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1 INTRODUCTION

1.1 Purpose

This document defines the standard for the preparation of all company proposals.  It is intended to define the minimum expected quality in terms of content and to encourage a uniform style.  It will also be used by proposal reviewers before a proposal can be sent out to a client.

1.2 Scope

This document covers general aspects of proposal preparation.  It includes aspects relevant to submission and follows through.  This document is concerned equally with fixed price projects, time and materials work, and study proposals.

The principles of this document are applicable to all proposals, but the suggested structure is applicable mainly to those proposals where the client has not specified their own required structure.

1.3 Audience

This is an internal document that is not to be distributed outside the company without written management approval.  It is intended for all staff preparing proposals.

1.4 Related Standards

[1]
GFG IT UK
SO
1
The Object and Documentation Standard

[2]
GFG IT UK
SO

The Quality Manual

[31
GFG IT UK
SO
13
Report Writing Standard

[4]
GFG IT UK
SO
14
Reviewing Standard

[5]
GFG IT UK
SO

How to Approach Project Planning

[6]
GFG IT UK
SO
6
Phased Approach to Software Development

[7]
IEEE Std 
730
1984
IEE Standard for Software Quality Assurance Plans

1.5 Revision History

Version
Date
Author
Description
Sections Affected







0.01
97/12/23
GFG
First draft
All, diagrams and forms to be added

PURPOSE AND STRUCTURE OF PROPOSAL

1.6 Overview

A proposal is primarily a sales document, and this must be remembered at all times.  A proposal must:

i)
Impress - the document must look professional both inside and out.  The form of a document is interpreted by many people as evidence of the standard of the contents.  For this reason the original copy of all proposals should be printed on plain paper.  This should then be copied onto GFG IT headed report paper and spiral bound between GFG IT covers.  A suitable number of copies should be sent to the client to allow circulation of “clean” copies.

ii)
Convince - the client must be convinced that the company can:

a)
understand his problem

b)
solve his problem

c)
complete the necessary work in a professional manner

d)
do for the job better than anyone else

iii)
Provide accurate cost estimates.

iv)
Define precisely what is to be delivered, who is responsible for what and what services (if any) the client is to provide.  When another supplier is involved, special care is necessary to ensure that GFG IT will not incur cost as a result of the other supplier's shortcomings.

v)
Define or describe the acceptance criteria for success.  These acceptance criteria and acceptance tests must be explicitly agreed by the client.  Wherever possible the client's staff should (at least) be involved in production of these tests.

vi)
Make clear to the client the contract conditions under which the work will be performed.  This is especially important for new clients who are unfamiliar with buying the services of products offered by GFG IT.

vii)
Give the client a clear idea of how to say YES and to whom.

Before beginning any proposal make sure that the following are to hand:

i)
Background information on the target client, what he does, the people involved and his existing computer installation.

ii)
Knowledge of all previous contacts with the client.

iii)
A basic idea of the objectives of the client and what is to be achieved by the project.

iv)
A project file for all the relevant information and a document index.

v)
An awareness of the importance of the project to the company and the effort available for producing the proposal.

vi)
An awareness of who are the relevant decision makers and how they can be accessed.

vii)
Our Unique Selling Proposition - what it is that sets GFG IT above any of its competitors as a company to deal with.

viii)
Our ACE – i.e. the major benefit to the client.

1.7 Some General Principles for Competitive Proposals

In a competitive situation it is arrogant to think that we are the best tenterers and that a job can be won on our technical ability alone or unique position in the corporate structure.

