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What some clients say 

 

You have played a very important role in my development in business. 

You were there with the right information at the right time, I thank you for that. 

 

By adding the next level of systems, and marketing knowledge that you brought to the 

table we able to identify our objectives, acknowledge the gaps in our business and put 

in place the planning so as to achieve those objectives. Within 5 years we achieved 9 of 

our ten stated objectives.  In that same year we won the NT Telstra Small business of 

the year" 

Greg Haigh  Director - Trade Group 

Regional And Northern maintenance services 

RANms  Darwin 

He has a calm common sense, no jargon approach to explaining how business works. 

 

Adam has had a huge impact on the way we do business today. He has a calm common 

sense, no jargon approach to explaining how business works. Some of the valuable 

points learned were in marketing, proper use of job cards, time keeping, and the 

successful estimating of jobs to improve our margins to name just a few.  

Julie Shugg, Managing Director, AKS Welding and Fabrication Pty. Ltd.   

Darwin 

We’ve now won substantial contracts over the last 3 months! So things are going 
well, would love to win more though!! 
 
I would like to have more training sessions with you as I found the last training session 
extremely informative and beneficial.   
 
Kylie Colman   Quality Constructions & Maintenance 

Yarrawonga 
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1. Foreword 

Imagine if you could increase your turnover significantly by a small, no cost improvement in 

just one area of your business.   

And I’m not talking about increasing your marketing, changing your marketing message, or 

increasing the number of channels through which you promote your business. 

No, I’m suggesting changing just one thing.  Would that be worthwhile investigating, spending 

some time thinking through how it could be applied to your business? 

That one area is your success or conversion rate from the quotations, bids or proposals you 

submit.  Most small businesses have to submit some form of quotation or bid unless they are 

in retail. 

Let me give a specific, real-life example.  “Bill” is a manufacturer, just a small business with 

about 8 employees.  It is a good business, with a well run operation, although like most small 

businesses he doesn’t pay much attention to marketing.  His expertise is in his operations and 

the technical knowledge he brings to them. 

Pretty much all their business comes from quotations or proposal he submits.  He wins about 

33% of those; sometimes he is beaten by the competition, sometimes the prospect defers or 

decides not to proceed.   

That 33% gives a reasonable turnover, and because he is a good operator, a satisfactory level 

of profits. 

Now just suppose he could lift his success rate from 33% to 40%, from 1 in 3 to 1 in 2.5.  

Assuming the average value in each sale didn’t change that would increase his turnover by 

33%, and do so without any increase in his marketing costs. 

And that doesn’t even take into account improvements through converting enquiries or sales 

leads into requests for a quote.  Or of course, increasing the 

number of enquiries. 

Sounds a lot, so how can he do that? 

The one thing he shouldn’t do is to try and achieve the 

increased success rate by reducing price.  That would defeat the 

whole purpose of lifting turnover, and that is to increase profits.  

Discounting for small businesses is a dangerous strategy, fraught 

with peril.  Discount and you are guaranteed to have a profit 

leak. 

I think that quoting 

pricing too early in the 

sales cycle can turn you 

into a commodity 

versus an expert 

advisor and solution 

provider. Tis Barbara 
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If the price is the problem, you've done a not so-good job in your marketing.  All reducing 

prices does, apart from destroying profitability, is to turn your business into a commodity.  If 

you do that, customers will treat it as a commodity and not of something of value. 

That is not to say that pricing is not important.  It is, as I’ll discuss later on.  It's not just one 

thing that works in quoting i.e. not just price; it is a number of things.  And because most small 

businesses don’t present their quotations or proposals well you have the opportunity to 

differentiate yourself from the competition. 

It is an unfortunate fact of life that a lot of small businesses don’t spend much time on their 

quotations or proposals.  In fact many regard submitting quotes as something to be hurried 

through so they can get on with their main job, doing. 

So we see the quick hand-written quote scribbled into a carbon-copy quotation book, or a 

poorly laid-out typed quotation, replete with typos, providing the minimum of information on 

price and delivery. 

Think about it; what will stop a customer buying?  It is uncertainty, too many doubts or 

objections in their mind; a feeling of too much risk.  With no other information to go by the 

prospective customer will just take the lowest quote. 

Surely a quotation, sales pitch or proposal deserves more than something that just has to be 

hurried through.  After all, it is the prerequisite to your next order, and the cash flow it brings. 

In this short manual I help you: 

 Clearly demonstrate you understand what the prospect is really 

after; 

 Illustrate your solution graphically with a picture or diagram if 

you are offering a physical product; 

 Identify the prospects possible objections or uncertainties and 

answer them before they become fixed in their mind; 

 Demonstrate how others have found you reliable and good 

value through testimonials; 

 Remove risk by offering a guarantee; 

 Work on your presentation and check for typos; 

 How to establish your Minacc (minimum acceptable price);  

 Avoid the common mistakes people make in preparing their prices; and 

 Properly present your quotation to confirm your professionalism. 

So spend a little more time on preparing your next proposal or quotation. 

People need to 

justify decisions 

logically. While 

people make 

emotional decisions, 

they justify those 

decisions with logic 

and facts. You should 

always give people 

the appropriate 

justification for 

making a purchase. 

JW Corbett 
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Properly presented proposals or quotations will both make you stand out from your 

competition and increase your success rate.  All without changing anything else.   

Small change, big result.  Now that must be worthwhile.  All it takes is a little more time. 
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2. How to Structure your Quotation 

Many small business owners and managers don’t attempt to make a sale when asked to 

submit a quotation to supply their products and services.   

