
APMP California Capture Adventure
Gate Decision Management

Is this a go?



Welcome! 
Thanks for being part of the adventure!
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Heather
APMP California Chapter Chair

Marie
APMP Professional 
Development Chair

You!



©2020 APMP California Chapter. All Rights Reserved. 3

Takeaways
https://www.apmp.org/resource/resmgr/certification
/APMP_Opportunity_&_Capture_P.pdf

https://www.apmp.org/resource/resmgr/certification/APMP_Opportunity_&_Capture_P.pdf


APMP CAPTURE PRACTITIONER CERTIFICATION

https://www.apmp.org/page/CapturePractitioner
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APPROVED TRAINING ORGANIZATIONS
https://www.apmp.org/page/AccreditationATOs
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2020

Topics

Oct. 22

Opportunity Capture 
Planning and 
Scheduling

Oct. 29

Opportunity Capture 
Team Selection and 

Management

Nov. 5

Review 
Management

Nov. 12

Customer Focused 
Opportunity Capture 

Skills

Nov. 19

Gate Decision 
Management

Dec. 3

Engaging Program 
Support

Dec. 10

Engaging Bid 
Support

Dec. 17

Drafting the 
Executive Summary
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2021

Topics

Jan. 7

Price to Win

Jan. 14

Strategy

Jan. 21

Teaming

Jan. 28

Presentations and 
Persuasive 

Communications

Feb. 4

Negotiation

Feb. 11

Self-Leadership

Feb.18

Leading Others

Feb. 25

Internal and External 
Stakeholder 

Management
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Gate Decision 
Management
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Gate Decision Management

Manage decision gates at process milestones

Develop and communicate the required inputs and 
written outputs for each decision gate including 
securing adequate funding and resources when 
advancing

Engage the appropriate decision-makers and significant 
contributors for the decision gate
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Gate Decision Management
Provide objective reasoning to end opportunity 
capture activity if the decision gate information lacks 
clarity and / or if the opportunity capture team does 
not know if, how, where, or when the information can 
be obtained

Update the opportunity capture plan and ensure gate 
decision packages are archived with lessons learned
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https://www.apmp.org/page/BOK
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Gate
Decision 
Management
BOK Topics

13

Gate Decisions Budgets

Developing the 
Solution Cost

Lessons Learned 
Analysis and 
Management



Gate Decision 
Management
BOK Topics
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http://bok.apmp.org/bok/gate-decisions/

http://bok.apmp.org/bok/budgets/

http://bok.apmp.org/bok/developing-the-solution-cost/

http://bok.apmp.org/bok/lessons-learned-analysis-and-
management/

http://bok.apmp.org/bok/gate-decisions/
http://bok.apmp.org/bok/budgets/
http://bok.apmp.org/bok/developing-the-solution-cost/
http://bok.apmp.org/bok/lessons-learned-analysis-and-management/


Summary

• Use gate decisions to control progression 
through business development phases.
• Include relevant roles and limit nonessential 
participants at gate decisions.
• Hold gate decision with the right level of senior 
management involvement.
• Plan decision gates carefully.
• Specify inputs and outputs for each gate 
decision.
• Avoid overfocus on the technical solution.
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Summary

• Continue the gate decision until management 
reaches a firm decision.
• Be prepared to end the pursuit.
• Eliminate personal opinion, bias, and ego.
• Record the decision, update the 
opportunity/capture plan, archive the 
information, and document lessons learned.
• Gate decisions are a key component of the 
business development lifecycle.
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Summary

• Gate decisions prevent businesses from 
unnecessarily expending resources on bid they 
have a low probability of winning.

• Consistent decision criteria can help 
organizations make decisions effectively.

• Two important criteria are probability of win 
and probability of go, or the likelihood that a 
customer will actually proceed with a funded 
program upon making an award decision.
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Figure 1. Gate Decisions and the BD Lifecycle. Following 
a structured gate-decision process improves BD success.



Recent Trends

• Accelerated decision timelines. Faster turnarounds have forced 
proposal teams to make decisions more quickly and efficiently.

• Simpler templates. Now, teams make decisions using essential data 
only.

• More in-depth decisions. Rather than just filling in boxes, teams now 
often plan their win strategies as they cross decision gates.

• Increased focus on price. Today’s RFPs increasingly focus on price as 
the discriminator. If you can’t get to the winning price, you may be 
better off not bidding.

• Lower-level decisionmaking. Flowing decisionmaking downward as 
much as possible can lead to faster, better decisions.

• Rise of decision tracking. Organizations may be able to learn from 
their ratios of bid to no-bid.
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Decision Gate Questions 
Who have you talked to?

When and where did you talk to 
them?

What did you learn?

Have you read key customer 
documents?

What is their acquisition strategy? 
Can we shape it?

Who will be the decisionmakers?