There will be other tenterers out there who are just as capable.  Therefore, when submitting proposals in a competitive situation it is important to make more of an impression on the client than our competitors. This process may have already started through psychological means employed by those responsible for marketing.  It is the job of the proposal writer to reinforce this impression and to make the client feel good about GFG IT.  The main points to bear in mind are:

i)
Clarity


Make the proposal easy to read.  For each section or subsection, list the points which are to be made.  After writing the section, ask the following questions:

a)
Have all the points been made?

b)
Do these points stand out from the rest of the section? (e.g. isolated in short, succinct paragraphs, presented in indented lists).

c)
Are the points clearly stated?

d)
Do the points flow in logical sequence?

ii)
Themes


Before starting, establish some themes which you believe will be unique to GFG IT's proposal and which will win the client's favour.  Make sure that at least one theme is addressed or referenced in each section of the proposal.  A theme can even be suggestions of competitor weakness, but this must be done very carefully to avoid it backfiring.

iii)
Answer Questions


Evaluation of proposals is likely to be very objective.  There may be a 'score sheet' containing questions and our answers to these questions will be marked.  These questions are often hinted at in the Request for Proposal (RFP) (sometimes called the “Invitation to Tender”).  Try to identify them, and make it easy for the client to find the answers.

1.8 Uniformity of Style

Uniformity of style is not an absolute must. Where a proposal has particular or special requirements, any of the layout or style requirements may be waived.

However, uniformity does have certain advantages such as:

i)
Reduction in document preparation time by use of standard extracts.

ii)
Ability to hand over proposal preparation to other members of staff at short notice.

iii)
Standardisation of the client's view of the company.  Where more than one proposal is sent to the same client, he/she will become familiar with a repeated style and this should reduce sales resistance.

iv)
Validation that all the major points have been covered.

Proposals are not tests of originality.  Plagiarise old existing proposals as a basis for new proposals.  Try preferably to use successful proposals as a basis for your proposal, rather than unsuccessful proposals where the reason for failure is not clearly known.

1.9 The Major Sections

1.9.1 Fixed Price or Time and Materials Proposals

The proposal for a fixed price contract or for time and materials work should take the following format.  Sections in square brackets are often found to be useful, and should only be written when they are felt to be applicable and when they help to balance the proposal.


Title page


Contents page (to level 2 sections only)


The following level 1 sections:


1
Introduction


[2
- Background ]


3
- The Requirements


4
- Proposed Solution or Work to be Done


5
- Quality Plans


[6
- Project Management]


[7
- Personnel]


[8
- Resources]


9
- Estimates


[10- Deliverables and Milestones]


11
- Costs and Payment Schedule


12
- Acceptance


[13
- Warranty ]


14
- Terms and Conditions


[15
- References ]


Appendix
A - Project Plan


Appendix
B - Staff Profiles


[Appendix
C - General Terms and Conditions]

The contents layout of each of these sections is described below in Section 3. A plan of action for preparing a proposal is given in Section 4.

1.9.2 Definition Study Proposals

It may frequently be the case that the effort required to produce a main proposal as in Section 2.4.1 is too large.  In this case company policy is to offer a definition study on a Time and Materials basis.  The sections for a definition study proposal are usually:

1
Introduction

2
Purpose of a definition study

3
Outline of user's requirements

4
Scope of study

5
Personnel

6
Estimates

7
Costs

8
Terms and Conditions

and appendices as in Section 2.4.1 above.

It should be made clear to the client that the deliverables of a definition study will be:

i)
A study report which contains our findings; and

ii)
A proposal for further work, if applicable

1.10 Quality Assurance

The contents of Appendix A to this document act as a quality assurance checklist for all proposals.

Each question in the checklist must be considered fully.  If applicable within the context of the proposal it must be dealt with correctly and completely.  All points raised must be covered to the satisfaction of the manager who will approve the proposal using the same checklist.

1.11 Submission of Proposals

The submission of the proposal to the client is as much a part of the process as the writing.  The client needs to be given a good impression upon first encountering the finished proposal.

Always enclose a covering letter with the proposal, which brings out the main points (e.g.. cost and time).   It should have, if possible:

i)
A unique selling proposition (USP) i.e. something that sets GFG IT aside from any of its competitors as a company to deal with.

ii)
An ACE, i.e. a major benefit to the client.

iii)
The ability to give the client a clear idea of how to say yes (or no!) and to who.

THE CONTENTS

This section itemises the contents.  It is only a rough guide.  Look at previous proposals for a better idea of the scope of various sections.

