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3.0
Capture
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The best way to win proposals is to know the customer. All the best practices say so. Unfortunately, sometimes it makes sense to bid even if you don't know the customer. When you find yourself in this circumstance, the best practices won't help. 

The first thing you should do is to make a heroic effort to get all the information you need to have about the customer. It's not enough to say "do the best you can" and then proceed like usual. You need to follow different bid strategies when you don't know the customer. 

When you know the customer, the focus in your proposal should be on them and not on you: 

How your offering will benefit them
How you will help them meet their goals 

This is the best approach when you are trying to persuade someone that they should select you out of their own self-interest. But when you don't know the customer, you can't take the same approach. If you try, you risk getting it wrong and alienating the customer instead of persuading them. 

When you don't know the customer, you have to base your proposal on the value of your offering. You can, and should, still talk about the benefits of your offering. But it has to be in the context of how your other customers benefit from it. You should load the proposal up with as many case studies and examples as you possibly can that demonstrate how others have benefited from your offering. Instead of talking directly to the person reading your proposal, you have to talk in terms of a typical customer. Examples are important to help the reader see how it could apply to them. 

Even though you can't focus on the goals and mission of this particular customer, you can talk about how your offering has increased the capabilities of your other customers to fulfill their goals and missions. Even if you look up something on the Internet that says what the customer's mission is, you don't know the internal politics of the customer well enough to talk about them. So keep the focus on your offering and its value proposition. 

To win you will need to turn your outsider status to your advantage. You can bring fresh insight, approaches, and technology to the customer. You can recognize the customer as the leader and enhance their flexibility and decision making capabilities. You bring options. While you are the expert in your offering, let them be the expert in their mission. Offer to enable and support them. You can't take or lead them into the future, but you can increase their capabilities, improve their efficiency, and help them make well-informed decisions. 

If you are competing against someone who knows the customer, they will be saying how they are low risk, offer instant start-up without disruption, and can better support the customer because of the depth of their expertise. So make sure you demonstrate how you will mitigate the risks, prove that you can start quickly without disruption, and offer to hire any incumbent staffing to retain their customer knowledge. But give the customer a choice. The status-quo incumbent or your fresh capabilities. This and price are the primary reasons that people choose to go with someone new when selecting a vendor. 

If they like and trust the incumbent, you will probably lose anyway. But if they are willing to stray, you need to give them a reason to select you. Your proposal has to give that reason to them. So make your proposal all about your value proposition, and make your value proposition add up to a compelling reason for them to want you. 

3.1
Capture Manager

The Capture Manager is responsible for winning a business opportunity. The Capture Manager will probably not be the initial salesperson, but will get involved as a dedicated resource once it has been decided to pursue a lead. The Capture Manager assigned will then oversee the opportunity pursuit through award, unless a decision is made to no-bid it somewhere along the line. 

Typically, the Capture Manager will work on selected opportunities and oversees bid strategies, pricing, teaming, and proposal strategies. A major focus for the Capture Manager is to manage the transition from opportunity discovery to the proposal process where the opportunity is closed. Often, the Capture Manager must sell the opportunity internally, as well as to the client, in order to get the resources necessary for pursuit and proposal development. 

The Capture Manager identifies bid opportunities through a wide variety of information sources and tracks the status of potential opportunities that have been identified as targets. The Capture Manager will:
· Review bid opportunities and suggest bid/no-bid decisions with supporting rationale.

· Develop detailed capture plans inclusive of solicitation summaries, competitive analysis, intended win themes, resource requirements and intended assignments, proposal development time-lines, risk analysis, return-on-investment analysis and cost of capture projections.

· Develop, in detail, and continually re-evaluate and, if necessary, re-define the winning bid strategy.

· Communicate bid strategies to the proposal team and to management. Develop strategy reports and presentations as requested for review.

· Assemble appropriate bid teams with the cooperation of the Proposal Manager, Program Manager, Operating Division VPs, and the VP Business DEvelopment.

· Assign appropriate general responsibilities & specific tasks (with deadlines) for all proposal staff assigned.

· Effectively manage the productivity and contributions of all team members (including those assigned from outside the Business Development department) to produce the desired results.

· Continually analyze the status of proposal development to ensure progress toward the defined schedule.

· Continually analyze the company’s competition and formulate plans to develop and maintain advantage.

· Participate in negotiations for all primary sources of supply and contribute where needed with other negotiations.

