaching, and job aids. 
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▪ Opportunity/capture skills are paramount when selecting an 

Opportunity/Capture Manager, so distinguish between skills and knowledge. 

▪ Although sales and opportunity/capture professionals must both be 

persuasive, the ideal opportunity/capture professionals usually possess the 

skills summarized in Figure 1: 

ESSENTIAL SKILL DEMONSTRATION OF SKILL 

Leadership 
Builds a common vision with the internal opportunity/capture team, 
customers, and teaming partners 

Facilitation Initiates and encourages collaborative team discussions 

Strategy 
development 

Builds customer-focused strategies and tactics 

Motivation Creates a winning environment 

Data analysis Turns data into useful intelligence 

Management Keeps the team focused on tasks, schedules, and standards 

Persuasion Convinces senior management to commit sufficient skills and resources 

Figure 1. Essential Skills for an Opportunity/Capture Manager. Technical knowledge is a plus, but 
it’s not paramount. Assign Opportunity/Capture Managers who can demonstrate or  

develop these essential skills. 

▪ In addition to direct sales tasks, an Opportunity/Capture Manager manages the 

team’s opportunity/capture activities, including: 

○ Intelligence collection and analysis 

○ Strategy development and implementation 

○ Customer contact and positioning activities 

○ Teaming identification and management 

○ Establishing the price-to-win 
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○ Proposal initiation, planning, and review 

○ Solution development, testing, and communication 

○ Post-submittal negotiation and closure 

○ Program initiation, start-up, and extension 

2.2. Define the three core opportunity/capture team roles. 

▪ The core opportunity/capture roles for the opportunity/capture process are: 

○ Opportunity/Capture Manager 

○ Bid Manager 

○ Program or Project Manager 

POSITION KEY RESPONSIBILITIES 

Opportunity/  
Capture Manager 

• Manages the opportunity from the pursuit decision through program start-
up 

• Develops the opportunity/capture plan and strategy 

• Gathers and updates intelligence on competitive positioning 

• Develops and owns the opportunity/capture strategy throughout the 
opportunity lifecycle 

• Builds and sustains customer relationships 

• Plans and manages the customer interface 

• Defines and manages the opportunity/capture budget 

• Leads competitive analysis and price-to-win analysis and establishes team 
cost targets 

• Oversees transition of opportunity/capture plans into the proposal 
management plan 

• Mentors the proposal core team on win strategy and solution 

• Develops the first draft of the executive summary 

• Instigates and schedules gate decisions and reviews 

• Supports reviews 

• Drives or contributes to gate decisions 

• Briefs senior management at gate decisions/milestone reviews 

http://bok.apmp.org/glossary/capture-manager/
http://bok.apmp.org/glossary/capture-manager/
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Program or Project 
Manager 

• Participates in or guides solution development, including technical issues, 
tradeoff analysis, and costing approach 

• Positions organization and solution with customer in coordination with the 
Opportunity/Capture Manager 

• Develops conceptual program team and management approach and resolves 
program issues 

• Leads program planning: defines delivery team organization, skills, staffing 
levels, and timing. WBS: program schedule, preliminary teaming, 
subcontracting, and vendor selection 

• Supports intelligence collection and analysis, strategy development, and 
implementation 

• Validates opportunity/capture and proposal solution for practical execution 
in managing the program 

Bid Manager 

• Develops the proposal strategy, themes, and discriminators that align with 
the opportunity/capture strategy 

• Develops and implements the proposal management plan 

• Focuses on producing a winning document and/or presentation 

Figure 2. Refine the Roles and Responsibilities for These Positions for Your Organization. Consider 
the size and market value of the opportunity, as well as the skills of the people. 

 

2.3. Identify an integrated opportunity/capture team with the 
knowledge, skills, and experience needed to support the 
opportunity. 

▪ Working with the core opportunity/capture team members and selected 

Senior Managers, identify the key resources needed to form an integrated core 

team of functional experts. 

▪ Consider the skills and competence required for each team member, and 

negotiate for the right resources. 

  

http://bok.apmp.org/glossary/program-manager/
http://bok.apmp.org/glossary/program-manager/
http://bok.apmp.org/glossary/bid-manager/
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Figure 3. Involve Relevant Departments. Opportunity/capture activities are not a solo undertaking. 

Seek broad participation, incorporating relevant departments whose expertise is needed to 

address evolving customer interests or concerns. 

 

▪ Train the opportunity/capture team members based on their roles and level of 

experience.  

▪ To be effective, members need to understand their roles and responsibilities 

and develop the skills needed to complete assigned tasks.  

Assign individuals based on their skills 

▪ Typically, the Opportunity/Capture Manager will match appropriately skilled 

staff to the varying demands of opportunity/capture. Criteria may include: 

○ The task-based and behavioral skills need for the opportunity and 

customer 

○ The level of complexity and risk of the opportunity 

○ The potential revenue value of the opportunity 
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○ Individuals’ knowledge of the customer and customer’s domain 

○ The complexity and risk of the response 

▪ Involve your senior leadership sponsor in opportunity-specific training to 

signal the importance of this opportunity/capture effort and foster continued 

member buy-in.  

▪ Training alone is insufficient to develop competent Opportunity/Capture, 

Program, and Bid Managers; they also need coaching and experience.  

▪ Adapt how you train contributors based on their assigned roles and 

experience.  

▪ Assess contributors’ interpersonal communications and collaboration skills 

before asking them to interact with customers.  

▪ Essential skills may include the following: 

○ Development of effective relationships with customers, teammates, and 

internal workers 

○ Response planning and management 

○ Proposal development, including writing content, illustrating concepts, and 

substantiating benefits 

○ Presentation and/or oral skills 

○ Contract development and negotiation 

Define training and development plans and track progress against the plans 

▪ Where team members lack the required skill level, develop a training and 

development plan for the individuals and/or the team, focusing on filling the 

skills gaps.  

▪ A typical training and development plan may include the following elements: 

○ Team members and their assigned roles for the opportunity 

○ Critical skills required to perform the role assigned 

○ Analysis of current skills 

○ Analysis of skills needed with a given timeframe 

○ How these skills can be developed 
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○ The ability to capture and track the development of individual skills 

needed within the teams 

Provide training and development opportunities 

▪ Various strategies are available for executing a training and development 

plan.  

▪ In addition, consider how the training and development are structured; these 

may need to be different for those routinely involved in opportunity/capture 

and proposal responses versus individuals engaged occasionally in these 

activities. 

Assess training and development effectiveness 

▪ Having provided training and development opportunities, the 

Opportunity/Capture Manager and/or Bid Manager should review the impact 

of the investment to ensure that the new skills have been acquired and are 

being deployed.  

▪ The ongoing assessment of individual skills and appropriateness for the role 

required is frequently carried out through seeking feedback both from the 

individual and colleagues and by reviewing the output of the task(s) required 

using objective quality measures. 

2.4. Persuade senior leadership to commit adequate resources. 

▪ Every Opportunity/Capture Manager needs a senior leadership sponsor. If one 

hasn’t emerged naturally, seek and cultivate a sponsor.  

▪ Identify the team and resources needed to capture the opportunity, and 

persuade senior leadership that your request is necessary, appropriate, and 

justifiable.  

▪ Your objective is to position the customer to prefer your organization and 

solution.  

▪ Justify the opportunity/capture budget based on potential revenue, 

profitability, and the win probability. 

▪ Anticipate objections to team assignments and be poised to offer solutions.  

▪ Seek work-arounds such as alternate schedules, parallel schedules, or 

advisory roles. 
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▪ Place key individuals from subcontractor organizations into advisory roles for 

adding opportunity/capture resources and reducing the opportunity/capture 

costs, demonstrating to the customer that your subcontractors are as 

important and as qualified as you claim. 

▪ Suggest other sources of funds. Identify synergies with other programs or 

opportunity/capture activities. 

 

2.5. Hold a kickoff meeting to begin the opportunity/capture process. 

▪ Hold a capture kickoff meeting to demonstrate senior management support. 

▪ Although all kickoff meetings are motivational, opportunity/capture kickoff 

meetings tend to be more collaborative and smaller than proposal kickoff 

meetings. 

▪ When planning an opportunity/capture kickoff, consider the following points: 

○ Invite key contributors, their immediate managers, and teaming partners if 

your teaming agreement is complete. 

○ Establish a competent, professional tone that inspires confidence in the 

Opportunity/Capture Manager, Program Manager, and Bid Manager. 

○ Ask your senior management sponsor to open the kickoff meeting, validate 

the importance of the opportunity, and state what the win means to the 

participants and their managers. Managers of the team members should 

stay at least until the activity priorities are discussed and agreed on. 

○ Review and clarify roles, authority, and responsibility. 

○ Be realistic about problems and challenges. Be proactive in finding 

solutions, defining actions, and establishing responsibilities. 

○ Collaboratively solve problems. Encourage participants to raise issues and 

recommend solutions. 

○ Include vital contributors virtually if they can’t attend in person. Observe 

the additional ground rules for virtual meetings. 
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▪ An example of a basic opportunity/capture kickoff agenda is shown in Figure 

4: 

TIME PERSON TOPIC 

5 minutes 
Opportunity/Capture 
Manager 

Welcome and introductions 

5 minutes Senior Sponsor Review importance and priorities 

10 minutes 
Opportunity/Capture 
Manager 

Overview the opportunity 

5 minutes 
Opportunity/Capture 
Manager 

Discuss the process, roles, 
responsibilities, expectations, and 
rewards 

20 minutes 
Opportunity/Capture 
Manager 

Review current 
opportunity/capture plan actions 

20 minutes 
Opportunity/Capture 
Manager 

Make action assignments and set 
the schedule; overview 
opportunity-specific information 
availability, access guidelines, 
and security arrangements 

Figure 4. Example Opportunity/Capture Kickoff Agenda. Incorporate these topics and approximate 
the time required for each. As the complexity of the opportunity increases, extend the time to 

overview the opportunity, review the opportunity/capture plan, and discuss assignments. 

2.6. Delegate opportunity/capture actions with clear expectations, 
schedules, target completion dates, and reporting. 

▪ On major opportunity/capture efforts, individual team members, not the 

Opportunity/Capture Manager, complete most tasks.  

▪ On smaller efforts, Opportunity/Capture Managers complete more of the tasks, 

and their role increasingly resembles that of a Sales or Account Manager. 

▪ For each action, define and clarify: 



 

 

Opportunity/Capture Team 

Selection and Management 
163 APMP capture practitioner study guide  

 

○ Objective 

○ Assigned individual 

○ Deliverable, charge number, time allocation, and expected outcome 

○ Expected detail 

○ Key issues 

○ Due date 

○ Interim checkpoints or milestones 

○ Linked tasks requiring coordination 

○ Dependent tasks 

▪ Set completion dates for every task and all actions.  

▪ Schedule checkpoints to communicate progress, seek management input, and 

gain management support.  

▪ Update task schedules as the opportunity progresses. 

▪ Synchronize opportunity/capture efforts with the customer’s buying process 

and schedule. 

2.7. Keep senior management informed and involved, and never 

surprise your management sponsor. 

▪ Opportunity/Capture Managers are an extension of management and are 

expected to keep management informed.  

▪ Follow protocol when addressing sensitive issues. 

▪ Discuss if and how sensitive issues will be addressed in gate reviews or other 

meetings.  

▪ Consider the authority, accessibility, schedule constraints, and individual hot 

buttons of senior management.  

▪ Identify and discuss tasks that will require hands-on management assistance. 

▪ Task Senior Managers to meet with customers and potential teaming partners.  
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2.8. Evaluate opportunity/capture success. 

▪ The primary measure of opportunity/capture success is the number and value 

of quality contracts won. Measuring interim success is more difficult. 

▪ Balance the effort to prepare a capture plan, and keep it current. 

▪ Define which elements will be reviewed at each gate review and the expected 

degree of completion of that element. 

 

3. Summary 

▪ Engage opportunity/capture team members with the right skills, knowledge, 

and availability. 

▪ Provide necessary training and track the progress of the team and individual 

members. 