1.12 The Object and Documentation Number for a Proposal

An object number for the proposal must be issued from the LIST form from the proposed project in the usual way.  No special rules apply to the numbering of proposals as opposed to any other kind of document (see GFG IT UK-99-SO-1 the Object and Documentation Numbering System).

1.13 The Title Page

The title page should contain an explicit title usually:

"Proposal to <client> for <service>"

together with the project number and the date of production.  The author's name should not appear, particularly as he may not be involved in the eventual project.

The GFG IT number (see Section 3.1 ) must be shown in the footing of this and every page.

1.14 The Contents Page

Section headings should be listed as shown in the rest of the text.  Only main chapters (eg. 3) and first level subsections (e.g. 3.1, 3.2, etc.) should be listed.

1.15 The Introduction

The Introduction is important.  Here it is essential to establish a rapport with the client by using his terminology and by referring to the client, his personnel and his organisation by name.

The Introduction should cover:

-
The Purpose of the document (why the document was written).  This should contain a clear and concise statement of what is being addressed.

-
The Scope of the document (what it is and what it is not), defining the project or proposal limits. (NB This is not a summary of the contents).

· The Audience (for whom the document was prepared).  This section will usually include a request that the proposal is not copied or shown to external parties.  It will also state assumptions about the knowledge of the audience.

· The client/recipient of the proposal and the proposed deliverable plus contact NAME(S).

· Acknowledgements for contributions from client staff.

-
Related Documents; other material the reader should be aware of.

-
Assumptions including any items still for resolution, if not included in Scope.

-
A management Summary should cover all or some of the following:

a)
type of contract proposed

b)
costs and timescales

c)
objectives that are feasible/not feasible

d)
range of solutions considered

e)
recommended solution and list of reasons

f)
comments on cost/benefits and technology

-
Revision History. This should only contain a history of revisions made between issues to the client.

1.16 Background

This optional section can be used to “set the scene”.  For example, it can describe our understanding of the client's business, or if we are to take a sub-contract role, it can describe the perceived organisation of the end-client, the prime contractor and other sub-contractors.

It may also discuss the problems which our proposed solution is expected to solve and other steps which have already been taken to solve the problem.

1.17 The Requirements

This is a very important section of the document in that it must state precisely what the client wants and not what the author thinks the client wants!  It must be made very clear to the client that the proposal writer understands his particular requirements.

This section must be very specific and must relate to the client's existing operation.  Because of this, it is not sensible to prescribe the format in detail.  However, the section will often start with a clear, succinct statement such as:


“<client> requires a software package to run on his existing DEC VAX installation which will allow work CPU loads to be more closely monitored by the System Manager".

The most common error is to describe a solution to the problem rather than the problem itself.  This section may be viewed as the first iteration in deriving the User Requirements Specification and, if we are familiar enough with the problem, the Functional Specification (see  "The Phased Approach to Software Development" GFG IT UK-99-SO-6).  A useful approach is to describe:

i)
functional requirements overview

ii)
interface to existing system

iii)
performance requirements, both quantitative and qualitative

iv)
timescale requirements

v)
organisational impact (staff, clients, suppliers)

vi)
priorities

perhaps treating these as sub-sections.

If the client has an existing system, either a manual system that is to be automated or an existing computer system that is to be enhanced or changed, then describe it here.

It is vital to describe the system in terms the client understands.  The description should convince the client that the company understands his system and his problems.

1.18 Proposed Solution or Work to be Done

This section proposes solution(s) to the problems as identified in the Requirements Section or it may simply describe the means by which a solution will be reached.  In certain circumstances, the solution may already be well defined, in which case it is sufficient to state the work to be done in order to implement the solution.  The objectives of this section should be:

i)
Convince the client that the work proposed is appropriate to his problem and will solve the problem.

ii)
Convince the client of GFG IT Development's ability to undertake the work.

iii)
Provide sufficient detail to estimate the cost of the work.

