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(ollaborating to Improve Your Odds of Winning

«

ow do you always seem to create outstanding, creative proposals?” I asked
a partner in a consulting firm that has won many assignments from and
completed great work for us.

“Can you keep a secret?” the partner replied.

“Probably not,” I said, “especially if my organization could use that secret to
make our own proposals to our potential customers more effective.”

“Well, I'll tell you anyway,” she said. “It’s not really a secret, but we have
found a wonderfully effective process that uses our firm’s collective knowledge
to great advantage, especially when we are faced with extremely complex issues.
Harnessing our collective strength, our collective wisdom, multiplies our ability
to ‘work smarter.” And this ‘secret’ can also work to improve your own selling
opportunities. Our process is based on four key assumptions.

“First, proposal inquiries are an opportunity to build a long-lasting relationship,
an opportunity to learn, to educate, to persuade, to sell—from the moment you, our
potential client, first meet us until you make a final consultant-selection decision.
This context drives us to look for opportunities to share our perspectives, capabili-
ties, experiences, and qualifications throughout the business-development process.
We view every interaction with you and your colleagues as an opportunity to offer
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__cometimes implicitlys sometimes explicitly—that coylq Li
e i S(:l':(]m now and in the longer term. *Nefit yo,
ofg“?}lj:k about all the logical and psych(?logical factors you g
book, including the anecdot<?S ?bOUt selecting a car. mechanjc orS
contractor. Well, we app}y sn.mlar concepts to selling profes
both existing and potent1a1 clle.nts. V:)/e .;rcllew erer.y step, each interacyi, 1
selling process as an opportunity to bul 83 ationship that will 1l<on’ i tho
better about us and the value we can pFOVIde. ake yo, fe:l

“Spcond, there is significant competition for your work becayse you q

ing other well-qualified consultants, either zﬁdwzdu.als or firms, s e’; ONie,
your business. We assume tha-t our competitors Wlll.work as hard g ch desi,
win. We like solving challenging problems and helping clients imple v il
surable change in their organizations, but we know that others may bement ey
as, or even more capable than, we are for any particular issue, We f S capgly,
have many good choices among consultants and that many of thep, cax ctlh at.y()u
quality work. ‘ 0 high.

“Third, a business-development opportunity must be viewed holistically asol
of interrelated events and behaviors, any one of which could be the diffe’er;ce b‘i tSeneS
the few evaluation points separating winning and losing. We do all we can to 3 :Veen
commitments, whether it’s arriving on time, listening empathetically jn discusz- our
asking insightful questions, sending information you request, or Mmeeting Proni(‘mz
deadlines during the business-development process. We come as prepared a ise
sible and try to put ourselves in your shoes. pos:

“Therefore, our proposal team debriefs frequently as we speculate about why
certain responses were made to our questions and why you asked the questiops
you did. We also extensively research your issue, your organization, your mar
kets, and your competitors. We work hard to demonstrate how much we car
about you both collectively and individually. If we didn’t care, we couldn’t doour
best to identify how we might be able to help.

“Finally, we look for any opportunity to provide benefits to you during the busi
ness-development process. These benefits are almost always insight related as e
share our knowledge about and experience with your current situation. During
this time, we are particularly sensitive to our manner: how we do and say things
how we relate to you and your team, how we share our perspectives {0 answer
your questions.

“We keep reminding ourselves that there are no right and wrong aPProad;;Z
or answers in business development. No ready-made prescriptions to aPPY'our
rules about how to play the game. Everything is situational, dependent'OI(l)g'e y
specific issue, history, people, timing, and priorities. This dependency 15
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hy our work is so fascinating. Nothing is black or white, only vary-
ns w y

¢3S0 A : e
the rha des of gra}’r secret is collaboration. We put collaboration into practice

ou
; word> d. of course, our own. We have developed a process, a tech-
I L enefit; a0

o, g jointly to get many of our best minds (even those not directly
fq;g’e o wo}:klpr%) posal effort for your organization) involved to help us review
nl 2 :n the : »
avolved 1~ r selling efforts to you. o
I §im rove st of our conversation, I learned that the partner’s firm does con-
an Jring ther s with the U.S. government, including the U.S. Army, which

ines ; ; _ ) .
Siderable bu,sme called a Red Team Review when it considers whether to invest in
echnlqu
usesat \ériel/weapons systems. = i i .
ew M mise of a Red Team Review is this:
The pre

pmitting a proposal, you increase your odds of winning if you deter-
rstrengths and weaknesses and then identify and implement actions
he former and eliminate the latter.