▪ Keep senior management involved throughout the process and for getting 

needed resources. 

▪ Define which elements will be reviewed at each gate review and the expected 

degree of completion of that element. 
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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. 

○ Create a cohesive team. 
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▪ 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. 
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▪ The following Table 3.1 lists other materials that should be included in a 

kickoff meeting. 

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 : Kick off Meeting Materials 

  

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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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.  

▪ 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 
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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. 

▪ 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 : Kick off Meeting Agenda 
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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. 

○ 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. 
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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. 

  



CERT
IF I ED

CAPTURE 
PRACTITIONER 

 க�க 
கசடற

Customer focused 

opportunity capture skills 

APMP CAPTURE PRACTITIONER STUDY GUIDE

Your Path to APMP Capture certification 

To access exam resources visit

www.baachuscribble.com/apmp-capture-practitioner-certification/

Based on APMP Copyrighted Materials



 

 

Opportunity/Capture  

Management Skills 
174 APMP capture practitioner study guide  

 

1. Introduction  

1.1. Why are Opportunity/Capture Management skills needed? 

▪ The skills and tactics deployed during opportunity/capture management 

require an aligned team of individuals with the interface skills to listen actively, 

establish rapport, build trust, assess situations accurately, collaborate 

effectively, and communicate persuasively.  

▪ If you invest your time and attention in helping customers meet their goals and 

objectives before the competition begins, they will be more likely to invest their 

time and money with you. 

 

2. Best Practices 

2.1. Recognize how customers buy, then exploit varied sales 

opportunities. 

▪ Customers are affected by various factors. 

○ In general, the following statements are true: 

○ Customers buy from people who are knowledgeable 

○ Customers buy from people they trust 

○ Customers want the best deal 

○ Opportunity/capture team members who have the ability to listen and 

understand what customers want and need have the competitive edge 

○ Opportunity/capture team members who know how to sell the way their 

customers prefer to buy have the competitive edge 

○ Opportunity/capture team members who can demonstrate that they offer 

the best solution have the advantage 

▪ Learning to interface with customers based on these principles will advance the 

relationship and the sale.  

▪ Consider how many of your opportunity/capture team members will be 

involved in these types of sales interactions with the customer: 
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○ Industry days are excellent opportunities to meet potential decision makers, 

stakeholders, and influencers. Your attendance and participation are 

important; equally important is establishing credibility, rapport, and trust. 

○ Bidders’ conferences are opportunities to gather competitor information 

and details about customer issues, requirements, evaluation criteria, and 

restrictions or limitations. Potential one-to-one connections, when allowed, 

are invaluable if you’re prepared. 

○ Trade shows offer a showcase for personnel, services, and products. 

Decision makers and influencers are often more accessible than at their base 

location. Trade shows also offer potential for meeting teaming partners, 

decision makers, program personnel, and competitors. 

○ Emails are a frequently underestimated and overlooked opportunity to 

interact with customers. The frequency, tone, and content of your email 

messages say a lot about you, your selling style, and your organization. 

During opportunity/capture management, actively manage email traffic and 

develop strategies to maintain consistent content and tone. 

○ Social media offers unguarded networking and communication 

opportunities. Use them, but do so with caution, and make sure you have a 

social media strategy for each opportunity. Be aware that your competitors 

are likely to see your posts. 

○ Telephone conversations and conference calls advance the relationship. 

Leave detailed, concise, and relevant messages. Rambled, disorganized 

messages hurt the relationship. 

○ Face-to-face meetings require active listeners. Probe for information that 

isn’t publicly available. Proposing your solution before customer needs and 

issues are clearly identified and a business case can be established is 

unproductive and could be seen as arrogant. 

○ Site visits offer relatively unguarded opportunities for multiple one-on-one 

interactions among members of the buying and selling teams. 

Opportunity/capture team members must understand their role, listen 

carefully, and stay on message. 
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2.2. Help customers discover potential benefits. 

 

▪ Plan the actions and interactions required from the whole opportunity/capture 

team, and initiate and maintain the customer focus at each.   

▪ Discover the benefits that the customer wants to achieve before you discuss the 

benefits that your solution might bring. 

▪ In complex sales with complex solutions, discover, explore, and analyze the 

breadth of customer issues and concerns. Undiscovered issues often turn into 

objections. 

▪ Your collaborative discussion will expose underlying issues and deepen your 

customer’s and your own understanding of the potential benefits derived from 

reducing or eliminating the customer’s problem. 

▪ Build a stakeholder matrix so you can monitor the depth and breadth of the 

contact the opportunity/capture team has with customer stakeholders, decision 

makers, and users. 

▪ Use a template such as the one in Figure 1: 

LEVEL OF SUPPORT 

NAME POSITION ROLE CONTACT SUPPORT HOT BUTTONS 

… … … … … … 

… … … … … … 

… … … … … … 
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ROLE 
LEVEL OF 
CONTACT 

LEVEL OF SUPPORT 

Ultimate Authority U High 3 High for Us 3 

Capability C Medium 2 Medium for Us 2 

Operational / End User O Low 1 Low for Us 1 

Technical T None 0 Unsure ? 

Financial F   Low for a Competitor -1 

Legal / Commercial L   Medium for a Competitor -2 

Administrative A   High for a Competitor -3 

Unsure ?     

 

Figure 1. As the Opportunity/Capture Phase Progresses, Update the Information in Your 
Stakeholder Matrix. At each gate decision, objectively review how the customer relationship has 

evolved since the last decision. 

▪ Establish rapport and build trust by becoming a trusted adviser during 

customer interaction.  

▪ Plan how each meeting will build rapport and trust with each stakeholder and 

opportunity/capture team member.  

▪ Today’s customers and customer team members exhibit these characteristics: 

○ Demanding. They expect more, expect it faster, and expect it better. 

Customers demand better products, services, sales skill, and knowledge. 

○ Sophisticated. They’re more aware of products, costs, and ways to negotiate 

terms. Most know how to investigate you, your organization, your products 

and services, and your competitor’s products and services. 
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○ Skeptical. They’re skeptical and suspicious of salespeople, and they 

instantly recognize and detest hype, hard selling, and trick selling. Clichéd 

phrases, jargon, and generic language signal muddled thinking, minimal 

benefit, and potential arrogance. Their trust is hard to gain and easy to lose. 

○ Conditional. They’re less loyal than ever before. They’ll buy from you if they 

believe you have the best value to offer. Each sale is new and conditional. 

○ Valuative. They’re more judgmental. They’re more likely to test and debate 

the value they think they’re receiving. 

○ Open. They’re open to consider new vendors and other localities. This 

openness includes worldwide competition. 

○ Pressured. They feel pressured to make the right decisions, be efficient, and 

be productive. Stressed-out customers say they have less time to do more. 

▪ Because most opportunity/capture team members interact with the customer in 

some manner, they must be aware of these environmental and customer issues 

to become a trusted adviser.  

▪ To maintain trust in a complex opportunity/capture environment, both the 

individual’s action and the actions of the opportunity/capture team members 

must be aligned over time.  

▪ Opportunity/capture team members: 

○ Forget what they said last time 

○ Say what they think the customer wants to hear 

○ Want to stay positive and therefore deny, shade, or avoid bad news 

○ Are caught by surprise and want to appear knowledgeable 

○ Have no idea what others might have said to the same person 

▪ Maintaining alignment might be the most important justification for preparing 

opportunity/capture plans to document your messages. 

▪ The opportunity/capture plan documents the customer stakeholders, their level 

of importance within the customer organization, who has had contact from the 

opportunity/capture team, and which messages were delivered and how they 

were received against the customer hot buttons.  

▪ The Opportunity/Capture Manager is responsible for keeping the team focused 

and on message at every customer interface. 
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2.3. Develop a logical business case for buying. 

▪ As an opportunity/capture team member with customer interface actions, help 

customers establish a business case for your solution. Talk about more than just 

the features of your product or service. 

▪ A logical business case might range from a series of statements that describe the 

benefits and features of your solution to a fully developed value proposition 

based on collaboratively developed quantitative analysis. 

▪ Your opportunity/capture objective is to position your services and products as 

the solution to this customer’s needs and as a means to alleviate issues. 

Specifically address each issue. For example: 

General positioning approach that doesn’t address customer issues directly 

Seller 

Here is our understanding of your requirements. You need [summary of 
the customer’s issues and requirements]. 

Our solution comprises [description of the solution]. 

Specific approach that addresses the customer’s issues effectively 

Seller 
From what you’ve said, you’re concerned about the cost, you want to avoid 
service interruptions, and you need to reduce customer inquiry response time. 
Correct? 

Customer Yes, that’s right. 

Seller 

To minimize your cost, we’ll retain your current employee workstations, saving 
you $2,200 per customer service representative. 

To avoid service interruptions, we plan to install the new server and software 
and run preliminary tests in advance. Then we can cut over during a 3-day 
weekend when you said that inquiries would be minimal. 

The live tests that we ran last week showed that CRM cut representatives’ total 
response time by 28 percent. 

 

  

http://bok.apmp.org/bok/developing-a-business-case/
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▪ If you can’t link a feature to a customer issue, don’t mention that feature. 

Customers buy benefits, not features. If they could get the benefit without a 

feature, they would. 

▪ Repeatedly cite benefits when discussing features of your solution throughout 

the opportunity/capture process, not just in your proposal.  

▪ Benefit statements in discussions and correspondence repeatedly remind 

customers that you understand their needs and requirements. 

The business case as a formal value proposition 

▪ Value propositions establish the quantified value basis for the business 

relationship. The best value propositions go beyond traditional theme 

statements.  

▪ Executives, users, and technical buyers have different issues and values. 

Prepare a different value proposition for each type of buyer and work them into 

your presentations and meetings based on the customer participants. 

2.4. Test your solution with the customer early and often. 

▪ Customers buy in a series of steps, and your opportunity/capture plan should 

help them advance step by step. 

▪ As you step through this process, test potential solutions or variants to get 

feedback about what you’ll finally propose. Traditional sales methodologies call 

this a “trial close.”  

▪ A trial close both tests your solution and prompts customers to develop the 

solution collaboratively.  

▪ You determine if you’re in sync with the customer’s expectations. A 

collaboratively developed solution is more difficult to reject. 

▪ Use discussions, white papers, site visit presentations, documentation reviews, 

and other means to test your solution with the customer.  

▪ Assess the customer’s readiness to buy and how well your solution aligns with 

the customer’s needs.  

▪ Trial closes are especially important when pursuing a sole-source, 

noncompetitive contract. 

  

http://bok.apmp.org/bok/developing-a-business-case/
http://bok.apmp.org/bok/developing-a-business-case/
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▪ Test potential solutions using one of the approaches in Figure 2: 

APPROACH CHARACTERISTICS 

Exploratory 

• Ask customers what they want to do next. 

• Help customers buy instead of trying to convince them to buy. 

Clarification 
• Confirm what you’ve heard or sensed from customers’ words or 

body language. 

Recommendation 

• Suggest or advise your customer on the next steps. Manage a 
recommendation to measure the result to quantify the 
improved outcome. 

Figure 2. In Any Market Sector, a Trial Close Can’t Appear to Be a Gimmick. Use the trial close to 
gain approval to advance the sale to confirm that you’re moving in the right direction.  

2.5. Anticipate and handle objections throughout the 
opportunity/capture process. 

▪ Objections are a normal part of every sale.  

▪ Customers will raise one objection after another if they’re not completely 

comfortable with your solution and organization.  

▪ Treat objections positively. Objections show that the customer is still 

considering your solution—not yet ready to buy, but also not ready to end the 

process. 

▪ Differentiate objections and conditions. Objections are temporary reasons for 

not buying, often because the customer is skeptical or unclear about some 

aspect of your solution.  

▪ Conditions are something that exists. Potential conditions include the following: 

there’s no funding, someone else makes the decision, the customer is just 

gathering information for a future decision or to prepare a budget request, or 

senior management has decided to go in an entirely different direction at this 

time. 

▪ Accept the condition—perhaps acknowledging that you might have detected 

that condition earlier—and position yourself for when the condition changes.  
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▪ Keep communication open, network within the organization or industry, 

maintain your visibility, and continue to look for gaps in the services delivered 

internally or by existing vendors. 