It is useful to go into great detail on some points, particularly those that most concern the client.  In these cases it is important to relate back to the user requirements, showing how they are met by the proposed work.  When appropriate this section should also include work that is not included in the proposal.

Sub-sections should also consider where appropriate:

i)
System input and output

ii)
Hardware configuration, options and utilisation, with diagram

iii)
System environment, support software and hardware and limitations imposed

iv)
Program development environment and development tools (including a section on programming language), or the equivalents for hardware development.

v)
Interfaces, modular design, structured programming perhaps under the title of advanced software development methodology; or similar statements for hardware development.

vi)
Performance estimation

vii)
Completion qualification (i.e., how will the work qualify as complete)

viii)
Integration, particularly with people (organisational impact)

ix)
Staff training (company and client)

x)
Documentation (and any language problems)

xi)
Extensibility and expansion possibilities

xii)
Reliability, recovery, backup procedures, software and hardware maintenance.  If GFG IT Development are offering a warranty of their own, then refer to the major section on warranty, where a clear statement of our commitment must appear.

If the proposed work is to be phased, then a clear summary of these phases should appear.

1.19 Quality Plans

This should outline what will appear in the Software Quality Assurance Plan (SQAP) or its hardware equivalent.  The implementation of the SQAP could be based upon the IEEE standard for software Quality Assurance Plans (see Section 1.4 Related Standards).

1.20 Project Management

This optional section should describe how GFG IT will manage the project and report progress to the client.  It should give the client the confidence that we will be doing a professional job and protecting his investment by applying appropriate standards.  For more naive clients this section may include justification for our approach to the management of software development which should, in turn, justify the cost of the project.

Sub-sections should also include external constraints and how their influence will be minimised.  Typical constraints are:

i)
dependencies on other contractors

ii)
dependencies on the client and client's staff

iii)
specification changes

iv)
staff changes

v)
availability of test data

vi)
availability of machine time

1.21 Personnel

When the key personnel to be assigned to the project are known, then they should be listed here, with a reference to the Appendix containing short profiles.

In addition, where the expertise of the key personnel is a positive selling point of the proposal, then a paragraph on each should be written to highlight the appropriate skills of these people.

GFG IT Development is generally in the business of selling the set of skills and experience of GFG IT Development as a whole - except where the client is just body shopping.  Therefore, to emphasise that where the innocent are named, they are as role models rather than specific people to be assigned - ie. they illustrate how we would assemble a team (of 1 - n) for the job.

There should always be an “escape clause” to allow GFG IT Development to substitute staff at the agreement of the client.

1.22 Resources

This optional section should spell out any special resources which will be necessary during the project.  These will usually be computer and test equipment.  It should be made clear whether such resources are to be provided by the client or by GFG IT.

1.23 Estimates

1.23.1 Overview

Previous sections will have established how the project will be executed, how the product will be delivered and what special resources are required.  The purpose of this section is to bring these previous sections into focus and to list, to a reasonable level of detail, all items which have costs associated with them.  Typical sub-sections will be:

i)
Manpower


This should tabulate activities, estimates in man-weeks or man-days and staff levels.  A statement of elapsed time should also be made, and the project plan (Appendix A) should be referred to.  Frequently forgotten activities include meetings, preparation of a Quality Assurance Plan, project management, documentation and commissioning effort.

ii)
Travel and Subsistence


This should list expected travel requirements and overnight stays.

iii)
Computer Resources


This should list estimated usage of resources for which a charge will be made.

iv)
Hardware and Proprietary Software Purchase


This should list the hardware and software that GFG IT expect to purchase on behalf of the client.  The destiny of these items on completion of the project should be specified.

v)
Other Services Library, secretarial, copying, etc.

1.23.2 Format of Manpower Estimates

The manpower estimates should be shown in a tabular fashion in the text of the proposal.  A Budget Estimation Form (GFG IT UK-99-FO-5) may be a useful tool when deriving estimates.

Each activity should be identified in a fashion consistent with that on the Project Plan given in Appendix A of the proposal.

Estimates should be given in units appropriate to the size of the project, and this will usually be man-days or man-weeks.

