
Winning at business 
 
Building a strategy for commercial success in procurement 



• This presentation will deal with prospecting for business as well as practical buy-side and sell-side insights 
that will improve the win chances from procurement activities for any business.  

• It will finish by focusing on trends in procurement including innovative practices that are SME friendly for 
early adopters and innovators.  
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How to grow revenue by 
being strategic about the 
opportunities pursued 
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PROSPECTING SUCCESSFULLY 

1. Commercial Strategy  



The commercial model review 

Where you 
are now 

What you do 
& how you do 

it now 

Where you 
want to be 

What you 
have to do to 

get there 



Dealing competitively with contracting organisations 

• A business has to conform to certain conventions to be competitive in public or private 
bids. 

• It takes time but acquiring a competitive advantage in non-core activities like bid 
management can deliver significant business growth.  

• Businesses that bid without any prior relationship are unlikely to win outside of lowest 
price auctions / contests.  

• Businesses that bid where they have relationships or are in the process of building a 
relationship have a stronger chance.  

• The process of building a relationship means you have to become relevant and distinguish 
yourself.  

• It is not your location, product or service necessarily that will do this – it is how you get 
your head inside their organisation and outline how you can make a difference to their 
operations and their results.  

• The discipline gained by learning how to win a public contract can have a 
disproportionate, professionalising influence on how private sector business is 
subsequently approached and managed.  

• Because of data availability, the case for adopting formal, best practice approaches will be 
made using public sector examples and public sector data.  



How do you identify the right public sector prospects for your business? 

Will you hear about the contest / contract before it hits e-tenders or they go looking for quotes? 
If not, you need to work on the relationship until you do. This is crucial – it tells you whether you 
are in the game or not. 

Do you know who the competition is and how you are perceived relative to them? Discipline 
around this decision helps companies avoid pointless bidding and being manipulated by 
disingenuous buyers (looking for a third bid for the sake of compliance).  

Is price an overwhelming determinant? Only bid cold if you’re confident you can win on price 
without triggering a risk review and getting yourself disqualified on risk grounds.  

Are you risky? The better the buyer knows your organisation, the lower the perceived risk will be 
of working with your organisation. You must demonstrate you can deliver the contract capably.  

Do you choose the right competition types? Small businesses do better in open contests on e-
tenders and sometimes in negotiated procedures. Off e-tenders SMEs do best. Other contest 
types are much harder if not impossible for small business to win (unless very specialised).  
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Public vs. Private sector Lessons 

• The disciplines necessary to win public work on a regular basis have broader applications.  

• Applying (to an appropriate level) these disciplines with private sector clients will help any 
business identify and develop competitive advantage. 

• It is cyclical so the approach and targets should be reviewed regularly (e.g. a buyer changes 
and is neutral or hostile to your business).  

• Public Buyers, despite everything you may have 
heard in the past, buy on RISK first and foremost. 
RISK is number 1, 2 and 3 on the list of criteria. 
Price, quality etc. are all seen through prism of 
RISK.  
 

• Private buyers respond more rapidly to this kind of 
approach. This kind of approach can lead to bigger 
partnerships and better contract values in weeks 
and months rather than quarters and years.  

STOP & 
NOTE 



BIDDING AND RUNNING TENDERS 

2. Bid Management & Tendering 



Where is your business – how do buyers see your organisation 
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High Supply Risk 

Low Profit Impact 

Develop long-term 
relationship 

Develop common 
points of interest 

Check market 
options 
Replace supplier 

Replace supplier 
Offer alternatives 

Offer alternatives 
Increase 
dependency 

Maintain strong 
position 
Offer new 
possibilities 

Increase 
attractiveness 
Find alternatives 

Find other suppliers 
 

Search for 
partnership (e.g. 
R&D) 

Develop long-term 
relationship 

Increase 
dependency 
Find other suppliers 

Enhance 
attractiveness 
Replace supplier 

Control power 
position 
Find other suppliers 

Search for good 
position 
Improve gain 

Stimulate interest 
Develop common 
points of interest 

Wrong combination 
Replace supplier 

Source: Pieters R., 2003, Praktische logistiek. MBES Arnhem – example of Kraljec’s grid applied to Shell BV in Netherlands in 1985. See article in HBR, Sept, 
1983 for original Kraljec article. 



Why do companies lose tender contests? 