▪ Interpret objections as requests, but not necessarily at face value. Objections as 

stated often conceal an underlying issue. Look beyond the words. Figure 3 

shows some common objections and how you might treat the objection as a 

request. 

Objection 
Underlying customer 

issue 
Response 

Your price is too high. 
Skeptical that perceived 
benefits justify the cost 

Substantiate the value, 
supported by credible 

references 

We’d like to think about 
it. 

Afraid to make a bad decision 
or a decision that others 
could question 

Create comfort by citing a 
relevant success story. 
Articulate the opportunity cost 
of delay. 

I’d like to talk to my 
manager, partner, or 
trusted adviser. 

Worried about owning and 
justifying the decision 

Seek ways to reduce the 
perceived risk 

I need to get additional 
quotes. 

Unsure if you’re meeting 
their needs, concerned that 
they haven’t considered 
alternatives, or concerned 
that the high benefits might 
permit you to earn 
inordinately high profit 

margins 

Emphasize your customized, 
targeted solution. Review or 
introduce your trade analysis. 
Some government buyers will 
require you to disclose your 
costs and margins 

We’re all set with our 
current vendor. 

Unconvinced that your 
solution is sufficiently better 

to justify making the switch 

Review your discrimination. 
Offer to offset selected 

transition costs. 

We had a poor 
experience with your 

See minimal difference 
between your proposed 

Offer specific proof of 
performance linked to specific 
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organization or a similar 

organization. 

solution and prior familiar 

solutions 

personnel proposed. Highlight 
the lessons learned and 
improvements made compared 
to your solution or other 
solutions that the customer 
cited. 

Figure 3. Handling Objections Is a Process; Listen, Acknowledge, and Empathize. Ask questions in 
your conversations with customers to demonstrate that you are interested, want to 

 understand, and are fully engaged. 

 

3. Summary 

▪ Recognize how customers buy, then exploit varied sales opportunities. 

▪ Help customers discover potential benefits. 

▪ Ask questions frequently in opportunity/capture. Never assume, but ask and 

actively listen during every customer interaction. 

▪ Establish rapport and build trust by becoming a trusted adviser. 

▪ Interact effectively with groups and facilitate your meetings. 

▪ Anticipate and handle objections throughout the capture process. 

▪ Test your potential solution with the customer early and often. 

▪ Develop a logical business case for buying. 

▪ Seek agreement rather than to close the sale. 
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1. Introduction  

1.1. How to manage questions to the customer? 

▪ After a solicitation is published, questions to the customer should focus 

primarily on ensuring your organization’s ability to submit a fully compliant 

proposal.  

▪ Responses to your questions and other potential bidders’ questions can yield 

new insight on customer thinking, competitor strategy, and larger industry 

forces. 

▪ Your organization must manage this process swiftly and strategically to ensure 

a compliant, customer-focused response. 

 

2. Best Practices 

2.1. Assign one primary point of contact to submit questions and 
receive responses. 

▪ All communication with the customer should be managed carefully to ensure 

that the customer receives consistent, rather than conflicting, information from 

your organization.  

▪ Streamlined communication also enables you to relay important information 

from the customer to the entire team efficiently. 

▪ Assign both a primary and secondary point of contact (POC) to communicate 

with the customer.  

▪ Should the primary be unavailable to respond to a new customer request or 

distribute a customer message of relevance to the proposal team, then the 

secondary POC can assist. 
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2.2. Remain aware of deadlines for questions and answers, and avoid 
procrastination in submitting questions. 

▪ Many solicitations specify deadlines for receiving vendor questions; after the 

deadline, no further customer questions will be accepted.  

▪ In some cases, customers will set up Q&A calls for vendors to anonymously ask 

questions via phone. Take note of when answers to questions will be provided, 

as this can affect the scope of the proposed work. 

▪ Incorporate these dates and times into the larger proposal schedule as well as 

in daily team meetings.  

▪ Your team members must know the exact date by which they must ask 

questions.  

▪ The primary POC is responsible for driving the vendor’s question generation 

and submittal process.  

▪ Submitting one or more important questions early will result in receiving the 

customer response sooner, allowing your proposal team to make decisions 

based on that knowledge. 

2.3. Engage your entire organization—including technical, contracts, 
finance, legal, and so on—to create and review questions. 

▪ Proposals represent a whole-organization commitment, which means 

professionals across your company have a stake in understanding the 

solicitation and the technical and business risks involved with proposed offers. 

▪ Technical requirements, proposal instructions, contractual terms, delivery 

procedures, payment terms, and much more may have language that your 

organizational specialists will want expanded upon or confirmed. 

▪ As soon as solicitation documents become available and enter your proposal 

process, allow professionals on both the technical and business sides of your 

organization to review the documents and formulate questions. 

▪ In major proposals, schedule meetings that assemble the entire proposal team, 

including specialists, to review all questions before submission to the customer. 

▪ The diverse organizational perspectives reinforce interteam communication 

and cooperation. 
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2.4. For each question submitted, provide the specific section 
identifier and wording that requires clarification. 

▪ To help the customer understand the context of your question and respond 

most helpfully, always provide the specific section identifier and wording that 

requires clarification.  

▪ For example: 

▪ Ambiguous question/context. “What does ‘a reasonable amount of time’ mean?” 

Clearer question/context. “In RFP Section 2.3, ‘Challenge Tasks,’ Item c, after 

how much time will a vendor lose points against the vendor requirement to 

‘complete the challenge course in a reasonable amount of time’?” 

▪  

Whereas the ambiguous example forces the customer to search their 

solicitation for the language in question, the clearer example enables quick 

retrieval of the relevant section and subsection. 

▪ More importantly, the customer can answer the ambiguous example in several 

ways, not all of which will provide a direct answer to what the questioner really 

wants to know.  

▪ The clearer question gets to the vendor’s main concerns: whether vendors lose 

points after a certain amount of time, and what that amount of time is. 

2.5. In crafting questions, use customer terminology or generic 

language to build customer focus and protect your strategy. 

▪ Using customer terminology allows the customer to answer in the way that is 

most comfortable and natural for them. It also shows good customer awareness 

and customer focus. 

▪ Assume at all times that any communication you have with the customer will 

be relayed to other vendors out of process fairness.  

▪ If your communication contains the name or your organization, division, 

partners, or technology, that information may get distributed. 

▪ Be extremely cautious in asking any question that goes beyond complying with 

proposal instructions or technical and business requirements. 
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2.6. Keep questions short and pointed; avoid asking follow-ups at the 
same time. 

▪ The main purpose of asking questions is to ensure that your organization fully 

understands what content will constitute a 100-percent compliant proposal.  

▪ Focus questions on what information you really need to know to comply with 

the solicitation in your proposal response. 

▪ Try to ask only one question at a time. If your question has two, three, or four 

parts, then it may indicate your lack of understanding of the customer’s needs 

or it may be seen as an attempt to alter a solicitation requirement.  

▪ Finally, if you don’t have questions, don’t ask. More questions mean more work 

for your customer.  

▪ Let customers know ahead of the question due date that you don’t have 

questions. This will allow them to focus on other matters. 

2.7. Track all questions that your organization asks, as well as 
customer responses to your and other bidders’ questions. 

▪ Track responses using a spreadsheet or table that lists your questions and 

answers. You can also track questions and answers besides your own.  

▪ These may yield insight on the approaches and strategies of other bidders. A 

sample question tracking sheet appears below. 

ITEM # 

QUESTION 
(INCLUDING 
RELEVANT RFP 
SECTIONS) 

OUR 
QUESTION 

OWNER 
DATE 
REVIEWED 
INTERNALLY 

DATE 
SUBMITTED TO 
CUSTOMER 

CUSTOMER 
RESPONSE 

FOLLOW-UP 
ACTIONS 

1 

Can ABC 

Company 
please clarify 
whether 
vendors 
should 
provide a 
response to 
Section C.6.5? 
The 
“Instructions 

Yes J. Doe 4-Jun-14 4-Jun-14 

Yes, 
please 
respond 
to 
Section 
C.6.5 
also. 

Incorpor
ate the 
section 
into the 
proposal 
outline, 
same 
author 
assignme
nt as 
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to Bidders,” 
paragraph 4, 
specifically 
request 
responses to 
C.6.1 to C.6.4, 
yet it seems 
that bidders 
could also 
respond to 
C.6.5. 

C.6.1 to 
C.6.4. 

 

 

3. Key Principle for Organization 

▪ Do not underestimate the importance of either the solicitation’s Q&A process or 

the skill required to manage it effectively.  

▪ Lack of attention to the process translates to undercutting your organization’s 

win probability, and weakens your team’s ability to leverage a strong, 

customer-focused, competitively intelligent win strategy. 

▪ Most question submittals today occur electronically via email. Take caution that 

the more conversational nature of email does not open the door for imprecise 

or impolitic language.  

▪ Keep language clear, positive, and professional at all times. Ask questions to 

learn, not to instruct or manipulate. 
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4. Summary 

▪ Develop questions that help the customer home in on the essential information 

your proposal team needs to know. 

▪ Properly cite the solicitation and keep your questions straightforward and 

pointed. This helps you set a precedent for the kind of customer focus that the 

proposal will also demonstrate. 

▪ Actively drive the question generation and review process across all 

stakeholding units in your business. 

▪ Use questions mainly to help you submit a compliant proposal; use caution if 

attempting to pose questions to support responsiveness. 

▪ Keep in mind that your competitors may see your questions and the customer’s 

responses. In turn, you may have access to other vendors’ questions and 

answers. 
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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. 
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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. 
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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. 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 : Common Data Sources 
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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 

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 

 

  

Table 2.2 : Hypothetical Bidder Comparator Matrix 
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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. 

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). 
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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, 

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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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 : Solution Worksheet 
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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 : Potential Teaming Partners 

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. Introduction 

1.1. Why is presentation important? 

▪ Presentations are a means of communication used throughout the entire 

business winning process and adapted to the situation.  

▪ Any member of an opportunity/capture team or bid or proposal team may be 

required to lead or take part in internal or customer-facing presentations.  

▪ The presenter’s role is to communicate with the audience and control the 

presentation, including audience interaction. 

1.2. Creating an effective presentation 

▪ To be effective, step-by-step preparation as well as the method and means of 

presenting the information should be considered carefully. 

▪ Start by thinking about what you want to happen after the presentation, not 

what your content should be—and let this govern your entire presentation. 

▪ Think about what’s best for the audience, not what’s easiest for you to talk 

about. 

▪ Go to PowerPoint or other visual aid media last, not first. In other words, create 

your content, and then transfer the relevant elements to your media. 

 

2. Best Practices 

2.1. Think about your audience first 

▪ Before preparing material for a presentation, consider and understand your 

audience so you can tailor your content to what will best interest those 

listening. 

▪ The audience will receive your message, filtered through and affected by their 

own experience, knowledge, and personal values. 
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▪ Your audience’s reaction, and therefore the success of your presentation, will 

largely depend on whether you effectively communicated your message and 

whether it met their expectations.  

2.2. Use a customer-focused structure to develop presentations 

▪ Follow a logical presentation structure to ensure that your audience retains as 

much of the information as possible.  

▪ Before you begin developing your presentation, ask yourself the following 

questions: 

○ What is the purpose of the presentation? 

○ What is my objective? 

○ What outcomes or next steps do I want to achieve, and what outcomes or 

next steps do the customers or senior managers expect? 

▪ Regardless of whether your presentation will be delivered formally or 

informally, you should always aim to give a clear, well-structured delivery.   

▪ There are a number of recognized structured methods to organize presentation 

content: 

Harnessing the power of three 

▪ The human brain finds it relatively easy to grasp three points at a time; people 

find three points, ideas, or numbers easy to understand and remember.  

▪ You could therefore structure your presentation around the number three. 

▪ For example, your presentation could have three main elements: the 

introduction, middle, and conclusion.  

▪ If you are using a visual aid, limit the number of bullet points to three, and 

expand on each of these as you go along. 