· Identify and select the most appropriate team partners, when needed. 
· Develop and negotiate teaming agreements, statements of work, and subcontracts.

· Properly identify all risk and develop clearly defined risk-mitigation techniques.

· Develop appropriate reality models with management and the pricing staff

· Take direct responsibility for developing and writing the management plan.

· Thoroughly quality-check work performed by all team members.

3.2
When Not to Bid

Most companies bid a lot of stuff they shouldn’t. So to help you find a reason to “no bid” here’s a list of reasons not to: 
1. You find out about the opportunity when the RFP is released 

2. The customer has no budget or can’t afford what is actually required 

3. Your competition is cheaper 

4. There are too many competitors 

5. A key subcontractor backed out 

6. There is a requirement in the RFP that you can’t live with 

7. The price risk is too high 

8. The performance risk is too high 

9. You have negative past performance 

10. The customer doesn’t like you 

11. You don’t like the customer 

12. Customer won’t answer critical questions 

13. You have no advanced awareness 

14. The opportunity doesn’t fit corporate strategies 

15. The RFP is too vague 

16. The RFP is too specific 

17. There’s not enough profit in it 

18. You don’t have enough staff available to write the proposal 

19. You have a conflict with certification requirements 

20. The customer is unrealistic 

21. The schedule is unrealistic 

22. You don’t have the staff to do the work 

23. You can’t promise delivery of the key personnel 

24. You don’t know who the competition is 

25. You don’t know who the evaluators are 

26. The customer likes someone else 

27. You think the customer is trying to justify a selection already made 

28. The customer is just fishing/not serious 

29. Location, location, location 

30. You have a conflict with the delivery requirements 

31. There are intellectual property issues 

32. The contract type is not appropriate for the type of work 

33. Your awareness is limited to what’s in the RFP 

34. There is no potential for follow-on work 

35. Pursuing it would distract you from other opportunities 

36. You are not investing in the proposal effort 

37. You started working on the proposal after the RFP hit the street 

38. You can’t articulate why you should be the one to win 

39. The customer doesn’t know you 

40. You don’t know how the customer is organized 

41. You don’t know how the procurement fits into the customer’s strategic plans 

42. You can’t adequately perform at the price you plan to bid 

43. The technology requested is already obsolete 

3.3
Opportunity Tracking
If we do not know what procurements are forthcoming, we are not paying sufficient attention to market opportunities.
· Implement a method for reporting new market opportunities. Identify the type of data required

· List new and outstanding opportunities

· Prioritize opportunities

· Provide summary data to group/division managers for proper consideration of major opportunities

· Maintain a win/lose record

3.4
Intelligence Gathering
The systematic gathering of intelligence and data should occur well before the RFP arrives.
· RFP release date and content

· Customer requirements and budget

· Incumbent strengths and weaknesses

· Expected bidders

· Customer characteristics

· Knowledge of subject technology

· Evaluation and procurement cycle

· Attend the industry briefing

3.5
Resource Requirements Analysis

Verify that adequate resources are available for initial data gathering, proposal preparation, and doing the proposed work.

· Identify personnel, facilities, computers, etc.

· Identify geographic locations

· Identify current and expected capabilities

· Make sure the right people will be assigned (dedicated if possible)

· Designate Proposal Manager and Solution Manager

· Prepare a preliminary cost proposal
3.6
Preliminary Bid-No Bid Decision
Do not waste effort tracking and planning an activity that will not be bid. Major issues to be resolved are:
· Do we have the assets to do the job?

· Can we turn a profit?

· Do we have a reasonable probability of a win?

· Can we prepare a winning proposal?

· Are funds available for marketing and B&P?

· Potential for follow-up work

· Other opportunities available (priority assignment)

· Compatibility with corporate business plan

· Adequate technical and management capability

3.7
Strategy Development

Define what it takes to win.
· Develop the strategy needed to win

· Image (standing with customer)

· Competition (strengths, weaknesses)

· Theme (we understand and we will succeed)

· Assets (people, experience, facilities, and technology)

· Teaming (fill technical voids, strengthen bid, neutralize competition)

· Enhance our image with the customer (difficult to win if we are not known)

· How to neutralize the competition

· Teaming or vendor agreements

· Identify people (resumes) and experience base (past performance)

· Develop preliminary themes

· Can we influence the RFP content?
· Does time dictate that we start the proposal before RFP release?

