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Abstract: 

In the present competitive environment with changing technology and fluctuating economy, it is very important for a successful IT service organization to seize and win an opportunity which has many competitors. Quality of Project Proposal in terms of the accuracy in efforts as a response to a bid plays a major role in winning the business. This article highlights important factors to be taken care during proposal writing. 

Introduction:

In the current trend, selecting a service provider/vendor after floating a RFP (Request for Proposal) or against the requirements from an organization/client depends on many factors like costing, confidence, security issues etc… It is important to know those factors which make some you to win a deal. Few of them are Costing, approach and your value in the market.
Let us start from a point when the Sales Team comes up with information of new opportunity. This information can come in many ways like:

· RFP floated by the Customer,
· A new requirement from a customer with whom you are already engaged from past or
· Information that particular company is looking for this engagement and let us give a proposal in a proactive manner.
In Some cases with the ongoing engagements, we can easily find out that there are other areas where we are not currently engaged. If we propose that we can give a particular service to the client in more efficient manner which will increase his productivity and save a particular cost for him, will be a good initiative to get business from client proactively.  

In many cases the turn around time in responding to a RFP varies from a week to a month. One needs a very systematic and successful approach to achieve the dead lines. Let us consider that you have received a bulky document from the client (may be in couple of hundred pages overall). Very first important tip is to go through the document at high level in couple of hours. This will give you an overall idea that what is the need of the customer. After first round of the reading you will have a good idea about the client, his requirements etc. This is the right time for you to document your understanding in a word document or a good suggestion will be use a MS Excel sheet and create a work book for your assignment. You can include many worksheets in this with different headings like:

1. General information about the client

2. Estimation basis, efforts,
3. Estimation, assumptions,
4. Doubts, questions to be asked and Risk etc.
Now in the 2nd round of reading, analyze the information in details and start filtering the important information in a worksheet of Excel sheet. Once you are done, a valuable work book containing the entire key information with respect to client requirements are with you.  
In many cases, if you don’t get sufficient information from the client, it is important to gather the correct requirements. One way for this is to submit a Questionnaire to client which contains all the queries you need for sizing the project/application/system. It is always good to divide the questionnaire separately for Development, Testing or any other services required by the customer. 
Let us focus on the Testing part of the Software Development Life Cycle (SDLC). In this case some important information you would like to gather may be: 

· Client Synopsis: Primary business, Location, Contact details, Annual IT Budget, IT Team size, Number of applications/system in scope etc.
· Application Overview: Business domain, Technical Architecture, Brief description of the Applications/System in scope, Fresh application development, Migration, Package implementation or customization. 
· Development overview: Internal developed or vendor has developed the same, Team size and their location, Technology used during the development and which model or methodology used during development like water fall, V- model, Incremental model or spiral model etc..
· Current Testing organization details: Internal or vender, Team size and location

· Tools Details: Details about the tools for Development, Test Management, Change Management, Defect Management, Test Automation, Performance Testing, Configuration Management etc. 

· Process Maturity level of the customer: Some details about the organization like CMM level, ISO etc.

· Services required: What type of testing services customer is looking for like: Test Consultancy, Functional Testing, Test Automation, Performance Testing, User Acceptance Testing etc.
· Others: Information like Test Data availability, details about Test Environment, Skill required if any thing special, project time lines etc. 
Apart from the above information, specific to different testing types, you can also ask some questions specific to a particular service. For example, if the customer is looking only for Test Automation services, you should know the number of test scenarios, Test cases to be automated. A demo of the application/product will be a good idea to have before you start estimation. 
In the similar lines if Performance Testing is one of the requirements some basic information described below will be help you to estimate the efforts:   
· Type of application like web application, client server etc.

· Connectivity to the application like LAN, WAN, 
· Protocols used to connect the application from user machine like JDBC, ODBC, and HTTP etc.
· Performance bottleneck in the application,
· How many Users are using the current application? What is the expected numbers in near future? 
· What is the average and peak load of the users for the application under scope.
· Active user details during peak and average hours.
· Information about the key business functions that will be executed in the application by the end users. 
· Business function flow diagram for the application.   if customer is looking for those services you would need the following information like: 
· Performance Testing environment, Test Data preparation details etc.
In the next section my main focus will be towards sizing/estimating the testing requirements. By now, after going through the requirement you will be clear about the Testing Services required by the customer. 
These services may fall under: 

· Testing Management, 
· Test Consulting, 
· Functional Testing, 
· Performance Testing 