What, why, and how? 

▪ You could structure your presentation by addressing the questions “What?”, 

“Why?” and “How?” 

▪ “What?” identifies the key message you wish to communicate from the 

audience perspective. 
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▪ “Why?” addresses the next obvious question that arises in the audience. 

Directly addressing the “Why?” is the next stage of your presentation. 

▪ “How?” is the next question that naturally arises in the audience’s mind. Try 

not to be too prescriptive here; instead of telling people exactly how they should 

act on your message, offer suggestions.  

▪ You should also finish by proving what you have just said by providing evidence 

that your argument is beyond dispute. 

Tell them what you are going to tell them, tell them, and tell them what you’ve 

told them 

▪ Compelling message (beginning). State why the subject is important to the 

audience and the key elements of the subject. 

▪ Main content (middle). Arrange the key elements in a logical order and one 

that places the most important items for the audience first. Then expand on 

each point, providing supporting material. 

▪ Conclusion (end). The conclusion should repeat the main points, but try to use 

different words and summarize the main point and argument. End decisively 

so no one is in any doubt that your presentation is finished.  

▪ This is also the time to ask the audience whether they have any questions, if you 

have not taken them during the presentation. 

2.3. PowerPoint and visual aids are for visual media—use them for 
visuals, not words 

▪ Only put simple, digestible keywords and relevant visuals on your slides, and 

then it’s up to you to elaborate on them. 

▪ Audiences will equate the quality of your slides and visuals with the quality of 

you and your message. 

▪ More than 80 percent of people prefer to receive information visually.  

▪ PowerPoint and visual aids are excellent tools for communicating visual 

messages such as graphics, charts, flow diagrams, graphs, and images. 

▪ Either create visual, text-light presentations or wordy, text-heavy documents. 

Consider using images as an alternative, to make the most impact. 
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Figure 1. Identifying Common Presentation Mistakes. The vast majority of presentations contain 
slides riddled with full sentences and bullet points because they are the easiest to create. Audiences 

find bullet points uninspiring and—after seeing the 10th presentation in a row—dull. So,  
avoid using bullet points. 

2.4. Be as rigorous with slide headings as you are with proposal 
headings 

▪ Best-practice slide titles are interesting, clear, and—where appropriate—

benefits-rich.  

▪ For example, replace “About us” with “Why we are uniquely placed to help you” 

and replace “Summary” with “The three areas where we will bring the most 

value.” 

▪ Use animation appropriately. If your visual media shows six points, your 

audience will read ahead.  

▪ Animate your slides and click to bring up each new point.  

▪ Avoid having points flying in from the left or right, as many audiences will find 

this distracting. Make the point just appear. 

http://bok.apmp.org/wp-content/uploads/2019/03/image1.jpeg
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2.5. Review and rehearse presentation content 

▪ Remember to have your presentation and any additional materials reviewed in 

good time.  

▪ Your reviewers can follow this simple checklist: 

○ Ensure that the language used is appropriate for the audience 

○ Ensure that words used are accessible and easily understood (such as those 

used in a conversation) rather than technical or obscure words—

particularly important if the presentation has an audience with diverse 

native languages 

○ Ensure that short, succinct bullets are used rather than long sentences; 

sentences invite the audience to read rather than listen 

○ Ensure that metaphors are used to aid understanding and retention 

○ Identify ways of raising the audience’s attention, and suggest additional 

visual materials that could be included to illustrate key points 

○ Ensure that slides, illustrations, titles, captions, and handouts are free from 

spelling mistakes 

2.6. Know when and how the presentation will be delivered 

▪ In choosing your presentation method, you have to consider several key 

aspects.  

▪ These include: 

○ The facilities available to you 

○ The occasion 

○ The audience, both in terms of size and familiarity with you and the topic 

○ Your experience in giving presentations 

○ Your familiarity with the topic 

▪ Presentation methods range from very formal to very informal. 
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VERY 
FORMAL 

FORMAL INFORMAL 
VERY 
INFORMAL 

SUITABLE 
OCCASION 

Large 
conference 

Smaller 
conference or 
group where you 
don’t know the 
audience 

Smallish group, 

probably internal, 
but not all are 
known to you 

Small team 
meeting where 
you know the 
other 
participants 

PURPOSE 

Provide 
information 
to a large 
number of 
people 

Provide 

information, but 
also get a 
reaction 

Provide 

information, hear 
reaction, respond; 
possibly discuss 

Provide 

information or 
generate 
discussion 

STAND OR SIT? Stand Stand Stand or sit Probably sit 

PRESENT FROM 

WHERE? 
A lectern 

The front of the 

room 

Either within the 
group or from the 
front 

Your place at a 
table, or within 
the group 

VISUAL AIDS 

Slides 
controlled 
from the 
lectern; can 
also use 
video or 
other 
multimedia 

Fairly simple 
slides 

Some visual aids, 

but kept to a 
minimum 

Perhaps a one-

page summary 
of key points 

SOUND SYSTEM 
OR 
MICROPHONE? 

Yes Yes Probably not No 

TYPE OF ROOM 

Large 

conference 
hall 

Large 

conference 
meeting room 

Meeting room or 
office 

Meeting room 
or office 
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PROVIDED IN 

ADVANCE 

Copy of 

slides 
Copy of slides Handout 

Nothing 

expected 

AUDIENCE 
INTERACTION 

Formal 

question 
session 
typically 
following the 
presentation 

Formal 

questions, but 
may get 
interruptions 
during the 
presentation 

Fairly interactive; 
presenter handles 
questions or 
discussion during 
the session 

Likely to be 

very 
interactive 

Figure 2. Choosing a Presentation Method According to the Occasion and Its Formality. Very 
formal occasions tend to go with a larger audience, whose members you do not know well. Your 

role is likely to be more providing information and less discussing the information. 

2.7. Use presentation notes 

▪ You also have a choice how you manage your text, in terms of notes.  

▪ Whether you’re confident enough to speak with very brief notes or you need 

full text, consider how you record your notes to remind you what you’re going 

to say.  

▪ There are various ways you might choose to manage your text; the following 

table shows the most well-known methods and their advantages and 

disadvantages. 

METHOD HOW TO USE ADVANTAGES DISADVANTAGES 

Full-text 

script 
Read 

Unlikely to forget 

anything 

• Less attention on the 
audience 

• Sounds stilted 

• Harder to change what 
is said dynamically 
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Notes pages 
from a slide 
package 

• Detailed reminders 
in relation to every 
slide 

• At the end of each 
point, write a link 
statement to lead 
you into the next 
one 

Words tailored to 
slides 

• Cannot highlight 
sections or play with the 
font size easily 

• Difficulty quickly and 
visually identifying the 
most important points 

• Will have a sheaf of 
papers, which can be 
hard to handle 

Cue cards 

• Write main points 
on separate index 
cards with concise 
supporting 
material written 
underneath 

• Ensure familiarity 
with the main 
points and the 
links between one 
idea and the next 
to become less 
reliant on the 
cards 

Speaking directly to 
the audience, which 
increases your 
rapport 

• Small index cards are 
more professional than 
large sheets of paper, 
which may prove 
difficult to handle 

• Have to write by hand 

Keywords on 
cards 

Simplify the 
information using 
keywords that prompt 
key points 

Using keywords 
increases 
spontaneity and 
rapport with the 
audience 

Easy to lose your place if 
sidetracked 

Mind maps 

Develop diagrams to 
represent words, 
ideas, tasks, or other 
items linked to and 
arranged around a 
central key word or 
idea 

• Similar to using 
keywords on cue 
cards, but easier 
to illustrate 
complex 
relationships than 
with keywords 

Difficult to keep track of 
progress 
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• Helpful for 
interacting with 
audience 

Whiteboards 
and 
interactive 
whiteboards 

• Record interaction 
with and 
comments from 
the audience 
during 
brainstorming 
sessions 

• Know how an 
interactive 
whiteboard works, 
and practice using 
it. 

Good for developing 
an explanation, 
diagrams, and simple 
headings 

• Takes time 

• Back is turned from the 
audience when writing 

• Handwriting has to be 
legible, aligned 
horizontally, and large 
enough to be seen by all 
of the audience 

• Interactive whiteboard 
technology may be 
problematic 

Flip charts 

Collect ideas and 
responses from the 
audience and create 
spontaneous 
summaries 

• Popular, low-cost, 
low-tech solution 
to recording 
interactive 
meetings and 
brainstorming 
sessions 

• Can be prepared 
in advance and is 
portable 

• Requires no 
power source and 
no technical 
expertise 

If the audience is large, a 
flip chart will be too small 
to be seen by everyone 

Figure 3. Choosing Between Options for Presentation Notes. Handouts summarizing or including 
the presentation’s main points are an excellent addition but must be relevant. You may also consider 

emailing copies of handouts to participants after the event. If your talk includes questions or 
discussion, summarize this and communicate it back to the attendees. 
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2.8. Create rapport with the audience. 

▪ If the presentation is a formal or semiformal customer event, begin with 

introductions. 

▪ Take your time to get into position, make eye contact with the audience, and 

remember to smile. 

▪ When introduced, always acknowledge the introduction with thanks. 

▪ Be alert to the audience’s mood and reaction. 

▪ Maintaining interest throughout depends not only on the content but on your 

vocal delivery as well.  

▪ Remember that the following aspects of voice control are important: 

○ Volume — to be heard 

○ Clarity — to be understood 

○ Variety — to add interest 

▪ Don’t speak too fast, and remember to pause occasionally to let the audience 

assimilate the information.  

▪ Use easily comprehensible language and avoid clichés and jargon. If you are 

sincere and enthusiastic, you will quickly develop a rapport with the audience. 

2.9. Know how to deal with questions. 

▪ Dealing with questions in a presentation is a skill that anyone can master.  

▪ At the start of your presentation, you should make it clear whether and when 

you would prefer to deal with questions—as you go along or at the end of the 

presentation. 

▪ When you have finished answering questions, make sure that you have the last 

word with a strong assertion of your main message. In other words, thank the 

audience for their questions and summarize again the main points of your 

presentation. 

▪ The main rule of question sessions is to treat your audience with the respect 

you would like to have shown to you, and answer their questions directly and 

honestly. 
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○ If they have asked a question, it is because they want to know the answer. 

○ It is very unlikely that anyone will ask a question solely to trip you up, 

although this does happen. 

○ If a question is provocative, answer it directly. Never be rude or show you 

are upset. Do not compromise yourself but maintain your point of view and 

never lose your temper. 

 

Figure 4. Answering Audience Questions. Listen carefully to the question and, if the audience is 
large, repeat it to ensure everyone in the audience has heard. If you’re not sure you understood 

correctly, paraphrase it back to the questioner and check that you have it right.  
Answer briefly, and to the point. 

▪ If you do not know the answer, simply say so and offer to find out. Then ensure 

that you follow up. To be able to respond, you will need the questioner’s name 

and email address, so make sure that you speak to them before they or you 

leave. 

▪ Relax and don’t feel as if you have to know everything. If you don’t know, it’s 

better to be honest than to try to pretend.  

▪ Trust takes a long time to build up, but it can be lost in just a moment, and 

audiences will almost always know when you are not being genuine. 

 

  

http://bok.apmp.org/wp-content/uploads/2019/03/image2.jpeg
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3. Key Principles for Organizational Success  

▪ It’s important to know the strengths of the team and prepare each individual 

for their part in any presentation.  

▪ During the question session, everyone should know and have rehearsed the 

answers to customers’ expected questions, including difficult questions. 

▪ Presentations should not be developed the night before and delivered without 

preparation. 

▪ When you have finished answering questions, make sure that you have the last 

word. Thank the audience for their questions, then summarize again the main 

points (key selling messages) that your presentation was designed to 

communicate and your understanding of the next steps. 

 

4. Summary 

▪ Presentations need to be considered in relation to the audience and the key 

messages that need to be conveyed.  

▪ Content should meet the audience expectations first, rather than be driven by 

what the presenter is comfortable saying.  

▪ Preparation and rehearsal are key to a successful presentation, whether it’s an 

internal pitch or to a customer. 

