L

Celerity

.Lom

Proposal lessons learned:
Get the business you want or the contractor you need

(and avoid the most common mistakes)

Michael Lisagor
Celerity Works

September 17,2009

NCMA West Sound Chapter

Copyright 2009 Celerity Works lisagor@celerityworks.com (206) 780-4202 Page 1 of 12



Sample Business Development Guide Outline

(Celerity Works can modify this process and guide to fit your organization)

Table of Contents
1. Purpose
2. Business Development Process Overview

A. Business Development Council
B. Strategic planning

C. Marketing and public relations
D. Business development process

3. Lead Identification and Step 1 Decision to Qualify Review
4. Lead Qualification and Step 2 Decision to Capture Review
5. Lead Capture and Step 3 Decision to Bid Review

A. Capture Plan Preparation

B. Positioning

C. Competitive Analysis

D. Teaming

E. Bid Decision Facilitation - Step 3 Decision to Bid Review

F. Reporting
6. Proposal Development, Submittal, and Follow-Through

A. Quick turn-around BD process and proposal guidelines
7. BD Monitoring and Reporting

A. Status Meetings

B. Lead Status Reporting

Also available for modification:
Proposal guide, proposal style guide, project risk management guides.

Proposal, capture management, project management, client relationship management and risk
management training workshops, material and online training modules.
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Lead Pursuit Decision Matrix

Evaluation Criteria Yes No Comments

[s a significant part of this work
1 consistent with one of our four core
competencies?

[s itin a target location and/or with a
target client?

Will we be perceived as a credible
prime? Or, if a sub, will a prime need our
competencies or experience with this
client to win?

If there is a major incumbent, are they
vulnerable and are we (our team)
potentially strong/big enough to unseat
them?

[s there a reasonable chance of it being a
funded project?

If a very small task (< $100K), is it of
strategic importance (also see #1
above)? Could it result in more
substantial business?

[s there enough time to adequately
7 market the client prior to an RFP being
released?

Last resort question...

If, in spite of two or more “no’s” above, you still want to pursue this lead, explain why:
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BID DECISION MATRIX
PROGRAM NAME:

REVIEW DATE:
Rating
BID FACTOR POSITIVE NEUTRAL NEGATIVE Weight Rating X
1-10 | Weight
10 9 8 7 6 5 4 3 2 1 0
Well Respected By Buying Known by User and Technical Virtually Unknown by Buying
Influences including CO and COTR  |Buying Influences Influences
CUSTOMER ENVIRONMENT 10 10 100
Can impact Source Selection
Committee
Limited Competitors; No Established Competitive Trends |Highly Competitive Procurement
COMPETITION Good Track Recolrd Against Potentially Vulnerable Incumbent Strong Incumbent 7 10 70
Probable Competitors
No Strong Incumbent
Reliable Marketing Intelligence Limited Intelligence Available No Marketing Information Prior
MARKETING INFORMATION to RFP Release; 9 10 90
Capability Available Through Award Surprised by RFP;
Have influenced RFP Poor Intelligence Capability
TEAMING Optimum Team Is Created or Can Be|Potential Team Members Identified |No Team Strategy 6 10 60
Capture Manager On-Board Capture Manager Identified No Capture Manager
CAPTURE MANAGEMENT
12 10 120
Has called on Buying Influencers
Can be Bid as Lowest Cost Bid is Other than Lowest Cost, "Best |Basis for Strategy Unknown;
PRICING STRATEGY Value 8 10 80
No Strategy for Cost;
Sensitive Bid
WINNING STRATEGY Highly innovative or Strong Technically; Not Fully Developed 6 10 60
best technical and best price Competitive Price
Main Line of Business; Limited Directly; Limited Related Experience
RELAED BYRERIENCE Good Related Quals Related Experience; 6 10 60
A Few Related Projects
TECHNICAL Strong Technical Capabilites and Average Technical Capabilities and |Several Technical weaknesses
REQUIREMENTS Discriminators perhaps a few minor technical gaps |and no real Discriminators 7 10 70
;52:1_\"(:/\" IFRCIFOAL Superior Capability Satisfactory Capability Staff Require Augmentation 6 10 60
PROPOSAL DEVELOPMENT |Group can easily support Proposal  |Proposal Can be Supported with Not Easily Supported
AND B&P Other Sector or Division Resources 5 10 50
PROPOSAL DEVELOPMENT [Long Lead Time Sufficient Lead Time (30+ days) Short Lead Time; 8 10 80
TIME FACTORS Requires Additional Resources
Pop-Up
Qualified Key Personnel are Readily |Key Personnel Have Been Identified |Key Personnel Not Yet Identified
KEY PERSONNEL Available
Buying Influences Know the May be Available at Contract Start  |May be Unable to Match RFP 5 10 50
Proposed Key Personnel Requirements to Present Staff
MAPS TO COMPANY/GROUP |Directly aligns with Company/Group |Aligns with Group Customer or No Correlation to Strategic
STRATEGIC PLAN Strategic Plan/Goals Desired Competency, not both Plan 5 10 50
PROFITABILITY Highly Profitable Average Profit Low Margin Work 5 10 50
Company project execution |Work can be Completed On Time Some Technical Cost & Schedule Can't Complete on Time or 5 10 50
risk and Within Budget Risk Within Budget
ADDITIONAL ACTIVITIES REQUIRED TO IMPROVE BID RATING:
Total 1100
% = Total/1100 100%
sconna Kev: *7804a scare 1S 1ideal tar a strona hid *Below 60% 1S a nrohable "NQ BID"
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Example of a typical one week proposal schedule