· Test Automation

· Other Specialized testing services like Games testing, Mission critical testing, Embedded System testing etc. 
If you have gathered the correct requirements for the required services, your estimations will be very accurate. The correct effort estimation is a win a win condition for both customer and service provider.
Remember that as a Service provider if you underestimate your efforts and win the deal- you are in Loss.  On other hand if you overestimate the efforts –you loose the bid. So coming up with a nearly 5-10 % plus minus efforts is an art to win a business. How to Estimate and size the application is the next most important task to know.
You will find that the gathered information may come in different ways like, 
· Technology
· Lines of code

· Test Cases

· Use Cases

· Function Points

· Technical Design diagram

· Business scenarios, Functionality of the application
· Number of Screens

· Release cycle
· Number of regression cycles
· Development & testing team size
· Hardware and software requirements, tools and many more. 
The above information will help you to calculate scientifically the efforts and some information like total number of the current development team size (in case if the customer want to outsource the testing activity to the vendor) will help  to cross check the scientifically calculated efforts with the thumb rules across the software industry. For example a good ratio of 70/30 % between the development and test team is well accepted number for a new software development. On the other hand if it is a maintenance/ production support work a 15-20% testing team ratio to the development team is a good one to keep in mind. 
If you have been given the line of code information with respect to different technology, there are standard tables like Capers Jones’ language table which will help you to convert line of codes for a given technology into the function points. Now it is your experience and your organization maturity level in Software testing which will help you in converting these function points in to the Test Case numbers. For function point analysis you can go through any standard book or there is enough study material available on the internet. 
In some cases you will find information about the business functionality of the application. It is advised to look in to end to end business scenarios and find out that how many steps are required to complete one scenario. On the basis of the number of steps you can divide these business scenarios in simple, medium and complex.  . For example, if a business scenario takes 1-5 steps, this can be considered as simple. If it takes 5-10 steps or 10-20+ steps, it can be categorized as medium and complex respectively. Once you decide on the complexity and numbers of business scenarios, use the standard thumb rules for converting these scenarios in to the number of Test Cases. 
In the similar lines, if you have the use cases as input, try to analyze the same and find out how many business scenarios/test cases can be derived from them. When ever you reach to Test case level, try to break them in to the simplest one.

You can optimize your total number of Test Cases by using the well known techniques like Orthogonal Array to come up with the optimal set of Test Cases with maximum Test Coverage.  

Now you have done a great job and very near to the effort estimation. Here are the few important factors to keep under consideration during effort estimation.  

· System Study and Test Planning

· Automation feasibility Study/  (if Test Automation is a requirement)

· Project Management 

· Knowledge Transfer phase

· Test Case/script Design

· Test Case Execution and many more
Depending on the testing requirements, test engineer efficiency, past project experience and your organization norms overall test efforts can be derived in Person Days, Person weeks or months. Once you know the number of the resources for a given time lines to complete the job, multiply it with the cost associate with different resource levels (like project/Test Manager, Project/Test Lead, Test Engineers) and arrive to the final costing. 

If you are proposing a onsite/offshore engagement model, the travel cost for the resources to the client location and their accommodation should also be included in the overall costing.   If you are going to use any software tools for a given engagement, don’t forget to include the tools cost along with the number of required licenses.  
I am attaching below a basic work book (Technical Solution Summary book.xls) as a template for you to get a fair idea as an assignment. Take an old or the fresh proposal and start filling the data in it. The numbers/values filled in the sheet are just a number, they are not any standard values, and it is given just as an example.  This worksheet will be useful for you during write-up, interacting with the customer during telephonic/personal interactions. 

[image: image1.emf]Technical Solution  Summary book


Essential Parts of the proposal:

Important sections need to put in the proposal are: 
· Client Information: Give a brief description about the customer
· Your Understanding of the requirements: Describe your Understanding
· Scope /out of scope : Mention clearly what is your scope and what is out of scope
· Your approach to complete this task

· Description of the services you are going to provide to customer

· This should not be the generic definitions, but with respect to the given application and scenarios

· Effort estimation and resource plan with respect to the given time lines
· Deliverables

· Assumptions

· Pen down all the assumptions you have considered during your effort estimations

· References

· Write all the documents/ material names which you have received as part of RFP or the request considered during the effort estimation

· Appendix 

· You can include the important information about you or your organization

· Your capabilities in terms of the case studies in the similar type of projects

Apart from this the proposal writing template varies from organization to organization level. So gather all the information in a given proposal template. Get it reviewed with your peers/ practitioners and incorporate their opinion. 