They simply list the product or service requested, and state the 

price and delivery.  This leaves the prospective customer with 

only one thing on which he or she can make a decision – the 

price.  And which way will they be looking for the price to go – 

down. 

But what if you could change the way they look at your offer?   

You can, if you write a properly structured quotation.  It’s more 

than just a quote; it’s sales letter that leads to a logical step; to 

place the order with you. 

There’s an old saying about writing sales letters and other sales 

material such as advertisements.  It is said that they are 

“salesmanship in print”.  So in this manual we’ll look at how you 

might achieve that and properly structure your response to a 

request to supply a quotation or proposal. 

What is going to stop a customer buying?  If they were in front of you no doubt they will be 

asking questions of you before they gave you the order.  Those questions are in effect barriers 

to the sale in their mind, barriers which increase the risk to them.  And if you can’t answer the 

questions then it’s likely you won’t make the sale.   

If your goal is to get the sale you must eliminate as much, if not all, of the risk the buyer 

perceives.  Someone referred to an unanswered question as a ‘void’; if you haven’t filled the 

void they are likely put in their own ‘answer’, an answer which might not be favourable to you. 

What could be the risks or possible objections your potential customer might have at the 

back of his mind?   Here are some questions that I’ve come up against over the last twenty 

years, questions that are really potential objections that must be removed before the prospect 

will buy: 

 Does he really understand what I’m after?  

 What exactly am I being offered? 

 Why should I choose your offering? 

 How do I know he can do what he says he can do?  

 How reliable is this person?  

 Is he professional?  

 What will happen if he doesn’t get it right?  

Every winning sales 

message begins with a 

simple, easily understood, 

ultra-compelling 

promise … goes on to 

prove the seller can 

deliver on that promise … 

and ends with a singular, 

clearly defined, easily 

measurable call to action.    

Daniel Levis 
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 When is he going to deliver? 

If you don’t remove the risk or objection you are reduced to competing on price.  On the 

other hand if you can remove the risk, then you are competing on value, and price alone 

becomes of lesser importance.  It never fully goes away, but other factors enter the equation. 

How to respond to these questions 

Understanding what the prospect is after 

Potential customers are seeking your services because they have 

a problem they want solved.  Understanding that problem 

comes from the questions you ask before you prepare your 

quote.  So the first thing they want to see in your quotation is 

that you understand their problem.  The way you do that is you 

restate the problem.  

Example: 

Thank you for recently contacting me about the 

drainage problem in front of your home. You 

suggested that the problem was being created by 

recent construction in your neighbour’s yard, sending 

excess water into your front yard which is building 

up and seems to flow under the first level of your 

home and is creating problems in the lower level of 

your home and at the rear of your block.  

Let’s be clear; the problem is the water flowing under the lower level of the home and at the 

rear of the block.   What is in it for them when they get the drainage?   The drainage is one 

solution to the problem.  There may be others. 

You need to identify the real problem troubling the prospect.  It is important to go identify the 

symptoms of the problem, but to then go beyond them to identify the underlying causes if you 

are to really solve his problem. 

Let me illustrate with an analogy.   I’m off to see the doctor tomorrow.  He’ll probably open by 

asking: 

 “How are you feeling?” which is a pretty silly question in some ways because I 

wouldn’t be seeing him if I was in tip top condition, but he has to start somewhere. 

 “I’m not feeling well” from me doesn’t help very much.    He needs more information 

before he can help me. 

 He could ask “Is it the head, the stomach or the toes?” to try and narrow down the 

problem.  It could be a long consultation. 

Our job is to find out what 

it is that motivates your 

prospect. And then show 

him how he can get what 

he wants through your 

product or service. Only 

then will he buy… 

"Most sales are lost 

because the salesman 

presented his product 

before he knew what 

motivated his prospect…"   

Harry Brown 
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 The more likely approach would be “Can you describe the symptoms?”, “How often do 

they occur?”,  “How long do they last?” 

 Each response I give will help him narrow down to possible problem and identify the 

right solution. 

If you were standing in front of the potential customer, what sort of questions would you be 

asking him to identify the real problem he was dealing with?  

Before drafting your quotation, write the questions down, and then make sure you have all 

the answers.  After all, you can’t be sure you’re offering him what he really wants if you don’t 

understand all the issues and the results being sought. 

Then you offer the solution  

“ABC Widgets have been meeting the needs of the construction industry for widgets for many 

years, across most centres in the state.  To meet your requirement we propose    ”, or some 

such comment.   

You are providing some initial information that you have expertise and experience in his 

problem area to start removing any doubts he may have in his mind.  We’ll do more of this 

below. 

Then provide the detail of your solution. 

The best solution is a 100mm socked agri-line running beside the 

fence and the outer garage wall, leading to a sump drain which 

would send the water away with the existing downpipe system.  We 

also recommend a one course high Windsor block retaining wall 

400mm off the garage wall, which would be filled in front with 

river pebble, covering the agri-line and assisting in drainage.  

Behind the block wall the ground will be built up with soil and 

create a gentle slope away from the problem area.  Another drain 

will be positioned parallel to the fence at the opposite end of the 

retaining wall to drain any excess water which may flow around 

the front of the wall. This line would lead to the same sump drain as 

the other line.  

There is one more step here.  Tell the customer what this solution will deliver!  After all, they 

are after the result, not just a collection of widgets.  Tell them you will be meeting their 

requirement. 