Day | Proposal Activity Responsible Time Due -
electronic
proposals

1 Receive and distribute the solicitation CM

1 Make a bid-no bid decision BDC

1 Assign a proposal manager (PM) and proposal BDC

team

1 Build compliance matrix and proposal template PrM

2 Prepare for proposal kickoff meeting PrM

2 Conduct kickoff meeting PrM

2 Distribute meeting minutes and actions PrM

3 Prepare and submit request for clarifications PrM

4 Prepare proposal pricing volume PrM

4 Write draft proposal technical volume sections Proposal writers

4 Submit draft sections to PrM Proposal writers

4 Prepare red team draft and distribute to PrM

reviewers

4-5 Review proposal Red team

5 Conduct red team review meeting PrM

5-6 Incorporate revisions and submit to PrM Proposal writers

7 Prepare final proposal and submit to senior PrM

manager for final review
7 Perform proposal production and deliver PrM & OL
proposal to the client
BDC = business development council (management)
CM = capture manager, PrM = proposal manager
OL = opportunity (sales) lead
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Proposal schedule checklist

Item Date

Bid/No Bid Decision Meeting or Response Due Date:

Request for Clarifications Due to Client (Date and Time):

Kickoff Meeting:

Draft Inputs Due to PrM From Writers:

Draft Proposal Distributed to Reviewers:

Proposal Review Debriefing to Writers:

Final Changes to PrM:

Final Proposal Formatting:

Partner Review and Approval:

Reproduction and Assembly (hard copy proposals):

Proposal Delivery (Date and Time):

Sample proposal kickoff meeting agenda

Key procurement details and marketing intelligence
Competition strengths and weaknesses

Your company strengths and weaknesses

Win strategy (technical, management and cost)
Major or unexpected changes in the solicitation from pre-solicitation intelligence
Clarifications and questions

Proposal milestone schedule

Teaming partners and subcontractors

Writing assignments and action items

Writing guidelines

Resumes and past performance

Staffing plan

1 I N B

Proposal delivery requirements
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Sample Proposal Storyboard

Writer:

Proposal Section:

RFP Section Reference:
Page Count:

Themes statement:

Discriminator(s):

Section Summary:

e Graphic Title:

e Action Caption:
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Managing Client Expectations 7 An Industry Perspective
By Michael Lisagor, Celerity Works

You must learn from the mistakes of others.
You can’t possibly live long enough to make them all yourself (Sam Levinson).

A few years ago I facilitated a training course for 25 industry program managers. The purpose of
the seminar was to provide the managers with valuable “lessons learned” and techniques that
would enhance their ability to set, monitor, manage and reset client expectations and, ultimately,
increase the probability of successful project implementation. The participants engaged in several
lively and sometimes humorous role-playing exercises. The two-day session also afforded the
opportunity to develop a stronger rapport and team spirit among these key company managers.

Some of the key learning points discussed included:

1. Identify all the influential client stakeholders, not just your government technical
representative. Know who it is who will ultimately decide whether your project was
successfully completed. Make sure you or a company executive establishes rapport with this
person(s).