At the end, you have a great Proposal with you, ready to submit to the client. Let me wish you all the best to win this project!!
Summary:

At last, Proposal writing is an art comes from your experience. This is the result of best practices derived from the success and failures. Thumb rules across industries may differ slightly. In this article, these are my views for proposal writing. My thoughts, guidelines, your thoughts, thumb rules, Industry standards will help you in estimating the requirements and writing a successful project proposal. I wish you “ALL THE BEST” 
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General Information

		Project/RFP details

		Client Details

		Project Name

		Domain/Vertical

		Client Location

		Sales Team details

		Technical Solutioning Team 
details

		RFP received date

		Response Target date

		Type of Requirement

		Client facing member

		Business Analyst

		Account Manager





RFP Timelines

		Response Timelines

		Date		Key Activities		Review / Checkpoint





Estimations

		

				Effort Estimation

				Manual Testing Effort

												Thumb Rules

				Inputs								1 Business Requirement		=		8		Scenarios

				# of Regression Test Cases		50000						1 Business Scenario		=		5		Test Cases

				# of Major Releases/Year		12						Therefore, 1 Bus. Req =				40		Test Cases

				# of Interfaces (TBD)		10						1 Change Request		=		0.5		BR

				#  of New Test Cases/Release		350						1 Interface		=		1		BR

				Number of Lines of Code if availiable		0

				Number of Function Points		0

				Total No Of Test Cases/year		150000						Effort		TC Productivity

												TC Design		20

				Efforts for New TC Design/Release (Mdays)		0						TC Exec		30

				Efforts for Execution (Mdays)		5000.00

												Total Project Duration Assumed						12		Months

												Total Working days in a month						20		Days

				Total Test Effort (W/o TM/TL)		5000.00						Total working hours in a day						6		Hours

				Effort for Regression (N/A)

				Total Effort in MD		5000.00

				Effort in MM (w/o TM/TL)		250.00

				Test Manager Effort  (MM)		6.00

				Test Lead Effort (MM)		12.00

				Total effort in MM (incl Management Eff)		268.00

				Test Efforts for Supporting UAT		134.00

				Total effort for SIT+Regression
+UAT Support		402.00						For a year required Resources		33.5

				Buffer (if any)





Automation Feasibility Study

		Automation Effort Estimation

		Feasibility Study Effort

		Assessment Duration

		# of Resources

		Schedule				Week 1		Week 2		Week 3		Week 4		Week 5		Week 6

		Resources

		Automation Test Lead		Offshore/
Onsite

		Automation Test Engineer

																				TS/Day

		Automation Efforts

														Test Case Scripting productivity						10

		# of regression Test Cases		8000										Test Case Execution Productivity						500

		Efforts for Test Scripting (Man Days)		800										Total working days in a month						20

		Efforts for Test Execution (Man Day)		16

		Total Efforts in Man Days		816

		Total Efforts in Man Months		40.8

		Consider 80% of the Test cases can be automated, so total effort for automating the same		32.64





Resource Plan

		Resource Plan 1

		Schedule				Month 1		Month 2		Month 3		Month 4		Month 5		Month 6		Month 7		Month 8		Month 9		Month 10		Month 11		Month 12

		Resources

		Test Manager		Onsite

		Test Manager		Offshore

		Test Lead		Onsite

		Test Lead		Offshore

		Test Engineer		Onsite

		Test Engineer		Offshore





Assumptions

		Assumptions

		No		Description

		1.		The project Timeline is XX Months

		2.		Automation POC will be done as a parallel activity during Test Case design / preparation

		4.		There are xx Major releases per year for the project

		5.		There are approximately YYY Regression Test Cases to be run in every release to confirm the basic functionality

		6.		In each release there will be approximately new zzz Test Cases to be written and executed.

		7.		Test Cases written in one release can not be reused in next release

		8.		Each release is a combination of new enhancements and Production supports tickets

		9.		The current development team size is approximately nnn FTEs.

		13.		Current Testing/QA  Team is supported by xxx members

		14.		There are no test automation engineers on the QA team

		15.		The duration of a particular Testing is considered as xx Unit

		17.		Your comments on the availiability of Test Environment, Automation and Performance Testing Environments

		19		Size of the application under consideration





Risks & Mitigations

		Risks and Mitigations Plan

		Risk No.		Risk Description		Mitigations		Occurance		Impact

		1.

		2.

		3.

		4.

		5.

		6.

		7.

		8.

		9.

		10





Notes

		Important Comments/Notes

		Sno		Input / Query		Open / Closed		Remark		Answers

		1

		2

		3

		4

		5

		6

		7

		8

		9

		10





Documents Received

		Reference Documents consulted during preparing the proposal

		No		Document Name		Document Description

		1

		2

		3

		4

		5

		6

		7

		8

		9

		10