gefore su
mine you
to leverage t

ultant’s firm borrowed and modified the red team concept and

The cons .ts own business-development efforts, but it changed the color to

apPlied Ly ld with one of Edward deBono’s colored hats.!
reen t0 aFcOYtO deBono, developer of numerous creative-thinking methods, dif-

Accordmgd hats can be used to signify different styles of thinking. By focusing
ferent COlorect of thinking at a time, you reduce confusion in your mind among
c Ofle asi?ectives. In his book Six Thinking Hats (Back Bay Books, 1992), deBono
multlplz (t)hz)it you and your team choose one of the six colored hats to wear at a
Sl:ftgiisllla r moment. You figuratively put on a different hat, a different framework
for thinking, and then everyone plays the role. deﬁne.d by that hat. In this way,
individual egos are protected because everyone is wearing the same color hat. The
hats allow you to think and say things that you might not otherwise think and say.
They are a liberating device.

In deBono’s model, the green hat represents new ideas, new concepts, new
perceptions. It encourages the deliberate creation of new ideas, alternatives, and
more alternatives. In essence, it seeks to identify new approaches to a situation.
Green is deBono’s color for this hat because “green is the color of fertility and
growth and plants that grow from tiny seeds.” Green is the symbolic color for
the thinking hat specifically concerned with creativity, new ideas, and new ways
of looking at things, escaping from the old ideas in order to find better ones.

DeBono suggests why green-hat thinking is so difficult, for me as a client as well
as for you:

m
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For most people . - - creative thinking is difficult becayse it
natural habits of recognition, judgment and criticism. . Th IS con 3
to set up patterns, t0 use them and to condemn anything ‘fhbraini QSi0 the
these patterns. Most thinkers like to be secure. They like to |y at. doe ﬂotg?ed
Creativity involves provocation, exploration and risk taki € right. fipe

order yourself (OF others) to have a new idea, but you can 0n . You
others) to spend time trying t0 have a new idea. The green r: gfr yostlf’(‘af:lot
Proviges . 4

mal way of doing this. Safo,

So the consultant’s firm structured a Green Team Rev;
nique to analyze its selling strategy and proposal_deVelovww Proces,
submitting final proposals. In s0 doing, it purposefully t lfment effy t 2 teg
six colored hats, the black hat. The black hat is specificalla es off anot : efy
ative assessment, with cr}i]ticism, with what is incorrect ax)lrdc (v);]'ﬁe o w.r of
This hat is the one that most consultant . not Wor fg

S are aj » Wit

risks and dangers.
when they conduct projects for clients, when they identif
them. While black-hat thinking plays an important an dY Problem angd a
roblem solving and decision making, this negative Orienta(t)f:)en Cruciy) r(;:ly
nis not apprg l
Pt

ate all the time.
Therefore, before a proposal is submitted, while there is stj]]
SULL tj
me tq Mog

the offering (or improve personal relationships with the :
hat thinking can offer new information, new possibilitieiotentlal client) gre
build on. Subsequently, all the logical, legitimate, critical’l i idea:n‘
aspects of a situation can be considered with black-hat thinl}:' {Mportant Degatiy
Many consultancies have adopted the Red Team Revi gt |
traditionally occurs after the document has been assen I;TW teChniq“e> Whig}
written the proposal, as well as many who have not bee] .ed. Those yhg hay
ness-development process, gather to examine the docun votved gy
apart and suggesting dozens if not hundreds of changes nllent’ .Often ripping j
Iria:g:ie(lii sttl::l i;::o;;ose;l-development effort and were inv.ol\flelczigilx?i}:l 2;; YOu had
revisim;s He bii I§>r our hours or sometimes longer than a day as hune; 'fieam
i Sl regc (r)ecommended../.Xfter hours of such discussion e
mmended revision was unbear: me: it
e to belal . . earable, knowing that the pro-
e almost entirely rewritten (and submitted in less th:l:na

few days).
In th ' i
e rest of this chapter, I will show you a different process, one that

occur at any tim i '

lead) beforeyyou t;] j‘l,l:}?gdthe buSI'ness-development process, even (in a proactiit

sl o ad your first meeting with me. Instead of taking houts
akes minutes (40 minutes to be exact) g
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The Strategic Premise of Green Team Collaboration