2. Conduct thorough kick-off meetings with the client and carefully establish project objectives.
Write them down!

3. Prepare a detailed project plan. Make sure the client agrees with your approach. Don’t let the
project plan collect dust on a shelf somewhere. Refer to it. Compare progress to it. Modify the
project plan where necessary. It is a living document.

4. From the very beginning, try to establish a collaborative “Stephen Covey-like” win-win

partnership with your client.

Understand your client’s success criteria. What is really important to him/her?

6. Establish specific success measures (like a balanced scorecard). You and your client should

clearly know what constitutes success. If you don’t achieve this understanding, you will never

complete the project! This is especially important on fixed price deliverable tasks.

Set expectations that you can meet or exceed.

8. Read your contract - especially the statement of work. Refer back to your contract before
agreeing to “additional tasking.” You are responsible for controlling the scope of work and
changes to it. Ignore the contract at your peril!

9. Regularly review project plan status compared to client expectations with the client.

10. Actively seek client feedback regarding not just what is going well but what isn’t going well. You
can'’t fix it if you don’t know about it. The problem you ignore or refuse to hear about will often
surface at a later date to torpedo your project.

11. Similarly, listen to your to your industry teammates and other involved government staff
regarding project status, concerns, etc.

12. When you see potential problems with the project - risks, limitations, etc. - that may affect the
outcome, don’t wait until it is too late to deal with them. Identify workarounds or assumptions
and communicate them to the client in writing.

13. Be willing to say no (nicely, at first...more strongly, when necessary):

A. When something your client wants is not in the baseline requirements or SOW

B. When a request is unreasonable or unethical

C. When itis something that would clearly not be in the best interest of the client - thisis a
case where you can say, “Our experience tells us that...”

v

~
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14. When you must say no, try to offer a more attractive alternative that solves the client’s
problem.

15. Always tell the truth - be honest. It’s easier to remember the truth you told a month ago then
the lie you told yesterday!

16. Don’t always give the client everything they ask for or want. This means establish a good
rapport with the client so that you can easily push back on unreasonable or “out of scope”
requests.

17. Document disagreements, especially regarding financial and accounting issues. Alert upper
management promptly.

18. Recognize the major “my project is in trouble” danger signs:

A. You and your client are not talking

B. You are afraid to talk to your client (about something)

C. There is friction between you and your client - a battle is brewing or has taken place

D. You are not sure if your client will like what you are going to deliver

19. Getyour project out of trouble by:

A. Meeting with your client to understand what their concerns are (listen!)

B. Bringing a partner if necessary to show commitment or when you have to deliver bad
news (like we can’t spend anymore of our company’s money on this project). Give
serious thought as a project manager about when it is appropriate to bring an executive
to meet your client or your client’s supervisor. Regular communications are critical to
project success.

C. Help your client define what project closure means. Document this and feed it back to
them for their approval.

20. When presenting to your client, avoid reading the slides. Keep your slides simple (unless doing
a technical briefing). Your slides should encourage the audience to want to listen to you (as
opposed to inducing a bout of sleeping sickness).
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Agency acquisition Kick-off meeting guidelines

It is important to have a well-thought out, proactive acquisition project kick-off meeting. The
primary objective is to ensure your AGENCY Integrated Project Team knows exactly what support
and outcomes you are expecting.

The key elements of a successful acquisition project team kick-off meeting are:

T
T
T

=A =4

= =4

Distribute the agenda before the meeting.

Begin and end on time. Stick to the meeting plan.

Introduce the acquisition team and key project influencers. Make sure everyone is clear on
roles and responsibilities as well as expectations.

Describe the objective of the acquisition.

Explain your approach to accomplishing the acquisition including the schedule and critical
path. Review the work plan, major milestones and deliverables.

Review the change management process that will be followed to ensure schedule
compliance and document quality while allowing the client sufficient reviews.

Define success criteria so the team is clear what your stakeholders’ expectations are.
Identify any risks, challenges and project constraints especially unique to this acquisition.
Also, identify risk mitigation actions for this most probable/highest impact risks.

Take the time to respond to everyone’s concerns about project success. Don’t assume
silence is concurrence. Now is the time to encourage open discussion while there is still
time to change the plan.

Make sure everyone understands the necessary project control and status requirements
including documentation standards and quality reviews.