This solution: 

 Ensures water is away from the foundations of the house 

 Provides extra protection in case of heavy/prolonged 

precipitation 

 Drains the water efficiently away from the property 
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Give the prospect reasons to choose your offering 

Now you have to tell them WHY your proposal will deliver the result, and what makes it 

different from your competition.     

What you have to show them here is a list of benefits that your solution provides.  Note the 

difference between features (something the product or service has) and benefits (what that 

feature provides).  It is the accumulation of benefits that solves their problem. 

Every feature will have a benefit.  List the benefits as a series of dot points.  This makes it 

easier to for the prospect to review and understand.   

Or you can list the feature and the benefit that the feature provides.  As an example take some 

of the points from a Mitsubishi brochure.  The features are highlighted in yellow and the 

benefits in blue. 

(Problem statement- understanding what the customer is after)  When you’re a busy 
family your day can be hectic. You’re always in and out of the car, running multiple 
errands and transporting anything from school bags to surf boards. We know that when it 
comes to doing all this, you want to be comfortable. You want a car you can rely on, feel 
confident and relaxed in, and be proud of when you sit behind the wheel. It’s for these 
reasons that we designed the new, versatile Mitsubishi Challenger. 
 
Challenger’s stylish new design fuses Mitsubishi’s proven 4WD credibility with the sleek 
and refined lines of a sporty SUV. The result is a vehicle that looks comfortable anywhere 
you are – whether it’s an inner city street, a busy freeway, or a remote rocky coastline. 
 
Street Presence - We design attention grabbing vehicles with real street presence. 
We’re focussed on delivering vehicle design that not only defines the best in innovation 
but embodies the essence of genuine performance, handling dynamics and absolute 
driving pleasure. 
 
Advanced Technology - We’ll continue to develop groundbreaking technology that 
focuses on better control, performance and lifestyle. 
 
Driver Confidence -  We’re committed to raising the bar in terms of safety, which gives 
peace of mind to all occupants. 
 
Seating Configuration - Challenger has plenty of room for the whole family with five 
seats and the option of a third row of two additional – seven comfortable seats. 
The second row seats have slide, recline and tumble forward flexibility. This means you 
can easily create extra room when it’s needed, whether it’s for school bags, camping 
gear, sporting equipment, or even just everyday shopping. 
 
Cargo Area - Sometimes, instead of getting away from it all you want to take it with you. 
Challenger’s spacious cargo area can fit those large cargo items, and the folding seats 
give you that extra room to carry any additional suitcases, golf bags, kids toys or 
whatever else your family might need. And with the easy-opening tailgate, loading and 
unloading everything is a breeze. 

 

Note how Mitsubishi have used a one or two word header to summarise the point. 
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Demonstrate why the prospect can trust you 

You need to prove your credibility.  How does the prospect know you can deliver? 

The best way to demonstrate that is through practical examples, your experience in doing jobs 

of a similar nature, scope and size.  So list them, giving sufficient details to make the example 

credible, without giving away any commercial details.  If you can include photographs of the 

examples even better. 

Note that I suggest the examples should be of a ‘similar nature, scope and size’.  If they are not 

then your prospect will see them as irrelevant and ignore them.   

Or you can list awards and recognition your business has achieved.  For example Adzu, a full 

service advertising and creative studio show on their website: 

Bragging Rights  

While we believe our work speaks for itself, we’re pretty chuffed with the following 

recognition of our hard work: 

 National Finalist, Australia Small Business Champions, Business Services 

category, Awards 2008. 

 NT Winner, Small Business Champions, Business Services category, and NT 

Finalist Champion Entrepreneur (Jo Reiter), Small Business Champions 

Awards 2008. 

 National Finalist, Australia Small Business Champions and Champion 

Entrepreneur (Jo Moyle-Reiter), Business Services category, Awards 2007. 

 NT Winner Champion Entrepreneur (Jo Moyle-Reiter) and Business Services 

category, Small Business Champions Awards 2007.  

 Highly Commended in the Australian Catalogue Awards 2007 for the One30 

Esplanade Real Estate brochure in three categories: Design, Copywriting and 

Real Estate.  

You get the feeling they know what they are doing. 

Secondly, back demonstrated experience by listing some referees they can talk to, having first 

got their permission of course.  The very fact you have referees adds veracity. 

Thirdly add testimonials.  Testimonials do make a difference.  We tend to think they are “not 

quite right”, a bit “salesy”, but people who are professional writers of sales material have 

tested this time and time again.  The reason you keep seeing testimonials in ads is because 

they work.   

Testimonials offer further “proof”, thus further reducing the risk in the potential customer’s 

mind.  The ideal testimonials refer to possible objections/risks such as the difficulty of the job, 

or the short lead time that people may have in their minds, and counter them. 
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To be believable they need a real name and location, and not just a set of initials. 

For example you might have read this testimonial on my Profits Leak website:  

We thought that we knew everything that there was to know about our business. 

How could we not? We spend every day working massive hours.  How could someone 

that knows nothing about IT possibly offer any worthwhile information?  All of these 

perceptions were blown away with the knowledge that the Overview provided. 

Stacey Harris, General Manager, Darwin 

Reliability – the Prospect needs to know 

If you have removed the risk in the previous question you should also have removed this 

niggle in the mind.  Demonstrated relevant experience, referees they can talk to, and 

testimonials offering proof do this for you. 

By relevant experience I mean you need to demonstrate to the prospect that you have done 

work or supplied services of a similar nature, scope and size to that being offered in your 

quotation.  Cover all three points.  Most people don’t so again you have the opportunity of 

differentiating yourself from the competition.    