m process is specifically designed to change participants’ behaviors
hinking to green-hat thinking, from “what won’t work” to “what
frof® ossible.” In facilitating this change, the process attempts to expand the
may al team’s knowledge, moving beyond what it currently knows so that it
s what it doesn’t know and discovers what its firm knows, and beyond.
(See Figure 8'1:) e irovel ,
. _ure 8.1 displays these four levels of knowledge. Most people write proposals
Flg only on what they know, and many times they are successful. They work
b2 base of knowledge represented by the smallest circle in the Figure 8.1.
ol interacted with me and others in my organization, have tried to work
«jcnow what they know.” Based on what they know, they prepare the
] they can.
tely, they sometimes lose because of what they don’t know, because
d flags used in the work sessions of this book that represent a lack
risks, and vulnerabilities. They don't try to determine what their

doesn’t know. Quite often a proposal team, like a sports team, is

en Tea
The o ck-hat t

best proposa

Unfortuna
of the many I€
of information,
proposal team

What We

(1) Know What We Don’t Know
(2) Know What the Firm Knows
(3) All There Is to Know

FIGURE8.1 The strategic premise of the Green Team Review: expanding your team's base of J

knowledge
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good about its competitiye ppsition and Chances

y blin d the team to pOtentlél biases, hidden Proble 0 Winm
il to determine what their firm knows, other g
pmposal team is unaware. This collective

< e, the sum of intellectual capital, capabilit
z(f";‘t:‘;z(ii: ?}?:V fl“lercg not directly involved with t(l“le proposal tea};fnd e
Beyond this Jevel of knowledge,.of course, is all ther? iS to knoy,>» k,
always be more information, more mt.elhgence, than any indjvi dual, feal ere Wil
will ever know. Your goal during business development should pe to od > OF fip,
base of knowledge, going beyond what you know to what you don't il “? You,

what your firm knows. You can do that by using a 40-minute Greep, To Ran di

optimistic, feeling
This optimism ma

Worse, they fa
spectives of which the

N
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The Green Team Review: What It |s

The 40-minute Green Team Review is a focused, high-impact
which a proposal team can expand its knowledge. and improve it
by learning what it doesn’t know and what the firm knows. Wi
knowledge, the team can be made aware of and choose to eXecute strapen
actions that leverage its strengths and/or offset its weaknesses relatiye to its egic
petition. The Green Team has no direct line of authority; ownership of theci.m(i
and decisions regarding changes to the selling strategy continue to reside With
the proposal team. The Green Team provides the proposal team with constry
tive, creative suggestions for its consideration.

The Green Team Review process seeks to supply important missing, unverified
and uncertain information as well as information or perspectives about which th;
proposal team might not completely agree. Information, most likely the lack of
information, in any of these categories could pose vulnerabilities or red flagstothe
proposal team’s firm as I and my colleagues make our selection decision. Red flags
are not created by the process. They already exist even if they are not identified or
acknowledged, even if they are hidden within my firm. The Green Team Review
process allows these potential vulnerabilities to be identified, prioritized (given the
time remaining before the proposal is submitted), and systematically addressed.

process throy

S selling Strate

The Green Team: Who It Is

Ideally, the Green Team includes six to twelve individuals who are not directly
involved in the selling opportunity and who can provide a range of different P
spectives, attitudes, and points of view. They might bring to the Green Team Reviey
different functional perspectives (e.g., marketing, information technology: manu.fac-
turing, logistics, finance) as well as different leadership styles (e-g. the MyerS-Bnggs



Or more simplified matri-
moter, and Supporter)

A nd geographic ex erienc
fferent styles of thinking, you can configure a Green Teampwith peers,

iives well beyond those of your proposal team. In brief, you’re asking the
spec e of the Green Team to use their range of experience and expertise to
memine my mind-set and to view the proposal team’s thinking as if they t};eln-
imag were 1 and my colleagues. This orientation allows the Green Team to
se]V:iSder the proposal team’s thinking from divergent perspectives.
Orll{ow do you perS}lflde your busy colleagues to participate and to collaborate
on selling opportu.mtles about. which they baven’t even been involved and about
Jhich they know llttle. or nothing? You design the review process to be quick and
o the point, bl,.lt not )udgmental. and not opgn-ended. Even the busiest people
an spare 40 minutes to help their colleagues improve their chances of winning

important OPPOT tunities—if you honor their time commitments. You can with a
properly structured Green Team Review.

. tOrS’I"tUitive’ Sensing, Thinking, and Feeling—
descnpt e categories such as Controller, Analyzer, Pro
ces thénduding individuals with different industry a

i

a5 well 8 d

The Green Team Review: How It Works

As Figure 8.2 illustrates, the 40-minute Green Team Review includes five distinct
steps, each with a specific task, that together are aimed at identifying creative
potential actions to improve your probability of winning.