Where appropriate, estimates should be categorised according to staff level, as follows:

A
Trainee Programmer

B
Programmer

C
Systems Analyst or Senior Programmer

D
Designer or Senior Systems Analyst

E
Project Leader/Consultant

If appropriate, elapsed time can be shown in a final column.  In this case, it may be necessary to introduce extra activities, with zero manpower contribution to reflect delays between activities.

Each column should then be summed for each phase and for the whole project.

Deriving a good estimate of the cost of an activity is very difficult and there is no substitute for experience.  The proposal author should refer to "How To Approach Project Planning" GFG IT UK-99-SO-??.

To obtain an idea of what can go wrong in producing reasonable budgets read Brooks "Mythical Man Month" (See Reference [1]).

Budgeting rules are not sacred and a proposal will not be approved simply because it fits a set of rules.  Over-budgeting is as bad as under-budgetting. The first loses customers while the second loses money.

Do not feel pressurised by managers or colleagues if you feel your estimates are justified and you are prepared to justify your views to other people.  It is vital for the success of the company that we produce accurately budgeted proposals.

A useful check is to obtain independent estimates from at least two other persons.  If all the estimates are in the same "ball-park" then the estimates are probably reasonable so use the highest.  If the estimates vary widely then something is wrong either with the proposal or its interpretation.

1.23.3 Project Plan

The project plan can be drawn up in conjunction with the manpower estimates, but should appear as Appendix A of the proposal. This should be done on the Activity Chart (GFG IT UK-99-FO-??).  Sufficient detail should be included to allow rapid assimilation of information by the client and to demonstrate to him that we have given sufficient thought to the planning.

Typically, major activities and milestones will be shown, and the number of people at various stages will be shown adjacent to activity bars.  In addition, dependencies can be shown by dotted lines running between activity bars.

The Plan Form (GFG IT UK-99-FO-3) is a convenient means to calculate and monitor costs as a function of time.

1.23.4 Qualifications of Estimates

If appropriate, include a paragraph detailing exclusion clauses, disclaimers etc.  This might cover such things as hardware breakdown, clients failure to meet deadlines, acts of war etc.  In practice such a paragraph would serve to define the (normal) circumstances in which we believe our estimates to be valid and the (abnormal) circumstances which might render them invalid.

Identify possible risks - e.g. delays in signing order, reviewing responses, acts of God, hardware breakdown, civil strife, weather, to give reassurance of our belief in what we have estimated.

1.24 Deliverables and Milestones

This section may only be omitted in proposals for Time and Materials projects and even then, only if they can't be defined.  For Fixed Price projects a list of deliverable must be clearly stated.

This should include:

i)
Documentation, with number of copies

ii)
Software, with magnetic media specified and whether sources objects or executable

iii)
Hardware

Associated with these deliverable should be milestones which appear, consistently numbered, on the project plan.

When appropriate this section should also include items that are not delivered to the client.

1.25 Costs and Payment Schedule

This section is a vital part of the document and needs to be the clearest.  The reason for this emphasis is to avoid misunderstanding.  When projects go wrong it is necessary to limit the damage.  More important is to avoid the frequent situation where a project appears to go well, but does not in fact produce what the client expects.

By careful definition of the deliverable and timescales in earlier sections this problem can be reduced.  By careful definition of the costs, payments and terms one can avoid more sources of misunderstanding.

1.25.1 Costs

This section should begin with a statement that all prices quoted exclude VAT.

Thereafter, there should be a sub-section corresponding to each of the estimate sub-sections which appear earlier in the proposal.  Each subsection should quote unit costs (e.g. manpower cost per hour or day) followed by total costs per phase, and total cost per estimated item (manpower, travel and subsistence, etc.)

If contingency has not been included in the manpower estimates, then it should be itemised here.

Where a project is costed to suit a client's available budget the method by which it is has been achieved must be stated.

Finally, a further sub-section should summarise total costs, by taking all total costs per estimated item.  This list of costs is usually used also in the Summary of Section 1.