Referees should be real, and contactable.  Prospects rarely do contact them but the fact that 

they are there provides comfort. 

For examples of testimonials see those at the front of this manual.  And here is a testimonial 

my wife and I gave our local gym: 

We both feel fitter and healthier than we have for a long time" 

“We thought there was little we would benefit from a program at the gym.  

After all, we both took a brisk long early morning walk 5 days a week.  So 

it was with little expectation we tried an assessment and gym classes 

with Dane's team.  The reality was very different.  What we found was 

that the regular program of guided cardio and strength exercises has 

made a real difference to us.  We both feel fitter and healthier than we 

have for a long time"  

Adam & Treasure Gordon, Yamba 

Note how in both the upfront examples and this I’ve taken a line from the testimonial and 

used it as a headline. 

Professionalism 

You have no doubt made the comment yourself about someone; “He is very professional”.   

What makes you think that?  It is how they go about the job, how they interact with you, 

promptness, responsiveness, personal appearance, presentation of vehicles, the aesthetics of 

the job etc.   
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I knew of one plumber who prided himself on leaving the job so tidily that the owners would 

not know he had been there (now that’s an exception for most tradesmen). 

So what makes you professional?  How you go about your quotation and present it is part of 

presenting professionally.  The rest is how you present yourself and do the job.  And that is up 

to you. 

Let us just take the quotation.  After all that is what we are discussing in this manual. 

Here are three examples.  Which gives you the greatest feeling of professionalism and 

confidence? 
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The last has a clear structure, discusses the problem, proposes a solution, demonstrates the 

solution pictorially, provides a validity period and is well presented.  More can be done with 

this quotation but if the three were for the same service you would feel more comfortable 

dealing with the third supplier. 

 

Removing the Risk  

The customer may well be thinking at the back of their mind “What if this supplier can’t do 

what they say they can do?”  

At the moment, if you don’t get it right, the risk is with the customer.  The risk is in the results, 

because that is what the customer is seeking, a result, his problem solved or need met.   So: 

 Identify the underlying risk in the customer’s mind as above, and  

 Reduce or remove the risk  

Transfer the risk to you.  It’s called “Risk Reversal”.  If you can take away the risk in the 

customer’s mind, you take away the pressure on him.  If you won’t take the risk, why should 

the customer take it?  

So you offer a guarantee or warranty.  It doesn’t have to be a money back guarantee.  And 

give it a name, because names make it more memorable and personal.   For example: 

“Our Widget Spinning 12 month guarantee means that if there is anything 

wrong with our installation, if our installation causes any problems with your 

reception, we will come back and get it right, and we’ll keep coming back 

until it is right.”   

Yes, someone might take you up on it, but you’ll also get a lot more sales than you would 

otherwise.   

If you offer a money back guarantee, give it a period like 3 or 6 months.  Now here is the 

interesting thing.  It might sound counter-intuitive, but the longer the period of your 

guarantee, the less likely it is to be called up.  

Of course there needs to be a condition – they have to have maintained the equipment in 

accordance with the instructions, or not interfered with the equipment in any way.  But you’re 

not looking for a way out, you’re looking for trust. 

But wait, there’s more!  You might have answered all those possible objections in the 

potential customers mind, but you still have to finish the quote and get the order.  
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Bonuses – the Tipping Point  

You are about to put down price and delivery.  The last thing you want your prospect thinking 

about is “how low can he go”.  If you can get the customer thinking about the extras you offer 

price becomes less important.  And you can bet your competition is not offering any 

extras.  It’s a point of difference.  You don’t win by being the same as the competition; you win 

by being different, by offering more value. 

What could you offer as a bonus?  A free check-up on operation of the equipment after 6 

months perhaps.  That offers more reassurance to them.  Or A free manual on how to make 

the most of your Widget?  I don’t know your business but look for something that the 

customer would see as value, which you can offer as a bonus.   

It’s very important that you give the bonus a value, even if you offer it free or at a reduced 

price.  The figure fixes the value in the potential customer’s mind.  Yes, there may be a cost to 

you, even if it’s time only, but if it tips the order your way then it is well worth it. 

Example:  Sean D’Souza from Psychotactics.com does this very well. 

Very Important: Read this 

 

Eligibility:  

You will have to have purchased and read the Brain Audit. 

If you do not own a copy of the Brain Audit, please avoid making the payment 

below. If you have a copy, please go ahead. 

You'll learn a lot and you won't regret signing up. That's a promise.  

YES I have read the conditions and I fulfill all of them. Send me the Article 

Writing HomeStudy Course ! I don't want to miss out!  

Article Writing  Regular Option  Premium Option 

Notes for Entire 
Course   

5 Audio Session. On 
8 cds    

Big Bonuses 

Psychotactics Article 
Archives (worth 
$300) Download 

  

Article Starters 
(worth $300) + 
Resource Links  

- 
 

http://www.psychotactics.com/products/the-brain-audit-32-marketing-strategy-and-structure
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PLUS: (Worth $1500)  
Three Critiques by 
Sean* 

- 
 

Special Price $1945 $1995 

P.S. Is your website worth tons of new traffic and conversion? Or do 
you want it to languish? Can your business afford a little over $250 a 

month? 
 

 

 

Note the bonuses are all given a value, $300 if you buy the “Regular Option” but $2,100 if you 

buy the “Premium Option”. 

Now here is the key – despite the additional $1,800 for the premium you only pay an 

additional $50.  Suddenly the prospect is concentrating on the Premium Option.  The Regular 

Option is a given. 