▪  Always find out how long you have to present, and check if this includes time 

for questions. 
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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 
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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. 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 : Unsolicited Proposal Structure 
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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 : Weapons of Influence 
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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, 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 

1.1. What is Negotiation? 

▪ Negotiation involves the ability to work toward win-win outcomes.  

▪ The Opportunity/Capture Manager should work with Sales and Senior 

Managers to plan negotiation techniques to influence the customer’s thinking 

to prefer your solution throughout the opportunity/capture process. 

1.2. What is Good Negotiation? 

▪ The negotiating process is continual, not an individual event.  

▪ Good negotiating outcomes are a result of good relationships, and relationships 

must be developed over time.  

▪ Because of that, good negotiators are constantly looking for opportunities to 

enhance the relationship and strengthen their position. 

▪ Business-winning negotiators understand the importance of reaching a win-

win negotiation: When both sides are satisfied with their agreement, the odds 

of a long-lasting and successful business partnership are much higher. 

1.3. Requirement for Good Negotiation 

▪ Information is crucial for negotiation. 

▪ During the opportunity/capture process, it’s important to begin to research the 

history, past problems, or any sensitive points of the customer.  

▪ The more knowledge you have about your customer’s situation and negotiators, 

the better position you’ll be in to negotiate. 
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2. Best Practices 

2.1. Understand the negotiation situation. 

▪ Each negotiation is different, no matter how often you’ve addressed similar 

situations.  

▪ Always take stock and gauge which negotiation skills each negotiation will 

demand from you and your team. 

▪ The reason for entering into a negotiation will affect your approach, your 

negotiation strategy, and your relative negotiating power in comparison to your 

counterpart or competition. 

2.2. Understand the four stages of the negotiation process: prepare 
and plan, open, bargain, and close. 

▪ The negotiation process has certain characteristics.  

○ There are at minimum two parties present in any negotiation.  

○ Both parties have pre-determined goals that they wish to achieve. 

○ There is an expectation of outcome by both parties in any negotiation.  

○ Both parties believe the outcome of the negotiation to be satisfactory.  

○ Both parties are willing to compromise—that is, to modify their position—

but the incompatibility of goals may make this difficult. 

▪ Negotiation can be classified into a four-stage process: 

○ Prepare and plan 

○ Open 

○ Bargain 

○ Close 

▪ Reviewing the negotiation outcomes is an important part of the negotiation 

process. It teaches lessons on how to achieve a better outcome.  

▪ Therefore, conduct a Lessons-Learned Review after each negotiation or each 

negotiation stage. 
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▪ Document the lessons learned so that they may be used as a reference point for 

the next negotiation, with the next customer. 

Stage 1: Prepare and plan 

▪ Preparation is instrumental to the success of the negotiation process. Being 

well-prepared generates confidence and gives the negotiator an edge. 

▪ Preparation involves the following activities: 

▪ Gather information. You need to learn as much as you can about your own 

and the other party’s likely negotiating parameters and any perceived conflict 

areas as early as possible. You also need to understand clearly the issues 

involved. 

▪ Leverage. Evaluation of possible leverage on both sides at the outset is 

important because there may be a number of things you can do to improve your 

leverage or diminish the other side’s leverage. 

▪ Understand the people involved. It’s important to know the people with 

whom the negotiation is to take place. An understanding of their individual 

objectives, roles, and issues will facilitate better handling of the negotiation 

process. 

▪ Type of negotiation. Anticipate the type of negotiation you can expect. That is, 

ascertain whether it will be highly competitive, cooperative, or something 

unusual. Also determine whether the negotiation will be face to face, through a 

mediator, or in some other manner. 

▪ Rapport. It’s helpful to establish rapport with the customer during the early 

stages, before formal competition rules may apply and before the bargaining 

process begins, because this can determine how cooperative the customer is 

going to be. 

▪ Know your objectives. Clarify where you want or need the customer to move 

to and what you will and won’t be able to accept. 

▪ Part of planning the negotiation strategy should be to analyze whether an 

agreement is absolutely essential and whether you have options should the 

negotiations collapse.  

▪ You need to have the authority to negotiate. 

▪ It’s a good idea to identify areas that can be negotiated and those that can’t.  
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▪ Therefore, identify the concessions that you want to achieve from the 

negotiation and whether they’re of high value or low value to your 

organization.  

▪ These are useful prompts to take into any negotiation because the outcome of 

the negotiations can be recorded. Use a template similar to the one in Figure 1: 

YOUR PRIORITY GET VALUE GIVE THEIR PRIORITY (PROJECTED) 

… … … … … … 

… … … … … … 

… … … … … … 

… … … … … … 

No Way 

1 

2 

3 

4 

    

      

Figure 1. Decide in Advance of the Negotiation How Much You’re Willing to Concede and What Your 
Priorities Are. Anticipating what the other party will want and the priority they’re likely to place on 

each item helps to keep the negotiation moving forward and provides a reminder of what  
can’t be negotiated. 

 

▪ It is also a great idea to record the non-negotiable points.  
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Stage 2: Open 

▪ Psychologically, this phase is important because it largely sets the tone for the 

negotiation.  

▪ When you begin to negotiate face to face with the customer, both of you will try 

to make an impression and influence the other’s thinking at the first 

opportunity.  

▪ It involves both negotiating parties presenting their case to each other. 

▪ This phase of negotiation starts with one party offering an exchange—the 

opening position. This usually takes two forms:  

○ Exchange Proposal (“I’ll give you this for that”)  

○ Exchange Request (“What do you want for that?” or “What will you give me 

for this?”) 

▪ The essence of the opening phase is that both sides make offers that may be 

accepted or rejected, or may trigger a counter-offer.  

▪ The secret of a good opening is to establish authority on both sides to negotiate.  

▪ Establish credibility. Your first offer should be tough but credible. Your offer 

needs to be realistic, but this doesn’t mean it should be low if you’re selling or 

high if you’re buying.  

▪ Demonstrate confidence in your position. A confident negotiator is one who 

has planned well, understands the negotiation strategy, and has been 

empowered to negotiate. 

▪ Demonstrate trust in them. Enter the negotiation meeting with an open mind 

and seek win-win outcomes. Believe that the other party will negotiate fairly 

because it’s in their best interest to do so. 

Stage 3: Bargain 

▪ The bargaining phase involves coming closer to the objective you intended to 

achieve when you started the negotiation. 

▪ In this stage, the basic strategy is to convince the customer of the 

appropriateness of your requests and then persuade them to concede to those 

requests. 

▪ You need to be logical in your approach and frame clearly thought-out and 

planned arguments. 
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▪ The heart of many negotiations is in bargaining, or adjusting what’s being 

traded until you and your customer are satisfied with the arrangement.  

▪ An important part of bargaining is trading, where parties effectively say “If you 

give me that, then I will give you this.”  

▪ Whether or not bargaining is successful depends on the approach taken and the 

outcome sought, as shown in Figure 2: 

 

Figure 2. Bargaining Can Become Heated and Competitive if Either Party Has a Competitive Win-
Lose Attitude. In more collaborative negotiations, parties show more concern for one another while 

vigorously, but carefully, seeking an equitable outcome. 
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▪ Some well-known negotiation tactics include: 

○ Saying “Do that and I’ll give you this” 

○ Asking “why” to find out what’s driving the customer to an entrenched 

position and reframing the purpose 

○ Controlling the agenda—and, therefore, what’s discussed 

○ Using financial games, percentages, and increments in financial 

negotiations 

○ Connecting value and benefits to continually remind the other party of the 

business outcomes that they’ll achieve 

○ Conceding on low-priority items 

○ Taking a break—stepping out and changing the flow 

○ Walking away from the negotiation if an impasse is reached on a critical 

issue for you 

○ Aiming for understanding, not agreement, and saying “I understand but I 

don’t agree” 

▪ There are four key bargaining principles: 

i. Don’t give without getting 
ii. Be aware of the other party’s deadlines 
iii. Be prepared to settle for what’s fair 

iv. Be prepared to walk away 

▪ During the bargaining phase, be explicit about each offer that you make or 

agree to. 

▪ Be willing to make small concessions and offer concessions in reverse priority 

order. 

▪ This is easy when what you want to get and what you’re prepared to give have 

been documented and prioritized.  

▪ Recognize when you’re losing and move on. 
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Stage 4: Close 

▪ The closing phase of a negotiation represents the opportunity to capitalize on 

all of the work done in the earlier phases.  

▪ The research that has been done in the preparation phase, combined with all of 

the information that has been gained, is useful in the closing phase.  

▪ It also involves sealing the agreement by formalizing what has been agreed in 

a written contract or letter of intent. 

▪ Negotiators often fail to recognize the closing signs made by the other party. 

Look for the closing signals, as illustrated in Figure 3. 

 

Figure 3. Close the Deal in the Right Way. Stay calm and professional, sign the deal, stay quiet, and 
walk away. Negotiation is about seeking the best possible deal, not any deal at any price.  

A good negotiator will recognize if and when a deal can’t be achieved and will be  
prepared to walk away. 
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2.3. Deal with conflict 

▪ There are typically two types of conflict situations that may occur in a 

negotiation. 

▪ Conflicts can present themselves singularly or as a mixture of both types.  

▪ The first form of conflict might simply be called agreement conflict, where one 

person’s views or position are in conflict with another’s.  

▪ This is a situation that takes into account conflicting views relating to opinions, 

beliefs, values, and ideology. 

▪ The second form of conflict entails the allocation of resources like money, 

quantity, production, or—simply put—things.  

▪ Any physical commodity will fall into this category of conflict. 

▪ However, resource issues are more tangible because they comprise knowable 

items or particular products. 

▪ By analyzing the types of conflict into categories, you’ll have a better 

understanding of the real measure of the disputes and will be able to frame or 

focus strategies more effectively. 

2.4. Choose an effective negotiation style. 

▪ Effective negotiation skills are very important for managers, executives, and 

leaders in the business world.  

▪ The dynamic nature of business means that people must negotiate and 

renegotiate with their customers, and often in their own organizations. 

Most excellent negotiators are not self-made.  

▪ The myth of naturally gifted negotiators is based on selective memory—that is, 

people remember their successes and forget their mistakes.  

▪ In reality, effective negotiation requires practice and feedback. 

Experience improves negotiation skills and is a great teacher—to a point.  

▪ Naive experience is largely ineffective in improving negotiating skills.  

▪ To understand why, remember that in the absence of feedback, it’s nearly 

impossible to improve performance. So, without feedback, one fails to learn 

from experience. 
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▪ Experience doesn’t improve the accuracy of negotiations.  

▪ People with more experience grow more confident, but the accuracy of their 

judgment and the effectiveness of their behavior don’t increase in a 

commensurate fashion. 

Tough negotiation tactics like using ultimatums, threats, and bluffs are rarely 

effective.  

▪ Hardball tactics will alienate the other party and might toughen their stand, 

making it impossible to negotiate.  

▪ Many seasoned negotiators believe that their negotiation style involves a lot of 

“gut feeling” or intuitive responses.  

▪ Such feelings represent a reactive response rather than a deliberate plan.  

▪ Effective negotiation involves deliberate thought and systematic preparation. 

2.5. Consider the wider negotiation strategy picture 

▪ Consider whether the results of the negotiation you’re conducting will affect 

other negotiations or agreements later.  

▪ It’s vital that negotiators consider the impact or consequences of an agreement 

when developing their strategy. 

▪ Negotiations skills are required for, and should take account of, cultural 

differences.  

▪ The challenge here is to develop a negotiation skill set that’s general enough to 

be used across different contexts, groups, and continents, but specialized 

enough to provide meaningful behavioral strategies in any given situation. 

▪ Time can be both a tactical weapon (who does it hurt more to delay?) and a 

strategic imperative (who risks missing the boat to competitors?).  

▪ The point to remember is that the longer the negotiations drag out, the more 

this will negatively affect the bottom line. 
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2.6. Be mindful of cultural differences when negotiating in diverse 
environments. 

Understanding how to navigate this competitive environment is essential for 

successful negotiation. 