What are the key issues the 
procurement will turn on?

What are the five critical actions we have 
to take to improve probability of win?

What is our solution approach tied 
to their mission and issues?

What is the price-to-win? 
Can we get there?

Who is competing and what will 
their offer be?

What will it cost to win?

Do we have the people to win?



Terms to Know – Gate Decisions  
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• Bid Decisions
• Probability of Go
• Probability of Win
• Win Rate

http://bok.apmp.org/glossary/bid-decisions-general/
http://bok.apmp.org/glossary/probability-of-go/
http://bok.apmp.org/glossary/probability-of-win/
http://bok.apmp.org/glossary/win-rate/


Common Pitfalls and Misconceptions
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All opportunity 
information is known at 
the beginning of the cycle.

Set information maturity 
expectations for each 
review.

Strategy should remain 
static throughout 
decisions.

Win strategy is key and 
should be reassessed 
at every review.

You can’t win a low 
probability of win 
deals if you start early.

The right actions can 
make a low probability 
of win deals into a high 
probability of win 
deals.

You can’t lose a high 
probability of win deals 
if you start late.

A late start equals lower 
probability of win.

Avoid these common misconceptions to improve your overall gate-decision 
performance



Common Pitfalls and Misconceptions
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.Probability of go 
has no value in 
the decision to 
pursue or not.

If a bid doesn’t 
generate 

revenue, you 
can’t gain ROI.

Resourcing is 
unimportant in 
probability-of-

win 
calculations.

Subpar teams do 
not often win.

Gates can be 
treated as 

reviews rather 
than decision 

points.

Deferring 
decisions wastes 
time and money.

Gate-decision 
quality is not 
indicative of 

probability of 
win.

Strategy rules. 
Bad strategy is 

often associated 
with low 

probability of 
win.

Price-to-win can 
come late in the 

gate process.

Competitive 
pricing strategy 

must come early 
to match the 

solution 
presented.



Summary - Budgets
• Companies can optimize their resources to win more bid by planning, 

tracking, and managing budgets
• Budgets are developed based on a bid’s strategic importance to a 

company
• Organizations should set up processes for collecting reliable budget data, 

plan for unforeseen expenses and known constraints, and use lessons 
learned, expenditure records, and metrics to increase budget accuracy

• The qualification phase can have the biggest impact on cost savings; 
make informed decisions concerning whether to pursue new 
opportunities
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Summary continued - Budgets
• Work not completed during the opportunity/capture phase drives costs 

into the proposal phase. It also has the potential to inflate costs many 
times over through multiple rewrites.

• After the RFP drops, obtain executive approval for an outline, dedicate 
time to communicating your solution to writers, and develop a writing plan

• Dedicate part of the budget to post-submission activities; capture lessons 
learned and implement continuous improvement

• The more you enforce best practices on each bid, the shorter the learning 
curve will be for the next effort
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Summary – Developing the Solution Cost
• Plan activities early in the opportunity/capture phase to work with the 

customer to establish their requirements—and, if they have one budget, 
develop a realistic target cost. 

• Keep the target cost under constant review when helping the customer 
develop a budget for the opportunity. 

• Continually and clearly differentiate between cost, price, and value with 
the customer and with the solution team. 

• Manage the development of a cost strategy that is aligned to and 
supports the win strategy. 

• Prepare estimating guidelines for each opportunity. 
• Develop a firm and objective rationale for your cost estimates to reduce 

requests to lower the price during negotiation.
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Summary – Lessons Learned

• Organizations that invest in lessons-learned sessions tend to see more 
wins in the marketplace

• Conducting lessons-learned reviews both internally and with your 
customer can help you understand what went well and what you can 
improve

• Using a consistent post-award debriefing protocol provides valuable trend 
analysis for what drives wins and losses in your market

• Lessons learned are not about dwelling on the past but about winning the 
next opportunity—conditioning the customer and your organization for the 
future
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APMP California Capture Adventure
What can you take away?



Can you capture every 
moment?
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Virtual 
Events 
Calendar

33

APMP Community Calendar

https://www.apmp.org/events/event_list.asp

APMP Webinars & Recordings

https://www.apmp.org/page/APMPOnDemandStore

https://www.apmp.org/events/event_list.asp
https://www.apmp.org/page/APMPOnDemandStore
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Heather Kirkpatrick, CP APMP
2019 – 2020 APMP CA Chapter Chair

chair@California-apmp.org
heather.kirkpatrick@prideindustries.com
Cell: (916) 996-1365
california-apmp.org

Marie Rounsavell CP APMP
APMP CA Professional Development Chair

professionaldevelopment@california-apmp.org
california-apmp.org

mailto:chair@California-apmp.org
mailto:heather.Kirkpatrick@prideindustries.com
http://california-apmp.org/
mailto:professionaldevelopment@california-apmp.org
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