Step 1: Listen

During Step 1, the proposal team presents, without interruption, the most impor-
tant elements from the Logic and Psychologics Worksheets (which should be
poster-size and taped to the wall),* the logical and psychological elements of its
thinking about the proposed problem or opportunity to date. The Green Team
listens silently and takes notes. This fast-paced, to-the-point presentation must,
by design, focus only on the big picture and identified red flags, not on less criti-
cal details of the selling situation. A timekeeper (who must not be a member of
the proposal team) alerts the proposal team’s presenter(s) at several checkpoints
to ensure that this high-level overview is completed within 15 minutes.

Step 2: Ask

In this step, members of the Green Team ask questions of the proposal team to
Understand the lead better and to determine weaknesses or red flags that have not
yet been identified. As the proposal team responds, the Green Team “fills in the
blanks” of it understanding of the lead’s current status. Since only 10 minutes is
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— s
Timi
- k ng
Who 2 i
L e Present overview of logical and )
Proposal psychological aspects of proposal 3
: Team thinking to date
_————'/— T ——
Green | Ask questions; identify red flags 10
2 Team
fe— "——\
Both summarize strengths and red flags 5
3 Teams
' Both Brainstorm potential actions to improve |
4 | Teams positioning 10 |
E |EBot Debrief H
Teams

for the 40-minute Green Team Review

L FIGURES.2 Timing

permitted for this step, questions and answers must be direct and withoyt editori
comment. Questions should be stated constructively (“Were you able to discuss)
with the VP of marketing?”), not judgmentally (“*Why didn’t you discuss Xy

the VP of marketing?”). Obviously, you want to avoid questions that cast
sions, implying that the proposal team has been less than diligent in its efforts

Step 3: Flag

During this step, the Green Team and the proposal team spend five minutessun
marizing the proposal team’s strengths (green flags) and weaknesses (red flags
given the information from steps 1 and 2. One or two recorders or scribes (aga
not members of the proposal team) display the responses with a data projectord
preferably, write them on flipcharts. The responses should be divided into thef

categories, strengths and weaknesses. During this rapid-fire listing, the scr
record what is stated as quickly as possible. No discussion, clarification, or evalu
tion takes place during this listing. Because strengths and red flags may be calld

in any order, it is helpful for the respondents to voice their commentsas ollows

® Astrengthis. .. our relationship with the economic buyer.
C Aredflagis. .. we haven't quantified benefits.
° Aredflagis. .. we have no coach.
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o well-defined deliverables.

Astreﬂgthl : d project work we've d i
- o gth is...goo proj e ve done in another division of the poten-
S ’ i
fi‘al clients orgamzatlon

(e otrated e

of strengths and red flags that are now taped to the wall and
cated as 2 starting po?nt for green-hat thinking, the proposal team
he Green Team call out, in a 10-minute brainstorming session, as many
an@ = 1 improvement actions as possible. Beginning their suggestions with
b, participants randomly suggest widely varying ideas such as the

ing the lists

jve ver

Call Neil Nakadate in our Tokyo office to learn about his experience with [this

dient] last year:
Talk to Bjorn Ryn
2 similar study.

» Add Brian Brown to the

[the potential client’s industry].
P initial scoping phase to better quantify the measurable benefits

from [some action)].
« Drop the lead if we are unable to meet the economic buyer.

o Check to see if we have any relationships with members of the Board of

Directors who could influence buying committee members.
« nvite the VP of marketing to our international seminar on [whatever] next

s about the benefits we actually achieved for Company X on

proposed project team to utilize his experience with

week.
« Ask our research department to find out the background of [a member of the

buying committee we know little about].
Apply Neuro-Linguistic Programming techniques to mirror the behavior of [a

difficult user buyer].
Change our project leader because of potential personality differences [with client

personnel].
* Structure a pay-as-you-go fee arrangement based on the

actual accrual of benefits.

* Invite the VP of manufacturing to visit [a past satisfied client]
we worked in a challenging union environment.

* Emphasize the theme of urgency to reflect our ability to generate
results quickly.