International negotiation may require a third party to have a role in developing a 

corporate negotiation strategy.  

Cultural awareness is imperative when negotiating in an international arena, and 

detailed knowledge of how the customer will conduct the negotiation process is 

required because there are significant differences in some countries. 

1. Don’t forget to do your homework about your customer’s culture.  

➢ Through reading and conversations with those familiar with the country, you 
can certainly learn a lot.  

➢ Don’t overlook your suppliers as sources of information about their culture. 
They will usually welcome your interest and help the research process. 

2. Show respect for cultural differences.  

➢ Inexperienced negotiators tend to belittle unfamiliar cultural practices. 

➢ Respect for cultural differences will get you a lot farther than ignorance, so 
it’s important to do your research when entering into negotiations with 
unfamiliar counterparts. 

3. Be aware of how others may perceive your culture.  

➢ Try to see how your behavior, attitudes, norms, and values appear to your 
foreign supplier.  

➢ When you enter into negotiations, it helps to know how they see you from a 
cultural standpoint.  

➢ You can adjust your approach during negotiations to get a better outcome if 
any of these perspectives are negative. 
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4. Find ways to bridge the culture gap.  

➢ Cultural differences can create a divide between you and your suppliers. 
Constantly search for ways to bridge that culture gap.  

➢ The first step in bridge building requires you and your suppliers to find 
something in common, such as a shared experience, interest, or goal. 

3. Key Principle for Organization 

▪ Many managers fail because they fall victim to the major sins of negotiation: 

absence of feedback, satisficing, and self-reinforcement.  

▪ The absence of feedback results in the problems listed in Figure 4: 

PROBLEM DEFINITION OUTCOME 

Confirmation bias is the tendency to 
see what you want to see when 
appraising your own performance. 

Confirmation bias leads to selectively seeking 
information that confirms the belief of what is 
true. 

This results in a myopic view of reality and 
hinders learning. 

Egocentrism is the tendency to view 
experiences in a way that is flattering 
or fulfilling for yourself. 

Egocentrism may increase self-esteem, but in 
the long run, it prevents learning from 
experience. 

Satisficing is the opposite of 
optimizing. It is settling for something 
less than could have been achieved. 

Satisficing can do a disservice because 
possible gains have been given away. 

Self-reinforcement is the reluctance to 
try out something new or change 
certain behavior because of the risks 
associated with experimentation. 

Fear of losing prevents them from negotiating 
effectively. 

Figure 4. Most People Have Little Opportunity to Learn How to Negotiate Effectively. The problem is 
due to lack of timely and accurate feedback. Even those people who have daily experience in 

negotiation receive very little feedback on their negotiating effectiveness 
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4. Summary 

▪ Negotiation strategies need to be developed by considering a whole host of 

factors that can have a powerful impact on business-winning success.  

▪ It’s also wise to remember that our strategy has to be flexible and will need to 

be adjusted as the “game” plays out. 

▪ We can’t know everything before we go into our first meeting, so we need to 

prepare to adjust our strategy and tactics as the situation warps and changes 

shape.  

▪ Flexibility is vital, but good preparation is essential. 
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1. Introduction 

1.1. What is Communication? 

▪ Communicating with others is an essential competence for Bid and Proposal 

Managers and all proposal team members.  

▪ Understanding how to communicate with others and in different 

circumstances is a skill that can be developed. 

1.2. Goals of Communication 

▪ Communication is the means by which information is exchanged and a 

common understanding is achieved. Its goals are to: 

○ Impart relevant information 

○ Ensure the information is understood 

 

2. Best Practices 

2.1. Understand the principles of communication. 

▪ Understand the principles of communication for effective communication: 

○ Principle of Clarity 

○ Principle of Attention 

○ Principle of Feedback 

○ Principle of Informality 

○ Principle of Consistency 

○ Principle of Timeliness 

○ Principle of Adequacy 
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2.2. Understand the components of communication. 

▪ Communication comes in many forms and depends on various factors. 

▪ The range of available channels of communication is increasing all the time. 

Every new channel brings its own opportunities and challenges. 

▪ Bid and Proposal Managers and their sponsor must take all these factors into 

account when deciding on the content and structure of their communications. 

▪ Models such as David Berlo’s theory of communication provide simple 

structures from which an understanding of the many complex aspects of 

communication can be developed. 

▪ Berlo’s theory of communication is also known as the SMCR model because of 

its four components: source, message, channel, and receiver. 

 

Figure 1. Berlo’s Theory of Communication. David Berlo’s model of communication has four components: 

source, message, channel, and receiver. The model doesn’t include feedback, yet it is always useful for the 
source and receiver to swap places, replay the message in the opposite direction, and confirm understanding. 

  

http://bok.apmp.org/wp-content/uploads/2018/12/Communicating-With-Others-Figure-1.png
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Source 

▪ A source may be an individual, group, or company.  

▪ The source’s job is to encode the message that needs to be shared.  

▪ How it encodes the message is affected by several attributes, such as the 

source’s communications skills, its attitude toward the audience, knowledge of 

the content, social background, and culture. 

Message 

▪ The source must encode the message (i.e., the content).  

▪ In this case, the content includes everything that is communicated, both 

intentionally and unintentionally.  

▪ The delivery of the communication could be grave or light-hearted, formal or 

informal; it should be consistent with how the source wants the receiver to 

interpret the message. 

▪ The message must also need to be coded appropriately. 

Channel 

▪ Berlo’s channels clearly relate to the five senses and point out that the ability 

to convey a message is not just about the words we hear (or read).  

▪ Communication in the proposal environment rarely includes touch, smell, or 

taste, and will inevitably focus on hearing (usefully seen as synonymous with 

reading) and seeing.  

▪ In the modern world, hearing and seeing can be translated into channels that 

include presentations, emails, video conferencing, newsletters, and podcasts.  

Receiver 

▪ The receiver is the person, group, or company that is the intended recipient of 

the message.  

▪ The receiver has to decode it upon receipt.  

▪ The factors that affect decoding are similar to those affecting the original 

encoding by the source.  

▪ Decoding is also affected by the receiver’s attitude, knowledge of the content, 

social background, culture, and other attributes. 
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2.3. Use communication as a leadership tool. 

▪ In the context of proposal management, leadership is best and most simply 

defined by its goals, which are to: 

○ Provide focus and promote commitment to objectives 

○ Inspire team members to successfully achieve their objectives 

▪ Leadership theory revolves around the relationship between the leader and 

those who follow. Several theories of leadership are described below. 

 

2.3.1 McGregor’s Theory X and Theory Y 

▪ Douglas McGregor identified two extreme views of leadership.  

○ Theory X managers assume that people fundamentally dislike work 
and need authoritarian leadership.  

○ Theory Y managers assume that people can be ambitious and self-
motivated, and they see the leadership role as developing each 
individual’s potential. 

 

Figure 2. McGregor’s Theory X and Theory Y Model. Theory X and Theory Y describe two extreme 
views of leadership. 

  

http://bok.apmp.org/wp-content/uploads/2018/12/Communicating-With-Others-Figure-2.png
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▪ Being a good leader is about knowing three things:  

○ Your natural style 

○ What combination of Theory X and Theory Y is needed during 
different phases of proposal development  

○ What combination of Theory X and Theory Y is appropriate for the 
team being led and the individuals within it. 

▪ Every individual has a preferred style of leadership and will instinctively 

exhibit that style in most situations. It will lie somewhere between 

McGregor’s extremes of Theory X and Theory Y.  

▪ By far, the hardest part of leadership for a Bid or Proposal Manager is 

having to exhibit different styles of leadership for different teams at 

different phases of the proposal development lifecycle—most of which 

will not be their preferred style. 

 

2.3.2 Hersey and Blanchard’s Situational Leadership 

▪ Paul Hersey and Ken Blanchard’s Situational Leadership theory 

describes four leadership styles and four levels of individual or team 

maturity or readiness. It then combines these to suggest which style of 

leadership best suits each maturity level. 

▪ A Bid or Proposal Manager needs to be competent in all four styles. They 

are: 

○ Telling. This style is characterized by one-way communication 
wherein the Bid or Proposal Manager defines roles and directs how 
work will be performed. 

○ Selling. The Bid or Proposal Manager is still directive, but uses two-
way communication. The team or individual is now encouraged to 
buy into the Bid or Proposal Manager’s decisions. 

○ Participating. The Bid or Proposal Manager and team share 
decisionmaking about how some aspects of the work will be 
performed; the manager’s behavior is less directive and more 
supportive. 

○ Delegating. While still involved in decisions, the Bid or Proposal 
Manager has delegated much of the responsibility for performance of 
the work to the team but retains responsibility for monitoring 
progress. 
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2.3.3 Adair’s Action Centered Leadership 

▪ John Adair identified three overlapping areas of core responsibility: task, 

team, and individual. He called the balancing of these three 

elements Action Centered Leadership. 

 

Figure 3. Adair’s Action Centered Leadership. John Adair identified three overlapping  
areas of core responsibility. 

▪ In this scenario: 

○ The task is the development of the proposal.  

○ An individual will come to the team with his or her own needs and 
ambitions 

○ The team element relates to maintenance of the team and ensuring 
that individuals work together to complete the task. 

▪ Adair describes six key functions that must be performed to achieve this 

balance. Although he was focusing on teams of all types, it is no 

coincidence that in every case there is a match to proposal management 

techniques. 

○ Planning. Planning involves seeking all available information; 
defining the group task, purpose, or goal; and developing a workable 
plan. In proposal management terms, this is not only about planning 
delivery, but also about planning governance. 

http://bok.apmp.org/wp-content/uploads/2018/12/Communicating-With-Others-Figure-3.png
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○ Initiating. Initiating involves communicating objectives, explaining 
the business case, allocating responsibilities, and setting team 
standards. 

○ Controlling. Controlling requires the promotion and maintenance of 
teamwork. It describes how a leader influences tempo, ensures 
actions are taken toward objectives (delegation and control), and 
encourages the team to act and make decisions. 

○ Supporting. This includes recognizing people and their 
contributions, encouraging the team and individual members, 
providing discipline where necessary, creating team spirit, and 
managing conflict. 

○ Informing. Informing comprises regular clarification of the 
objectives and plan, giving new information, receiving information, 
and summarizing suggestions and ideas clearly. 

○ Evaluating. This includes checking whether an idea is feasible, 
testing the consequences of a proposed solution, and helping the team 
evaluate its own performance. 

▪ The first three functions (planning, initiating, and controlling) are more 

transactional in nature, and the focus is more on the task.  

▪ The second three (supporting, informing, and evaluating) are more 

transformational, with a focus on relationships. 

 

2.4. Delegate tasks, but remain accountable for the work. 

▪ Delegation is the practice of giving a person or group the authority and 

responsibility to perform specific activities on behalf of another.  

▪ The act of delegation does not transfer accountability; the person who has 

delegated the work remains accountable for its results. 

▪ The goals of delegation are to: 

○ Allocate work effectively to individuals, teams, and suppliers 

○ Motivate and develop team members 

▪ In many ways, delegating a task is a microcosm of the wider proposal 

management environment. There are many shared principles, as Figure 4 

illustrates: 
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Figure 4. Delegation Procedure. Delegation is primarily a means of distributing work around the various 
proposal contributors, but it’s also a means of motivating teams and individuals to realize their full potential.  

▪ Delegation underpins a style of management that encourages proposal team 

members to use and develop their skills and knowledge. 

▪ The first step is to define the task or work package and confirm that it is 

something that can be delegated.  

▪ A team or individual can be selected after their capability to do the work has 

been assessed and any training needs have been identified. 

▪ Transfer of the work will require the Bid or Proposal Manager to clearly 

specify what needs to be done. 

▪ Once the work is underway, the Bid or Proposal Manager should exercise a 

suitable degree of supervision and provide support as required. 

▪ Numerous potential obstacles are in the path of effective delegation, 

including: 

○ Complex lines of authority in a matrix organization 

○ The Bid or Proposal Manager’s ability to select the members of his or her 
team 

○ Poor culture, particularly if blame is common or there is intolerance of 
mistakes that would make people reluctant to accept responsibility 

○ Reluctance to delegate (e.g., “By the time I’ve explained it, I could have 
done it myself.”) 

http://bok.apmp.org/wp-content/uploads/2018/12/Communicating-With-Others-Figure-4.png
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2.5. Encourage teamwork and the pursuit of a common goal. 