1.25.2 Exclusions

This section should highlight items which are not covered by the previous section, particularly items which the client is to deliver.

1.25.3 Payment Schedule for Fixed Price Projects

Ensure that a payment schedule is clearly defined.  There are several schedules available and special schedules can be made in agreement with management:

a)
Short projects (less than six weeks): total on delivery

b)
Long projects: monthly invoice based on 80% of the worked hours up to a total of 80% of the total project price.  Remainder on delivery.

c)
Complex technical projects, in-house projects or projects which are not continuous then:


20% on contract signing 60% payments spread through schedules 20% on delivery

d)
Medium projects or study projects (6 weeks to 3 months):


40% on contract signature


60% on delivery


40% on contract signature


30% at intermediate milestones


30% on delivery

As general rules note that:

-
External purchases must be paid for in the month in which they are delivered.  For major items see the suppliers payment schedules and ensure we do not incur large cash flow problems as a result.

-
Except on very short projects there should never be more than 30% payable at the end of the project.

It should be stated that GFG IT will invoice for a proportion of stage payments if acceptance is unreasonably delayed.

1.25.4 Freight Charges

This section should highlight any special freight charges, which can be one of the following: 

Ex works
All costs paid at other end

FOB London
GFG IT pay collection/delivery charges to London

C and F (Destination)
No insurance, GFG IT pay collection/delivery and document charges

CIF (Destination)
As C and F plus insurance

On all foreign quotes, must state ex works.

1.26 Acceptance

This section should make it clear under what conditions the project can be considered to be acceptable and completed.  If appropriate, the conditions for acceptance at milestones can be defined.

1.27 Warranty

This section should clearly state when warranty is to commence, for what period it is to run, and what it is to cover.

The type of support offered should be defined.  It is usual to include a statement that GFG IT will be happy to provide on-going support on a Time and Materials basis, or otherwise negotiated basis.

1.28 Terms and Conditions

This section will usually refer to GFG IT's standard Terms and Conditions and will state any exceptions or additional terms and conditions.

If we already have a signed Contracting Agreement with the client, then this can be referred to by number, and a sample in Appendix C need not be provided.

A validity of the offer should be stated and, for foreign clients, a payment method and currency.

For Fixed Price contracts it should be stated that changes to requirements and specifications or delays outside our control will be subject to separately negotiated charges.  This is especially so during commissioning and the use of a log book during this stage should be proposed.  This will log all external delays, for which Time and Materials rates will be charged.

1.29 References

This should list all external documents referred in the body of the proposal (see Report Writing Standard GFG IT UK-99-SO-13).

The Proposal Preparation Plan

Preparing a successful proposal should be a well planned, well disciplined activity.  Frequently, however, proposals are worked on by several different people in a very short time.  For this reason it is vital that the proposal file should be well organised.  To aid the proposal writer the following plan has been prepared.  A PERT network for this process is given in Figure 4. The activities are not always appropriate but the writer should be careful before ignoring any of them.

The state of a proposal and impressions of meetings must be recorded.  Proposal Progress (GFG IT UK-99-FO-??) and Meeting Report (GFG IT UK-99-FO-??) forms will be found useful for this.

1A
Ensure that a project number is allocated and set up a project file to contain:

a)
LIST Form.

b)
Correspondence.

c)
Any previous Meeting Reports.

d)
The Proposal itself.

e)
Any other useful information such as references to previous work for the client and any other existing knowledge.

2A
Discuss the client with any company staff who know the client or any of the contacts.  If there has been any previous work for the client borrow the files and read them.  Discuss a general approach with management.

3A
Arrange appointment(s) with the client's staff to discuss the user requirements.  Fill in meeting reports (GFG IT UK-99-FO-??) accurately for all such meetings.  Fill out a client's organisational chart and identify all the necessary organisational (e.g. boss) and personal (friend/enemy) relationships on the chart.  Watch out for political aspects (there are always political aspects) and WRITE THEM DOWN, but not in front of the client or where he might see them!