You might ask how he can do this, have such a differential between value and price?  The 

answer lies in the cost and the value.  Information is being offered, information which has a 

real value, but may have a marginal cost. 

I’ll discuss this in Section 2 below. 

 

Price  

Now is the time to put this down.  Be specific about what the price covers.  In the three 

examples under Professionalism above the least detail is given in the most expensive 

quotation. 

Don’t forget to give the price a validity period.  After all the cost of the equipment or service 

to you could vary if there is too big a delay in the order being placed.  “This quote is valid for 

30 days from the date of this quotation.”   

Even if your letter is a straight sales letter rather than a quote there should be a time limit to 

create urgency.   

 

Delivery 

People need to know when they are going to get delivery.  If they don’t know they’re going to 

be uncomfortable.   

Be specific about when the customer will get the result, specifics make people feel more 

comfortable.  That is what the request for quotation is about – the result.  Failure to quote a 
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delivery date raises a question in the potential customer’s mind again, just when you have got 

rid of all the objections.   

If there are stages to the delivery, quote the stages.  That helps their understanding, and clear 

understanding promotes trust.   

 

The P.S 

Yes, you can use a PS in a quotation.   The P.S. at the bottom of the letter gets read a lot.  The 

reason is simple – people often scan a document quickly before they read in detail, and in 

scanning they pick up the PS. 

There are a number of ways you can use it:  

 Summarise the benefits you offer,  

 Associate a positive outcome with placing the order with you, or  

 A negative one for their customers with delay or inaction. 

The following example is from an online offer and is longer than you might use but note how 

it reinforces a perceived problem, tells the reader again what they are going to get, reminds 

them of the benefits they will receive, and removes the risk. 

P.S. – Remember, the behaviors I tell you about in this month's latest report 
aren't just "bad for business." They will put you OUT OF BUSINESS if you don't 
take action to identify and start fixing them immediately. 

This report is packed with exercises and guides that will help you identify any of 
these behaviors that could be lurking under the surface of your business waiting 
to rear their ugly heads and take you out of the game. It will show you how to 
eliminate them, breaking free of any constraints that are holding you back from 
massive business success. 

P.P.S. – I'm making your membership in the Founders Club a "no-lose" 
proposition. Sign up now to get this month's report absolutely free. Then take a 
test drive of all the added benefits you get with your membership for a full 30 
days. If you're not absolutely amazed at the QUALITY and value of the 
business building know-how you instantly get, simply contact us to cancel your 
membership. You'll receive a full refund (less shipping and handling) and this 
month's report and all my front-end courses are yours to keep! 

 

Review  

Do leave time to review what you have written, preferably at least overnight.  Fresh eyes spot 

improvements.  And if you can, have someone else check your draft, for logic and for typos.  

Typos cause the reader to stop.  The flow is lost. 
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The whole quotation is a step-by-step process 
Do you see how the whole quotation is a step by step process to build trust and remove all the 

doubts in the prospect’s mind, leading to the point where the only logical step is to place their 

order with you?   

And don’t worry about the length of the quotation.  Worry about answering all possible 

questions in their mind, the barriers to a sale. 

Obviously the larger the quotation or proposal the more possible objections there may be and 

the more detail that might be required.  However, even for a small quotation a brief but 

systematic response following this model would assist in taking the focus off price alone. 

A successful quotation is much more than a product and a price. 

 

 

Have you thought about? 

Drayton Bird explains how it is done:  “Usually we come and see you and ask you a lot of 

questions. We ask you to show us all your communications. We ask you in what context you 

use them. And how they fit into your marketing activities.  We go away and we do our 

research. We look at the material you give us. We look at what your competitors are doing. 

We discuss amongst ourselves. Then we put together a proposal.”   Drayton Bird 

When the right ingredients meet the right audience, sales will happen.  Geoff Bryan 

When just three competitors remain in a sales situation, typically customers perceive any of 

them to be capable of doing the job. Then, the real question becomes, "Who do we want to 

work with?"  Jill Konrath 
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3. And now for the price 

Of course you still have to get the price right.  And that means making sure you have covered 

everything that should be in your price, that you know you minimum ‘walk away’ price, have 

avoided all the common mistakes and that you have a proper understanding of the value your 

product or service means to the prospect. 

How to work out your Minacc 
For some businesses the majority of their income comes from quoted or tendered situations.  

And very nerve wracking it can be.  Have you ever been in a situation when you been advised 

that your quotation was successful, and your first thought was either “I must have quoted too 

low!” or “What did I leave out?”   

That thought reflects a problem, an emphasis on price and price alone in your quotation. 

Quoting or tendering is required in more complex situations where there may be a number 

of variables or unknowns.  Typically industries that require formal quoting or tendering include 

landscaping, earthworks, building and construction, fabrication, repairs and maintenance, 

plumbing & electrical works, manufacturing non-standard products or 'one-offs', and 

professional services such as graphic design, IT, legal, accounting, consulting, engineering etc. 

There may be different ways of delivering the desired results.  They usually involve a 

combination of labour and materials and possibly sub-contract and equipment hire.  

Professional services usually involve labour only but may have a sub-contract element. 

Of course you may be asked to quote on supply of standard items in which case the purchaser 

is looking for the best possible price.  That can involve a different approach.  There’s more to a 

quote or tender than just the price even in such a situation, or there should be if you want to 

improve your chances.   