Record decisions and action assignments.
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AGENCY Acquisition Support Guidelines

AGENCY MANAGERs/PMs: please review this list of lessons learned prior to starting a new acquisition.
This will help identify potential risks and mitigation steps.

1.
2.
3.

o u

11.
12.

13.

14.

15.

16.

17.

18.

19.

Review pertinent documents in Repeatable Process Folder prior to starting a new acquisition.
Make sure a contract specialist is assigned before the acquisition kick-off.

Build integrated team environment between AGENCY technical and contracts staff. Everyone
should focus on project success and work together collegially to resolve any differences.

Define roles and responsibilities, project progress report frequency and review process at the
beginning of the acquisition cycle (at a kick-off meeting) - clarify this with internal staff and
with the client.

Have a back-up acquisition (risk mitigation) strategy in case the competition advocate says no.
Initiate regular communications between the PM and CO before contracting action begins.
Conflict avoidance has no place during intense acquisition projects. Resolve interpersonal
communications issues head-on.

Make sure stakeholders understand the difference between performance based and other type
of contract acquisition requirements and the risk of over-specifying performance based
contracts. If the stakeholder’s staff resists change, then elevate to a higher level of stakeholder
management early enough to prevent major schedule impacts.

Make sure the acquisition plan is signed off on prior to the project kick-off.

. Avoid red team review comments that are not specific (make sure to explain what change is

desired as opposed to just saying “make it different”).

Establish a well defined change management process including document reviews.

Keep stakeholders in the loop. Do not wait until the last minute to inform them of schedule
risks.

Push for smaller proposal evaluation groups consisting of stakeholder individuals who are
dedicated to seeing the process through in a thorough manner.

Document proposal evaluation consensus points on a projected laptop so that all participants
agree on the conclusions. The PM should also make sure evaluators fill in the justification
spaces on their evaluation forms.

Avoid frequent changes to documentation guidelines and requirements.

Avoid having too many “cooks” working on the acquisition documents (results in lack of
configuration control).

Go through the document during a red team meeting and make the changes or delegate entire
document changes to one individual even if they collect some changes from others - version
control.

Take detailed review notes and discourage side bar conversations especially when several
people are on the phone (require in person attendance, if at possible).

Make sure stakeholders understand that requirements cannot be changed after the acquisition
package review without having an impact on the schedule.

Copyright 2009 Celerity Works lisagor@celerityworks.com (206) 780-4202 Page 11 of 12



SO0 Risk Management Objective Examples

A To develop and implement a risk management process with risk identification,
assessment, mitigation and tracking/reporting functions

A To define and implement a risk assessment methodology that includes not only an
understanding of cost, schedule and performance impacts but also a periodic reassessment
of these impacts on identified risks areas

A To establish acceptable risk levels to be achieved

A To define risk and proposed risk mitigation steps for all items identified as moderate or
high”

Sample RFP risk management requirement

“The Offeror shall describe its proposed risk management project. The Offeror shall describe how
they intend to identify, assess, mitigate, and monitor potential technical risks. Critical technical
risks which may adversely impact cost, schedule, or performance shall be identified along with
proposed risk mitigation methods for all risks identified as moderate or high.”

Sample SECTION L. Instructions, Conditions, and Notices to Offerors 7 Past performance

“The Offeror shall demonstrate its past/present performance critical requirements and processes
and its ability to understand and resolve technical risk issues within its organization structure,
including interaction with its subcontractors. The Offeror shall discuss past/present performance
in the implementation of risk reduction/mitigation efforts similar to those proposed for the
reduction of all risks identified as moderate or high.”

Sample SECTION L. 7 Technical Volume

“The Offeror shall provide a detailed description of the Risk management project to assure meeting
the RFP requirement and objectives. The Offeror shall define and commit to the risk management
project, including risk planning, identification, assessment, mitigation, and monitoring functions.
The Offeror shall explain how its risk management process is related to the overall management
processes. The Offeror shall identify moderate and high technical risk areas, the specific risks in
these areas, and the rationale for risk mitigation techniques proposed for these risk areas.”

Sample SECTION M. 7 Risk Evaluation
“The Government will evaluate the Offeror’s proposed risk management project and plans for

identifying, assessing, mitigating, and monitoring risks, as well as proposed plans for mitigating
those risks identified as moderate or high.”
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