3B
Identify technical information required and make initial meetings with any hardware or other supplier.  Arrange to get technical information together, using a document index where necessary.

3C
Look for similar proposals and read them for ideas.

4A
Analyse approaches.  Discuss them with someone else and think through the above quality assurance criteria.  Try to focus on a preferred approach.  Is fixed price or T & M?

5A
Begin to draft the proposal starting with a contents list and the background and user requirements sections.

5B
Break down the approach into an activity plan.  If complex then iterate several times.  Consider alternatives.  Keep all rough notes in the file.

5C
Discuss possible staffing with management, identifying any specialist skills.  If staff profiles are needed then ensure they are available.  Slant them towards the customer's requirements if possible.

5D
If quotations are needed for externally supplied hardware or software then get them in writing.  If the proposal includes evaluation include a description of the approach to be followed.

5E
Discuss approach repeatedly with the client.  Identify the client's technical expertise and slant the proposal to that level.

6A
Discuss the draft proposal including payment schedule and special conditions (agreed with management) where appropriate with the client.

6B
Review the proposal, estimate activity lengths and check against rule of thumb estimates.  Allow for worst case circumstances for fixed price contracts.  Then calculate costs.  Polish proposal, adding general conditions, suitable appendices, staff profiles, etc.

7A
Get the proposal approved by management and submit it to the client.  If necessary, repeat from Milestone 5 until a satisfactory proposal is agreed.

8A
Throughout the proposal preparation activity maintain a proper proposal discipline:

a)
Use the no-surprise policy.  Tell the client what you are going to do before you do it - then do it.  This builds confidence quickly.

b)
Inform your management of progress regularly.

c)
Enlist help in commenting, proof reading, typing, etc., BEFORE it is urgent.

d)
Maintain the proposal status report.

e)
Use special technical knowledge of other employees where it is useful (consult your manager).

f)
Ensure the proposal is really specific to the client - don't write general proposals.

g)
Discuss personal, personnel and political implications with your manager.  More decisions are made for political reasons than for technical reasons.

h)
Keep an accurate record of the time spent on the proposal so that management can have an accurate idea of the cost.  The time should be booked to sales on monthly time reports and the details recorded in section 2 of GFG IT UK-99-FO-??:

9A
Follow-up.   Make sure that proposal has arrived with the client.  Keep a track of its progress, without pestering the client too much.  If we do not win the contract, then follow up and find out why not.  Log the reason in the proposal file.
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Proposal Quality Assurance Checklist

This checklist is divided into a general section where the quality checks apply to the whole proposal and then into separate sections where the checks apply only to that section.

General Quality Checks

-
Does the proposal meet all the criteria of Section 2?

-
Is there a content page?

-
Is the title page neat? Does it contain a date and a document number?

A.1 Introduction

-
Is the purpose, scope and audience of the document clear?

-
Are the conclusions and proposals summarised neatly?

-
Is the proposed type of contract stated?

-
Are the major conditions (e.g. exclusions) stated?

-
Are the price and timescales stated?

-
Does the summary section provide the person with buying power with the information which will remind him of the major issues, and allow him to make a favourable decision?

A.2 Background

-
Are the points relevant to this proposal?

-
Are they clearly stated, without prejudice and without personal interpretations?

A.3 The Requirements

-
Are the requirements/objectives clearly stated?

-
Have you avoided the trap of stating solutions?

-
Have you allowed for natural language problems? What language is the system/user documentation to be written in? Have you a native speaker of that language on the team?

-
Has the client time constraints?  What are the consequences of delay both financial and technical?

-
Has the client a timescale in mind?  Is this possible?  Is your understanding of the time problems clear?

-
Are third parties involved?  Are their functions understood and clearly recorded?

A.4 Proposed Solution/Work to be Done

-
Is the relevance of the solution to the requirements clear?

-
How reliable is the hardware and software on which you are building?  Is there support locally or nationally? How long ago was it issued? How many installations are there? Have you spoken to somebody running one of them?