Quoting is usually to a specified requirement, the "specifications".  These may be generalised 

or involve detailed drawings and/or instructions.  The specifications should include the 

outcome required, the quantities involved, and the delivery date. 

Note – many a problem arises when successfully quoting to incomplete or loose specifications. 

You need a process such as the following: 

1. Break the job down into its key components or logical steps.  When undertaking projects 

this is known as the Work Breakdown Structure (WBS). 

2. Determine how you will undertake each of these components - how much will be 

undertaken by your labour, what equipment is required, and what materials, parts, 

products or sub-contract are required. 
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3. Cost or seek quotes for the hire of equipment (if required), and the materials, parts, 

products or sub- contract. 

4. Determine how long each task requiring labour will take and multiply by the quantities 

required.  In part this will depend on the equipment required be it a back hoe or a lathe.  If 

more than one product or deliverable is required be sure to separate out the one-off set 

up (non-recurring) costs from the recurring costs. 

5. Determine the charge out rate to be applied to your labour, and if appropriate, to you 

equipment.   Earlier newsletters (PLD 19 & PLD 20) discussed how to improve how you 

calculate, not guess, your charge-out rate. 

6. Identify any add-on costs that may be required, for example travel and accommodation. 

7. Analyse the risks associated with the job.  What is the likelihood of some occurrence 

arising which will add to your costs, for example unexpected rock in an excavation job. Or 

risk may arise from incomplete specifications which leave you to guess what the real 

requirement is.  

There is always some risk in a job.  What you need to do is determine the likelihood and 

consequences, and how you are going to cover that risk.  

Be quite clear on this.  A risk factor is not fat.  It is a cost you know will occur but can't 

specifically identify.  Of course you can't identify it in any quote. 

8. Assemble all the costs. 

9. Determine your Minacc, the minimum acceptable profit you wish to make - and then 

stand back and review.   Where possible check you price against actual performance for 

other similar jobs.  Get someone else to check your quote for any errors.  Minacc should 

not be guessed.   

Back in my aerospace industry days we were never allowed to submit a quotation without 

establishing our Minacc (Minimum Acceptable Price), the price at which we would walk 

away. 

10. Now you have to determine the bid price - What do you think the market will bear?  

What is the competition like? Have you any distinct points of difference which adds to 

your value. Are there any bonuses you can throw in that might tip the balance your way? 

This is important.  Now you are looking to move your quote beyond price alone while 

improving your chances of success. 

Determining the Bid Price 
Now you should be looking at what the market will bear, what is the value of your product or 

service to the customer?  We are talking about your pricing strategy.   
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Poor pricing strategies (your marketing strategy does include your pricing tactics, doesn’t it?) 

and pricing processes lead to profit leaks, money left on the table when you could have got 

more, while still keeping your customers happy.   

Often money is left on the table because when setting prices people do so from the point of 

view that price is the only factor the customer takes into account when making their purchase 

decision. 

Now I know that sometimes that is right, but there are a lot of customers, and a lot of 

occasions when the purchase is decided on a range of factors, of which price is just one.  Look 

around your own business, or your home.  Was everything purchased solely on a lowest price 

criterion, or the lowest price taking into consideration other factors such as appearance, 

functionality, utility, quality, cost or time saving etc.   

During a customer survey for a client an interviewee said to me “Price is the only 

consideration.”  Then he stopped and thought about it for a moment, and added “After they 

meet my quality and delivery requirements”.   

I have been doing customer surveys for my clients for twenty years and almost without fail 

customers state the price is not the only criteria when it comes to make a decision to buy. 

Your prospect has sought a quotation or proposal because they want a problem solved.  Will 

your product enable them to do their job faster, more easily, will help them increase their 

profitability, or get a job finished earlier than planned?  What is that worth to them? 

I was once approached by a prospect to help him develop some marketing collateral for a new 

venture.  It was in a field he knew well and he had prepared a detailed monthly Cashflow 

spreadsheet which showed a cash surplus at the end of the first year of $90,000.   

The prospect asked me for an estimate of my fees, not that he would hold me to the estimate 

of course.  Foolishly I made a quick mental estimate of the likely time involved and put a figure 

on it and told him.   

The prospect turned white and walked out.   But if I had asked him what it was worth to him to 

earn $90,000 at the end of the first year I reckon he would have paid three times my estimate, 

and would have got the job. 

You see, I didn’t put the price in the context of the value to him.  I just based it on my costs. 

Just remember this – the idea that a product’s price should be based on its costs is a fallacy.  

The problem with this approach is that it mistakenly assumes that customers base their 

willingness to pay on how much it costs you to produce it.  Face it; the average customer 

would have no idea on what your costs are, or your profit margins. 

But you have to know your costs so you can determine whether the price you finally set will 

maximise your profits. 
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From a marketing viewpoint the difficulty with simple quotations is that the information 

requested is limited to price and delivery.  The approach recommended above takes you 

beyond that. 

The problem for you if you don’t take the time to properly prepare your quotation is that this 

leaves the customer with only one thing on which he or she can make a decision – the price.  

And which way will they be looking for the price to go?   DOWN. 

You are seeking to create more than just a quotation; it’s a sales letter that builds the value, 

overcomes the objections and leads to only one logical step; to place the order with you.   

Costing Templates 
Do you use a template spreadsheet for costing your quotation?  There are advantages in 

doing so.  A template will: 

 Considerably reduce the time taken to prepare your pricing;   

 Ensure you do not make errors of calculation.  The built-in formulae should prevent 

this;  

 Act as a checklist to make sure you haven't overlooked anything; and  

 Provide a record of your costs and assumptions for when you win the job. 