▪ Teamwork is how a group of people come together to collaborate and 

cooperate in achieving common objectives. The goals of teamwork are to: 

○ Create a team from a collection of individuals 

○ Develop and maintain the team’s performance 

▪ The difference between a team and a group of individuals is the team’s 

collective commitment to agreed-on objectives.  

▪ Models of teamwork tend to address two aspects: the nature of the individuals 

who make up the team, and the developmental stage of the team as a whole. 

▪ Individuals will perform better in a team context if they are given a role that 

plays to their strengths. 

2.5.1 Belbin’s Team Roles 

▪ R. Meredith Belbin studied teams by working on management games and 

experimented with different mixes of people. 

▪ Belbin concluded that a high-performing team needs a complementary mix 

of characters. He identified nine character types, each of which make 

positive contributions to a team but also have what Belbin termed 

allowable weaknesses. 

▪ Belbin’s Nine Character Types 

Plant 

Contributions: Plants are creative, imaginative, and unorthodox. They solve 

difficult problems. 

Allowable weaknesses: A plant ignores incidentals and is too preoccupied to 

communicate effectively. 

Monitor Evaluator 

Contributions: Typically, Monitor Evaluators are mature, confident, and make 

good chairpersons. They clarify goals, promote decisionmaking, and delegate 

well. 

Allowable weaknesses: This person lacks drive and the ability to inspire 

others. 
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Specialist 

Contributions: Specialists are single-minded, self-starting, and dedicated. They 

provide knowledge and rare skills. 

Allowable weaknesses: A specialist contributes only on a narrow front and 

often dwells on technicalities. 

Coordinator 

Contributions: A respected leader who helps everyone focus on their task. 

Allowable weaknesses: Coordinators can often be seen as manipulative or 

controlling. They tend to off-load personal work. 

Resource Investigator 

Contributions: These people are extroverted, enthusiastic, and 

communicative. They explore opportunities and network well. 

Allowable weaknesses: Resource Investigators can be overly optimistic and 

lose interest once their initial enthusiasm has passed. 

Team-worker 

Contributions: Team-workers are cooperative, mild, perceptive, and 

diplomatic. They listen well and work to avoid friction in the team. 

Allowable weaknesses: They can be indecisive in crunch situations. 

Completer Finisher 

Contributions: These team members are painstaking, conscientious, and 

anxious. They search out errors and omissions and usually deliver on time. 

Allowable weaknesses: They are inclined to worry unduly and are reluctant to 

delegate. 

Implementer 

Contributions: Implementers are disciplined, reliable, conservative, and 

efficient. They turn ideas into practical actions. 

Allowable weaknesses: They can be somewhat inflexible and slow to respond 

to new possibilities. 
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Shaper 

Contributions: These people are challenging, dynamic, and thrive on pressure. 

They have the drive and courage to overcome obstacles. 

Allowable weaknesses: Shapers are prone to provocation and may offend 

other people’s feelings. 

▪ Belbin’s approach measures the relative degrees of each type in a person’s 

character. For instance, somebody who is predominantly a Plant may also 

have strong Resource Investigator tendencies and a few qualities of a 

Completer Finisher. 

▪  It’s useful to understand each team member’s strengths and weaknesses so 

the manager can adapt, lead, and motivate accordingly. 

2.5.2 Tuckman’s Model for Team Development 

▪ Tuckman first published his model of group dynamics in 1965. It originally 

comprised four stages: forming, storming, norming, and performing.  

▪ In 1977, he added a fifth stage—adjourning—and other sources have added 

a sixth phase, mourning. 

 

Figure 5. Tuckman’s Model for Team Development. In Bruce Tuckman’s original model, groups move through 
four stages. A fifth stage was later added. 

▪ A team may move from performing back to storming, resulting in the 

manager having to quickly move the team through the stages again. 

  

http://bok.apmp.org/wp-content/uploads/2018/12/Communicating-With-Others-Figure-5.png
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Forming 

▪ When individuals are first brought together, they do not have a common 

objective. They may be anxious about why they have been brought into 

this team.  

▪ Members may be hesitant about their new environment, unsure of what 

they have in common with other team members, or confused as to the 

purpose of the project or program. 

▪ Individuals will indulge in some superficial questioning of colleagues to 

look for more information, common ground, and possible allegiances. 

Storming 

▪ Different types of individuals will behave very differently during the 

forming stage. This may introduce conflict between individuals or small 

subgroups within the team. More assertive individuals will try to impose 

some order by defining rules. This could result in leadership being 

challenged while a pecking order is established. 

▪ Assuming that a common purpose has been identified, very different views 

will arise as to how that purpose should be achieved. 

Norming 

▪ As the issues and conflicts of the storming stage are resolved, the team 

starts to settle down and concentrate on tasks and issues rather than 

personalities. 

▪ An acceptance of common values and behaviors develops with open 

communication that promotes constructive review and suggestions for 

alternatives. 

▪ The team is starting to become a cohesive unit, truly working as a team at 

this stage.  
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Performing 

▪ The team is working as a focused unit.  

▪ Team members are collaborating to solve problems, and there’s a visible 

change in mentality from “me” to “we.”  

▪ There is shared responsibility for the common goal, and individuals are 

confident enough to innovate and provide insights into any problems that 

arise. 

▪ Individuals demonstrate flexibility, with job titles becoming transparent 

and delegation of authority working efficiently. 

Adjourning 

▪ This stage comes as the project or program begins to close and 

demobilization nears.  

▪ Some team members may be distracted by their next project and pay less 

attention to the work at hand. 

▪ This could be a dangerous time for managers who are focused on a rapidly 

approaching deadline and for stakeholders who are suddenly more 

motivated to get involved as the point of handover approaches. 

▪ To maintain performance, the manager should work with the team to allay 

their concerns. 

Mourning 

▪ A final stage is mourning as there may be a sense of loss when the project 

is completed. 

▪ New manager must motivate team members is to find out what was good 

and bad about the last project or program, and to encourage team 

members to use those experiences to benefit the new team. 
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2.6. Anticipate and manage conflict. 

▪ It’s important to recognize the difference between conflict management and 

conflict resolution. The latter is only one aspect of the former. 

▪ The goals of conflict management are to: 

○ Utilize the positive aspects of conflict 

○ Resolve organizational and interpersonal conflict 

○ Minimize the impact of conflict on objectives 

▪ The proposal development environment is almost designed to create conflict: 

people come together on a temporary basis in new and changing situations to 

meet a challenging set of objectives. 

2.6.1 Maccoby and Scudder’s Five-Step Process for Conflict Management 

▪ Thamhain and Wilemon investigated projects to determined seven main 

sources of conflict.  

▪ Conflict can occur between two members of the management team, 

someone in the management team and a supplier, or two stakeholders. 

▪ Disagreements generally arise through a host of factors, such as: 

○ Conflicting working styles 

○ Unspoken assumptions 

○ Conflicting perceptions 

○ Differing personal values 

○ Emotions such as stress, fear, and uncertainty 

○ Conflicting roles 

○ Miscommunication 

▪ While a Bid or Proposal Manager may be skilled in conflict resolution, he 

or she should apply conflict management techniques to preempt and avoid 

conflict before it occurs. 

▪ In their book Leading in the Heat of Conflict, Michael Maccoby and Tim 

Scudder describe a five-step process for conflict management. 
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Figure 6. Maccoby and Scudder’s Five-Step Process for Conflict Management. During the identification and 
definition processes, a lot of time is spent trying to anticipate potential sources of conflict and either  

eliminating or reducing them. 

▪ The Bid or Proposal Manager must use control techniques and empathy to 

identify obvious technical and more subtle human conflicts as they 

emerge. 

▪ Resolution must involve confirming what all parties have agreed on and 

updating future plans to reflect the solution. 

▪ The Bid or Proposal Manager should anticipate conflict but not necessarily 

seek to avoid all of it. Some degree of conflict is seen as a necessary part of 

building a high-performing team, as illustrated by the “storming” stage of 

team development in Tuckman’s model.  

▪ Facilitating healthy disagreement can help develop individuals and 

provide learning experiences.  

▪ When negative conflict occurs, it must be resolved to minimize the damage 

caused. 

▪ Conflict can be damaging if left unresolved. It creates uncertainty, affects 

morale, and undermines the effectiveness of a team. Eventually, this can 

result in delay or even failure to deliver the objectives. 

▪ A resolution is easier to find if conflict resolution focuses on factors such as 

data and structure rather than values and relationships. 

▪ For some forms of conflict, a mediator may be useful. A mediator must 

focus on the issues involved rather than the personalities.  

▪ Conflict resolution is a complex skill, but identifying specific techniques or 

approaches helps managers understand what’s involved and develop the 

right competences. 
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2.6.2 Thomas-Kilmann’s Conflict Resolution 

▪ Kenneth Thomas and Ralph Kilmann based their conflict style inventory 

on the managerial grid developed by Robert Blake and Jane Mouton.  

▪ They arranged five conflict resolution approaches on scales of two 

individual characteristics: assertiveness and cooperativeness. 

 

Figure 7. Thomas-Kilmann’s Conflict Resolution Model. The Thomas-Kilmann Conflict Mode Instrument is used 
to identify an individual’s natural tendencies when dealing with conflict. 

Thomas and Kilmann developed the Thomas-Kilmann Conflict Mode Instrument, 

which is used to identify an individual’s natural tendencies when dealing with 

conflict. Those include: 

Competing 

▪ People who favor this style tend to take a firm stand because they are 

confident in their position. They often operate from a position of power. 

▪ The style is useful when the conflict needs to be resolved urgently, when the 

solution is unpopular, or when the other party is trying to exploit a situation 

to their own advantage.  

▪ Take care not to use this style inappropriately as some people will feel they 

have lost an argument and will be resentful. 
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Collaborating 

▪ The collaborative style tries to meet the needs of everyone involved.  

▪ People who adopt this style can still be assertive but, unlike the “competitor,” 

they acknowledge that everyone’s views have equal importance.  

▪ This style tries to bring together many viewpoints to arrive at the best solution 

and should be the first style employed when resolving conflicts during 

requirements management. 

Compromising 

▪ Compromise often means that all parties feel only partially satisfied because 

everyone has to give up something. 

▪  It’s useful when the impact of the conflict on proposal development objectives 

outweighs the effects of breaking the impasse between equal parties.  

▪ This approach is most likely to be used during the delivery phase of the 

lifecycle. 

Accommodating 

▪ This style indicates that someone is prepared to meet the needs of others at 

the expense of his or her own needs.  

▪ It should be adopted only if it’s the only way to resolve a conflict and the 

impact of non-resolution is worse than the necessary concessions. 

Avoiding 

▪ People who prefer this style seek to evade conflict or pass it on to another 

person.  

▪ The only situation where this can be acceptable is when a Bid or Proposal 

Manager genuinely believes that someone else is better placed to resolve a 

conflict. 

▪ It would be perfectly reasonable, for example, for a Bid or Proposal Manager 

to pass responsibility for resolving a conflict to the sponsor—but in a 

structured way, not just ignoring the problem and hoping the sponsor will 

resolve it. 
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3. Summary 

▪ Communication is the means by which information is exchanged and a 

common understanding is achieved. It is an essential skill for Bid and Proposal 

Managers. 

▪ Understand the principles and components of communication to effectively 

develop your communication skills. 

▪ Use communication as a leadership tool to encourage team work, delegate 

tasks and also remain accountable for the work. 

▪ Learn to properly anticipate and manage conflict within an organization. It is 

a necessary skill for leadership. 
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1. Introduction 

1.1. Stakeholder Engagement and Management 

▪ Effective communication between the proposal team and its stakeholders is 

needed for the proposal development process to succeed. 

▪ The Bid or Proposal Manager must lead the stakeholder community, a unique 

audience that’s often separate from the team and to whom delegation is rarely 

appropriate. 