-

potential client’s
to discuss how

measurable

at the beginning of this chapter,

My consultant friend, the one I was talking to
d as many as 40-50

t
old me that some of her Green Team Reviews have generate
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called out and transcribed without any Commen; 4.
r bad) from Green Team participants al)l dnscus%
ion. Subsequently, the proposal t Eam) e d“ring “:l.
thinking to evaluate the potenti.al acttlions, but gmhy ;f;\ft(‘er. the Greep Tezs b ack‘h:t
banded. During the brainstorming, }1]er € are’leyd elinition, no baq ideag 2 .
off-the-wall ideas are encouraged: They can lead someone else ¢, ident'if;:,?l,

later is judged as another good idea. at

potential actions, all s
or evaluation (either 00

10-minute brainstorming Sess

Step 5. Debrief

After the first four phases of 40 minutes of elapsed time, the Gred
eam

o Afhics bers of the Green T
i officially over, and some mem eam
II::,,::‘YF }l;y should be excused and thanked. Others should be invit?;ihave to
. debriefing, since their initial feedback coylq il ht(; sftay
©Ipfy]

uick 10-minute
foraq bers should be encouraged to continue thjpj; :
g aboy

All Green Team mem Mother improvement acti
est other i actions
the lead so that they can sugg p that come to mjy {

over time.

The Green Team Review: What Happens Afterwarg

The Green Team is encouraged to be creative, to stretch its thinking to iden;
linkages to other people, projects, and e?cperiences that, if implemented, ight
help the proposal team improve its offering. The key word is “might” The pro-
cess identifies actions that the proposal team will subsequently consider apg
potentially execute as it sees fit. There is no measurement system that evalygge
the value of specific ideas or suggestions. In fact, there is no requirement that e
proposal team use any of the Green Team’s suggestions.

After the Green Team Review, the proposal team’s assessment of the potential
actions might be something like this: Out of these 40 potential actions, these 10
we've already thought of (though they’ve now been reinforced), these 10 we dont
have time to implement (though we might have, if we had held the Green Team
Review earlier), these 10 are the silliest ideas we've ever heard (though some of
them led to other, incredible ideas), and these 10, if we implement them, could
significantly improve our probability of winning.

In short, the proposal team retains accountability for the lead; it determines
how best to proceed, how best to win. But this determination is accomplished
with a much higher degree of confidence, with the knowledge that a wide variety
of colleagues with differing perspectives and points of view have reviewed te
logical and psychological aspects of the selling efforts to date.
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Green Team Reviews: Some Final Thoughts

amlea dersand m?mbers typically find themselves working against the
orop Osa]tble 10 do all the things .they want to do to prepare an outstanding pro-
Tk ’unire i« no shortage of. actions the team would like to execute, but time is
posil i mited. S.o gettl.ng reac.ly' for a Green Team Review with colleagues,
amost? Lom may be in senior positions, could be perceived as threatening or
eof W . “The Green Team will highlight what we don’t know, what we

: _COnSUIning b f s h l ¥
fime-¢ jone. They 1 identify actions we should have taken. They’ll see that we
¢ done-

havfnhave our act together. ;
Jon't sider this: Many, if not all, proposal teams lack complete information

But 602 long list of potential actions they could have taken and haven't, at least
and haveManY don’t have their act together—yet. All this isn’t really surprising
not yet ¢ who has seen how you work. There is never enough time; there are
to anYonnough resources. Remember: As your potential client, I don’t ask you to
seldomeeanswer easy questions. This is the essential nature of the business.
hel{zhn;value of Green Team.Reviews,‘if they- are doqe ear.ly epough in the process,
e broader, mo_r? experienced minds will help 1de.nt1fy improvement ’actions
(and potential additional resc?urces) th.at léverage not just a proposal team’s capa-
bility but also that of the entire organization. Even the .Lone Ranger had Tonto;
even the sheriff had a posse. The collestlve knowledge in a Green Team Review

rocess helps overcome one of Murphy’s laws: Experience is something you don’t
get until just after you need it. While Green Team Reviews do not create addi-
tional time, they do focus efforts that can be instrumental to better utilize your
available time and resources, certainly for the select leads that you really want
to win.

The bottom line is this: Green Team Reviews can provide your firm’s man-
agement with the ability to understand and better support business-development
efforts. With the power of today’s information technology, your best people from
around the world can participate, making the proposal team aware of the knowl-
edge and experience of others in the firm, helping the team members learn what
they don’t know and what their firm knows. This collaboration, whether in per-
son or virtually, can certainly improve a team’s odds of winning, providing some
of the two to five points that make the difference between winning and placing
second.

By the way, can you think of a more effective professional-development oppor-
tunity for training new consultants? “Welcome to Paramount Consulting. . . .

Z’:’Z% 1C1ke you to watch (or even participate in) a Green Team Review for our lead
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