I’m continually surprised by how many businesses do not have a formal process for preparing 

quotes, including a pricing template.  Prices are worked out on scraps of paper and laboriously 

translated into a quotation proposal.   

And then when the job comes they can’t find the scrap of paper or remember what was 

included or costed. 

Some of the mistakes people make when quoting? 
 Failing to incorporate some direct costs - Failure to incorporate costs that are directly 

attributable to a job or project can lead to loss of profits.  Examples I have seen 

include: 

• A market research assignment may require a lot of telephone work. Telephone 

costs are normally considered part of overheads but if they are 

disproportionately incurred against a project then allowance should be made 

in the pricing. 

• Freight either associated with incoming products and materials or for delivery 

is often buried in overheads. However it is usually a variable cost directly 

associated with Cost of Sales and should be recovered against the job that 

incurs the cost. 

• Replacement tools - many small hand tools are worn out during the course of 

the year, with the rate of usage being directly related to the amount of work 

being done. They are thus a variable cost. 
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• Consumables should be similarly treated. 

If such costs are not attributed to the Cost of Sales either directly or through 

calculation of your charge out rate they become an overhead or not included in the 

sale price.   

 Confusing owner’s salary and profit - As a small business owner or manager you need 

to distinguish between the salary the business pays you for your skill and experience, 

and the profit the business returns you for the risk of investing in the business. 

Your salary is not profit.  It is a cost of doing business.  The profit your business should 

earn, after allowing for all salaries, should be at least equal to what you could earn by 

investing your capital in a low risk investment such as government bonds. 

 The dangers of discounting - Unless your cost of 

sales goes down at the same rate as the sales price 

is discounted, the loss in margin comes straight of 

your nett profit line.  

Look before you cut prices to win a job!  Because 

the cuts come straight off the bottom line you have 

to sell more just to maintain the same level of 

profits. 

And the next time you bid the buyer will expect a similar price.  With one client I 

recently found that a major client of theirs was getting their work at a charge out rate 

below cost purely because of this factor. 

 

Have you thought about? 

Price cutting is the "lazy man's response” when it's hard to make sales.   Paul Lemberg 

If you get into a price war, the question becomes "How low is too low?" And what, you end up 

paying your customer to buy from you?   Alan Webber 

"I decided long ago I would rather explain price once than apologize for quality forever."  Zig 

Zeglar 

"It's unwise to pay too much, but it’s worse to pay too little.  When you pay too much, you 

lose a little money, that's all.  When you pay too little, you sometimes lose everything, 

because the thing you bought was incapable of doing the thing it was bought to do.  The 

common law of business balance prohibits paying a little and getting a lot - it can't be done.  If 

you deal with the lowest bidder, it is well to add something for the risk you run, and if you do 

that, you will have enough to pay for something better."  John Ruskin  

You should never, ever, 

ever, ever, ever, ever try 

to be the low price 

provider because it is an 

UNsustainable business 

advantage. Period.  Dan 

Kennedy 
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4. Presentation - one more issue  

What will your quotation look like, visually that is?  Presentation is important.   And how will 

it read. 

A good presentation will make you look so much more professional, and the buyer feel more 

comfortable about dealing with you.  If the way your industry does things is a simple “price, 

quality, delivery” quotation here is your chance to make yourself different, and stand out.   

Here are some guidelines: 

 Headlines – it needs to stand out.  Size, colour, bolding.  It’s the contrast.  A headline 

must make the reader want to find out more, and not reveal so much they might not 

feel they need to read the proposal. 

 Sub-heads – ditto but smaller.  The same comment as above applies.  Customers often 

scan a document before they read it.  The sub-heads will guide them and let them 

know what is coming in your quotation.  They can be a different font from the 

headlines or paragraphs which assists the scan.   

 Sentences - make your sentences short. The easiest sentence to take in is only eight 

words long.  A sensible average is 14 words.  Any sentence of more than 32 words is 

hard to follow. 

 Paragraphs – keeping them short and punchy makes them easier to read.  No more 

than 2-3 sentences in a paragraph.  A long paragraph is daunting. 

 Use "connector" words and phrases at the beginnings of sentences to keep people 

reading. Such as Moreover, That is why, In addition, What's more, On top of that, Also 

and And.  Connector words tell your reader there is more to come. And forget what 

your teacher told you: "And" is often used to start sentences in The Bible. 

 Questions as connectors at the ends of sentences or paragraphs perform the same 

role.  Why is this?   

Because you have to read on to get the answers (and if you notice, the end of the 

above point and start of this point demonstrates this). 

 Never use a long word where a short one will do. 

o Complimentary – Free 

o Anticipate – Expect 

o Expectation – Hope 

o Authored – Wrote 
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o Transportation – Car 

o Purchase – Buy 

o Ameliorate – Improve 

o Lifestyle – Life 

o Marketplace - Market 

 Cut the jargon and acronyms – you may understand them but your prospect may not.  

Make your words easy for him/her to understand. 

 Dot points – make it easier to scan and grasp the points you are making, just as I have 

done here. 

 Word graphics – depending on what you are quoting, painting a word picture can 

help.  (Can you see yourself in that gleaming new, spotlessly clean stainless steel 

kitchen?) or (imagine if you had all the information you needed for that benches 

quote).   

 Picture graphics – a diagram or photograph of what you are delivering will help clarify 

other questions they might have and help reduce the risk and increase the like factor.  