Buyers Suppliers 

Poor / unclear tender 

Poor / incorrect criteria 

Process not followed 

Lack of interest / credible suppliers 

Buyer skill level 

Lack of knowledge 

Tender not answered properly 

Tender answered poorly 

Not all criteria addressed 

Miss deadline 

Supplier does not pass risk criteria 

Cannot meet supplier requirements 

• The next step is to learn how to respond to bid properly but this is not easy, takes time and does require 
investment. 

• Companies must work on the process until it meets a consistently high standard. 

• Even when bid management is outsourced to specialists, the bidding organisation must still provide 
significant input to the bid process. It should budget on saving about 75% of the time it would otherwise 
have to commit.  

• The buyer issues are a bigger problem for public buyers than private buyers as they have greater flexibility.  

• The supplier issues must be addressed to be competitive regardless of the sector.  



Using tendering in your own business 

• Most businesses spend the vast amount of the payables expenditure with a relatively small 
number of suppliers.  

• Up to 40% of government expenditure goes through mini “direct award” tendering 
procedures (colloquially known as the three quotes). 

• These negotiated procedures, which are obligatory, offer some straightforward and logical 
benefits for businesses.  

• Many smaller businesses treat their suppliers in a similar manner and miss out on benefits 
that include: 
– Lower prices through leveraged negotiation with current and potential supplier. 

– Improved service especially where more important, regular suppliers are placed on a formal contract with delivery 
times and consequences (the strategic importance of the supplier increases the importance of this). 

– A more formal relationship allows distance to be maintained with non-strategic suppliers so they can be easily 
switched and for closer relationships to be developed where there is a co-dependency. 

– Formal agreement on an account management plan (to an appropriate level, important suppliers can and should be 
spoken with – they are key to your success). 

– Agreement and understanding of what can be done to improve things in the relationship (e.g. product or service 
quality variation, new techniques or trends etc.). 

• Finally, if you don’t go through a semi-formal or formal process with key suppliers, then you 
haven’t specifically thought through what you want from the supplier apart from the 
obvious. They should fit with the wider business strategy and tendering can help with this 
process.  

 



SPECIFIC THINGS BUSINESSES SHOULD KNOW AND BE AWARE OF 

4. TRENDS AND INSIGHTS 



Key trends & changes in the marketplace 

New EU 
Directives on 

public 
procurement 

Circular 
10/14 &  

TAS service 

OGP & 
Centralisation 
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development 
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Race to 
bottom on 
price but 

must still be 
compliant 

Professional 
approach to 

winning 
work 

Partnership 
mindset 

Adaptable, 
flexible, 
robust 

suppliers 

Commitment 
to quality & 
continuous 

improvement 

Value for 
money but 
not at any 

cost  

Buy side 

Sell side 



Opportunities 

Innovation Partnerships 

Enhanced Cooperation 

Better tactics, better strategy, 
better relationships 

• If you have a good idea, road test it with a government agency under 
this scheme. Perfect for disruptive innovation.  

• In many cases well over 90% of competitions for IP type solutions are 
won by SMEs.  

• Good examples in Barcelona, Birmingham, Philadelphia and Chicago.  
• Think big and then plan in detail because government doesn’t tend to 

do either.  

• Under the new directives 
businesses can only bid for a 
contract with a value that is 
twice their turnover.  

• Enhanced cooperation with 
other businesses can offer 
opportunities for growth.   

• Implement the kinds of schemes 
and tactics outlined in this 
presentation to develop a 
stronger competitive edge over 
your opposition.  

• Hungry companies will recognise 
the opportunities IP’s and 
Enhanced Cooperation offer.  



All material is proprietary content unless otherwise credited. Material cannot be reused without permission and is registered to Keystone Procurement 
as proprietary intellectual property. All opinions contained within this presentation represent the considered, professional view of the management of 
Keystone Procurement. Without prejudice to the views expressed herein, any company using this material should reflect on its contents and 
applicability before using it for their own business. No liability is accepted for any adverse outcomes experienced by companies using this material. 
Keystone Procurement advises all companies that are not specialists in this area to consider retaining advice before taking any significant decisions. 
Companies that have specialisms in this space should also exercise good judgement and adopt a considered approach their commercial decisions.  

www.keystonepg.ie 

ross@keystonepg.ie 

@keystoneproc 

http://www.keystonepg.ie