1.2. Needed Skills for Stakeholder Engagement and Management 

 

▪ When dealing with stakeholders, influence and negotiation are important. 

▪ The Bid or Proposal Manager will need to have conflict management skills no 

matter how well-honed his or her other interpersonal skills may be. 

▪ The Bid or Proposal Manager must understand the stakeholders to be able to 

encode messages correctly and use appropriate channels to maximize the 

effectiveness of any communication. 

2. Best Practices 

2.1. Influence behaviors and activities that support the team’s 
objectives. 

▪ The Bid or Proposal Manager must seek to affect the behaviors and actions of 

others through influence rather than authority.  

▪ The goals of influencing are to persuade stakeholders to: 

○ Support the objectives 

○ Support the achievement of the objectives 

▪ Stakeholder management identifies people the Bid or Proposal Manager needs 

to influence. This influence may be required to overcome objections, secure 

resources, or even to help influence others. 
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▪ Models for the nature and practice of influencing have many common 

features and emphasize two common themes: 

○ Understand the people you wish to influence 

○ Understand what you can do for them in return (reciprocity) 

▪ To achieve this, successful influencers will: 

○ Understand their own behavior and how it relates to others 

○ Have a clear vision of what the work involves and how it affects others 

○ Communicate effectively using all appropriate means 

○ Negotiate to find mutually acceptable solutions to issues 

○ Understand context, including cultural, social, and political factors 

○ Behave ethically at all times 

▪ Managers must understand their sources and levels of power so they can be 

used constructively and not abused. 

▪ If influencing is successful, it will change the attitudes and behaviors of 

others. The result will be acceptance of and support for the objectives of the 

work. 

2.1.1 Montana and Charnov’s Seven Forms of Power 

▪ Montana and Charnov outlined seven forms of power involved in 

leadership and influencing in an organizational setting: 

Legitimate power  

▪ It is gained through position or rank in the organization.  

▪ A Bid or Proposal Manager has legitimate power with respect to the 

management and contributions of teams working in proposal 

development.  

▪ When necessary, a manager may have to call on the support of a sponsor to 

provide a higher level of legitimate power. 

Reward power  

▪ It arises from administrative control over rewards. 

▪ Most Bid or Proposal Managers have limited reward power with regard to 

internal resources, because this is primarily delegated to the line 

managers. 
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Coercive power 

▪ It is concerned with a manager’s ability to punish. 

▪ This is the opposite of reward power and is usually affected by the same 

factors in the proposal management context. 

Expert power  

▪ It is power attained through a Bid or Proposal Manager’s personal 

knowledge, skills, and abilities. 

▪ If Bid or Proposal Managers don’t have a technical background in the work 

of the project, they must rely on their profile as an expert Bid or Proposal 

Manager to achieve expert power. 

Charisma power  

▪ It is a personal characteristic that depends on the subjective views of the 

team being led or the stakeholders being influenced.  

▪ In a complex proposal environment, the Bid or Proposal Manager is more 

likely to be detached from expert power and must use charisma to promote 

the vision for the work. 

Referent power  

▪ It is gained through association.  

▪ When Bid or Proposal Managers draw on the support of a powerful 

sponsor, they are using referent power. 

Information power  

▪ It is gained by anyone who has information that others need to do their 

work.  

▪ This must be used with caution as it implies holding back information to 

gain power, which rarely is in the interest of effective proposal 

management. 
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2.1.2 Cialdini’s Six Principles of Influence 

▪ Robert Cialdini set out six principles of influence in his book Influence: The 

Psychology of Persuasion.  

 

 

Figure 1. Cialdini’s Six Principles of Influence. The Bid or Proposal Manager usually doesn’t have authority 
over stakeholders and must use influencing skills to gain support for the work. 

▪ Cialdini’s principles of influence, which follow, are not limited to 

stakeholder management. 

Reciprocity 

▪ Someone is more likely to give you something you want if you have given 

them something in return.  

▪ If a proposal could benefit a stakeholder, he or she is more likely to support 

it.  

▪ In this situation, the stakeholder management plan must concentrate on 

explaining the benefits to relevant stakeholders. 
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Commitment 

▪ People like consistency. Once they take a position, they tend to stick with it, 

even if this means shortcutting new information as a previous decision is 

recalled.  

▪ The moral for the Bid or Proposal Manager here is to seek support early. 

Social proof 

▪ This could be negatively expressed as peer pressure as people are naturally 

influenced by those around them.  

▪ This is another reason to start positive stakeholder communication as early 

as possible to build momentum. 

Liking  

▪ People are more likely to be influenced by people they know or like.  

▪ A Bid or Proposal Manager can carefully select how messages are 

conveyed.  

▪ Supportive stakeholders may be more willing to help others if there’s a 

good existing relationship. 

Authority 

▪ To gain authority, a Bid or Proposal Manager must have a clear vision for 

the work’s outputs and benefits and how to achieve them.  

▪ A Bid or Proposal Manager who can speak authoritatively will find it easier 

to influence others. 

Scarcity  

▪ Things in short supply often are more attractive; this can apply to the 

scarcity of opportunities rather than objects. 

▪ For example, if a proposal isn’t prepared now, the opportunity or benefits 

may disappear. 

One downside of Cialdini’s universal truths is that they can sound 

manipulative or aggressive. Although it’s important to be able to influence 

others, it’s also important to always act professionally and ethically. 
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2.1.3 Cohen and Bradford’s Influence Model 

▪ Many of Cialdini’s truths are embodied in the model that Allan Cohen and 

David Bradford created for their book, Influence Without Authority.  

▪ Their model comprises six steps: 

 

Figure 2. Cohen and Bradford’s Influence Model. The model has six steps that can help the Bid or Proposal 

Manager influence key stakeholders. 

▪ The first step is to assume that all parties are potential allies. A Bid or 

Proposal Manager must assess each stakeholder. It can be useful to assume 

that an unsupportive or openly antagonistic stakeholder can be turned into 

a supporter with the right information. 

▪ Secondly, the model advises people to clarify their goals and objectives.  

▪ Then the Bid or Proposal Manager needs to understand how stakeholders 

developed their attitude toward the work and then act on that 

understanding. 

▪ Currency is what someone values. Work to understand your stakeholders’ 

currencies, as well as your own, keeping in mind that currencies are very 

personal. Even if something doesn’t seem valuable to you, don’t 

underestimate its value to others. 

http://bok.apmp.org/wp-content/uploads/2018/12/Stakeholder-Engagement-Figure-2.png
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▪ The next step is about knowing the person you wish to influence and 

developing a relationship of mutual trust. 

▪ And the final step uses what many believe is the most powerful of Cialdini’s 

six universal truths—reciprocity.  

▪ Ultimately, most stakeholders are influenced to support or oppose a project 

or program based on how it will affect them. If someone’s support is 

needed, they typically hope to receive something in return. 

▪ While it’s important to be able to influence others, it’s also important to act 

professionally and ethically. 

 

2.2. Use negotiation to resolve differences. 

▪ Negotiation is a collective term for various mechanisms that seek to resolve 

differences between individuals, groups, or companies. Its goals are to: 

○ Find solutions to issues involving two or more parties 

○ Develop beneficial relationships between two or more parties 

▪ The principles of negotiation are used in conflict management and 

procurement.  

▪ Addressing personal conflict often involves emotional and cultural issues, 

whereas procurement negotiation is usually about contractual terms and 

conditions. 

▪ There are common factors that exemplify a good negotiator. They include: 

○ The ability to describe common goals and boundaries 

○ Emotional control 

○ Equal treatment of all parties 

○ Good listening and communication skills 

○ Thorough knowledge of bargaining tactics 

○ An ability to close a negotiation in a way that secures the outcome 

▪ A negotiation is often described as having one of two flavors:  

○ Competitive  

○ Collaborative. 
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▪ Competitive negotiation is about getting the best deal for one party, 

regardless of the needs and interests of the other. Although you should avoid 

competitive negotiation, you might not always be able to. 

▪ Collaborative negotiation seeks to create a scenario in which all parties 

involved get part or all of what they want. This approach tends to produce 

longer-term solutions and minimize the opportunity for future conflict. 

▪ Regardless of whether a negotiation is competitive or collaborative, it usually 

follows a six-step procedure, as depicted in Figure 3. 

 

 

Figure 3. Negotiation Procedure. Regardless of whether a negotiation is competitive or collaborative, it 
usually follows the same six-step procedure. 

○ Plan. All parties should prepare thoroughly. This includes gathering as 
much information as possible, setting goals for the outcome, and agreeing 
on an escalation route if the negotiation is unsuccessful.  

○ Discuss. Set the scene, identify the key issues, and communicate the 
objectives. Listen, question, and offer feedback regularly to confirm 
understanding. 

○ Propose. Propose a clear and unambiguous solution. 

○ Bargain. Discuss the proposal. Communicate personal boundaries and 
areas of flexibility. 

○ Agree. Reach agreement on the core issues. Document what has been 
agreed on and record any peripheral outstanding items, with timescales for 
resolving them. 

○ Implement. Communicate the outcome of the negotiation as necessary. 
Update any related proposal management documentation. 

  

http://bok.apmp.org/wp-content/uploads/2018/12/Stakeholder-Engagement-Figure-3.png
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▪ Never enter into negotiations unprepared. This can easily lead to mistakes, 

such as making opening offers that are clearly unacceptable to the other 

parties.  

▪ When bargaining, it’s important to stay calm and know when to take a break.  

▪ Shell’s model highlights the importance of negotiation in conflict 

management, and it also shows how one’s innate characteristics manifest 

differently according to context. 

▪ Shell’s interpretation of the five styles of negotiation includes 

○ Accommodating. This style indicates that one person is keen to solve the 
problem and preserve the personal relationship. However, if the other 
party doesn’t reciprocate, the accommodating person can feel taken 
advantage of. 

○ Avoiding. Some people simply don’t like to negotiate unless (or until) 
absolutely necessary. They typically will dodge the confrontational aspects 
of a negotiation, which others may interpret as tactfulness and diplomacy. 

○ Collaborating. Someone who enjoys negotiating and solving problems is 
said to be collaborating. The danger is that this enthusiasm can lead to 
simple problems being made complex. 

○ Competing. A naturally competitive person will enjoy a negotiation 
because it’s an opportunity to win (in the context of “win-lose,” not “win-
win”). This style can be viewed as dominating and can damage the 
bargaining process and the relationship. 

○ Compromising. When an individual is motivated to conclude a negotiation 
in a fair and equitable way, they may rush the bargaining process and 
make concessions too quickly. 

▪ Individuals can demonstrate different styles in reaction to different contexts. 

A skilled negotiator learns to adopt his or her style to the context. 
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3. Key Principles for Organizational Success  

▪ A communication plan is needed when communicating with stakeholders. 

Poor communication must be avoided at all costs. 

4. Summary 

▪ The Bid or Proposal Manager must lead the stakeholder community and 

influence behaviors and activities that support the team’s objectives. 

▪ Negotiation can be used to resolve differences.  

 



 

 

 

Final thoughts  

The guide is part of our comprehensive Baachu APMP Capture Practitioner level 

certification course. 

 

Format : 

45 Video lessons with chapter guides detailing each of the key competency areas 

in the APMP Capture Practitioner Level syllabus including overview of the exam 

process, format and exam readiness checklists and Interactive webinar-based 

mentoring sessions over 4 weeks where we distill the sample practitioner 

questions. 

If you miss the live mentoring sessions, you can always access the recordings 

inside scribble plus YOU WILL HAVE LIFETIME ACCESS TO THE TRAINING 

COURSE. 

 

https://baachuscribble.com/apmp-capture-practitioner-certification/ 

 

  



 

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 

live workshop 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 capture practitioner 

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  



Baachu is dedicated to support aspiring proposal professionals with top 

quality learning material as they study for demanding APMP proposal 

professional certification exam, often whist working full time. Baachu 

materials are written by professionally qualified specialists who know 

from personal experience the importance of top quality materials for 

exam success. 

This guide provides material specifically for the APMP Capture 

certification exam.
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