-
Are any external staff involved?  What is their relationship with the team and to whom do they report?  Are there any of the client's staff involved?  If not, why not?

-
Is the method clear?  Have you explained the vital points and referenced other work by the same method?  How does the client know the solution is workable?

A.5 Quality Plans

-
Are all the review procedures defined?

-
Have the documents to be produced been summarised?

-
What standards are to be applied?  Have the company standards been considered?

-
What design methodology is to be used?    Have we personnel with experience of it?

A.6 Project Management

-
Are the responsibilities clearly stated?

-
Does the section instil confidence?

-
Is there somebody in charge?

-
How is the project to be controlled?

-
What standards are to be applied?  Have the company standards been considered?  Has extra time been budgeted for the standards?  Have you seen them?

-
Have you thought about quality assurance?

A.7 Personnel

-
Have short profiles been included?

-
Are they up to date?

-
Has appropriate expertise been 'sold'?

-
Will the right staff be available at all during the period when they are required?

-
Do we have the right to allocate other staff?

A.8 Resources

-
Is it clear who is to provide what?

A.9 Estimates

-
Have you budgeted for project management activities?  

-
Have you budgeted for the guarantee period?

-
Does the proposal include all documentation production activities?  Have you budgeted for preparation of documentation in an acceptable period?

-
Do the activity budgets allow sufficient testing time?  Do If they do not meet the industrial average in 1/6 parts of 2: Design; 1 : Code; 2: Test; 1 : Document, is there a good reason?

· Have you included contingencies for unforeseen risks or delays?

-
What is the program development environment like?  Do you need additional tools?  Have you budgeted for their purchase production or take up/familiarisation time?

-
Does the proposal define training requirements and budget for them?

-
Where is the work to be done?  How does that relate to staff's living place and travel?  Have you discussed any problems with your manager?

-
Are the facilities split?  Have you allowed extra travelling times?  Do the facilities available meet your requirements?  

-
Does the proposal discuss planning?  Plans are not static!  Has this been made clear?

-
Have all possible cost items been included?

-
Are all the sums correct?

-
Is the level of breakdown appropriate?

-
Are the activities and estimates consistent with the project plan?

A.10 Deliverables and Milestones

-
Are major milestones (e.g. end of phases) well defined?  Are they close enough together to ensure that progress is being made on schedule?

-
Are the lists complete and unambiguous?

-
Are we capable of achieving them?

-
Are the milestones consistent with those appearing on the project plan?

-
Are all deliverable requested by the client included?

-
Is the format (magnetic media, etc.) of deliverable adequately specified?

A.11 Costs and Payment Schedules

-
Are these clearly stated and summarised?

-
Are costs and milestones consistent with earlier sections?  Are the sums correct?

-
Are sub-sections for different cost items consistent with Section 8?

-
Has a statement dealing with taxes (e.g. VAT) been included?  Does the payment schedule relate to measurable milestones?

-
Are we protected on the payment schedule against delays by the client in delivery of items or in accepting milestones?

A.12 Acceptance

-
Are we adequately protected?

-
Are acceptance criteria clearly and unambiguously defined?

A.13 Warranty

-
Is the warranty period specified?

-
Is the start of the warranty period specified?  Is there enough contingency to cover warranty?  Is the type of work that  will be carried out, and type of problems which will be rectified clearly defined?  Are we willing to provide on-going support and have we made this clear?

-
How will such on-going support be negotiated?

A.14 Terms and Conditions

-
Is the duration of the offer limited?

-
Are the right terms of business/general contract agreement referenced clearly?  Are exceptions approved by management?  

-
Does the proposal specify precisely all deliverables?

-
How do you know when the project is successfully complete?

-
How does the client know?

-
Does the proposal specifically identify all documents that require client approval?  Do you know who is designated to approve?  If not, when will you know?  What happens if he/she is on holiday?

· Are we protected against delays outside our own control?

Pert Network – Proposal Preparation Plan
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Maintain proper proposal discipline








GFG IT-UK-99-SO 7/0.01
5 of 1
23 December 1997