“Before and after” photographs emphasise the benefits you are delivering. 

o Don’t forget the Captions – tell them what the photo is.  More risk reduction. 

 Fonts – use no more than 3 different fonts.  Otherwise they distract. 

 Spelling and grammar errors – they distract, and cause the reader to stop, and 

consider the correction.  Once they stop they lose the flow. 

Just remember - as Dr. Johnson remarked over 200 years ago - "That which is written to please 

the writer rarely pleases the reader." You're not writing for yourself but for the prospect.  

Make it easy for them! 

You can improve your quotation or tender by turning it into a sales tool to be used for your 

advantage, improving both your chances and your profitability.  Presentation plays a key 

role. 
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5. Some additional tools 

Forensic Diagnostic  
Do I hear you say “But I need more than that?” The Forensic Diagnostic is where we work with 

you to drill down further into your business, looking for telltale clues which may guide us to 

the profit leak. 

If you have studied the article “How to increase profits and cash flow” on the Profits Leak 

Detective website (http://www.profitsleakdetective.com/articles/how-to-increase-profits-and-

cashflow.html ) you would know there are five broad areas to work on to do just that, increase 

profits and cash flow. They are: 

Increase Sales – users, usage & uses 

Increase Margins – increasing prices 

Improving margins – lowering the cost of sales  

Lowering the cost of operation – your overheads and administration costs 

Improving productivity – systems, processes & procedures 

Your profit leak may lie in one or more of these areas. But before we can pin it down we need 

to know a little more about your business and your responses to the 7 Clues. 

The Forensic Diagnostic comes to you as a workbook which guides you through a series of 

questions and tables for you to complete.  

When you return the workbook we analyse the results and prepare a practical report on the 

issues we identify and make specific, practical recommendations on the steps you may take to 

plug the profit leak. If required we will contact you by telephone or email to clarify any areas 

of your response. 

Bonus – once you have received the report we will have a one-to-one conference call (1 hour) 

to discuss our findings and the rationale for our recommendations. 

So what will be covered in the report? 

Identification of that profit leak - Of the five key areas to look at there may well be leaks in 2, 

maybe 3 but very rarely in all 5. The report will identify the specific leaks to plug. 

What-if- analysis – the report will provide a ‘what-if-analysis’ of the impact of closing off this 

profit leak. It will show just how much your position will be improved by taking the necessary 

steps to close of the leak(s). 

http://www.profitsleakdetective.com/articles/how-to-increase-profits-and-cashflow.html
http://www.profitsleakdetective.com/articles/how-to-increase-profits-and-cashflow.html


 

24 
 

Practical steps to follow – it is all very well to help you identify the impact of the profit leaks, 

and how your position to will be improved. But you need more than that. You need practical 

steps you can follow, and that’s what will be included in the report. 

You have established that there is a pretty fair chance you are leaking profits. The next 

decision you have to make is… 

Do you want to do something about it? 

I have been working with small businesses to review and improve their operations for 18 

years, and across a wide range of industries. And I’ve always found some areas in which to 

help the business improve its position. You can’t buy experience like that? 

Well, you can actually. That’s the thinking that has gone into this Forensic Assessment 

product, and the analysis that I will undertake when I get your answers. 

I want you to do a simple test – and it’s on only one possible profit leak! 

Take out your last annual Profit & Loss Statement 

Calculate the value of an increase in your Gross Profit % of an additional 5% (for example from 

20% to 25%). 

Assuming for the moment there are no increases in your expenses, that increase will go 

straight through to your Net Profit. 

What has your net Profit increased by? 

Now, what is it worth to you to achieve that increase, remembering that is only one area of 

possible profit leak? 

Your detective’s fee is only $675.00. Your decision! 

Dashboard Monthly Report 
“Picture the Profits – 27 Practical Tips” emphasised the need to measure and report. It helps to 

have the tools to do so. The Profits Leak Detective has designed a dashboard report to give 

you graphical interpretation of your key financial and other indicators.  

All graphs are on one page to enable you see assess the condition of your business at a glance.  

The indicators include: 

 5 product or service groups showing sales, cost of sales and gross profit per group for 

this year and last year by month to show the trends; 

 Your overall sales, cost of sales and gross profits for this year and last year by month to 

show the trends; 

 Total overhead expenses by month this year and last year to show the trends; 
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 Net Profit by month for this year and last year to show trends; 

 Cumulative net profit by month for this year and last year; 

 Accounts receivable (i.e. debtors) for the current month by current, 30, 60, and 90 

days plus; 

 Orders on hand by month for this year and last year; 

 Quotations submitted and those successful by month for this year and last year; 

 Labour utilisation rate by month against target; 

 Job profit variation by month; 

 2 spare KPI graphs; 

 2 tables showing Balance Sheet Analysis and Financial Ratios. 

You simply enter your monthly figures in the appropriate spread sheet and your graphs are 

automatically generated for your analysis and interpretation. 

Your Dashboard Report is only $350. You will save more than that with your first monthly 

report. 

Now, would you like a Guarantee? 

Here’s what we can do for you.  

Two Boomerangs Guarantee 

Now why do you need two boomerangs for your guarantee? It’s simple really.  

First boomerang - of you feel you haven’t got value out of our product then all you have to do 

is heft it on to your hand, and return it. Just like a boomerang, wing it back to us. You may 

dance on it, throw a part around it or even use it at a corroboree. That’s all right, as long as 

you give it a good throw so it returns to us. And then:  

Second boomerang - we get the product back, and arm back, and.... Throw...whoosh, whoosh, 

whirl, whirl back come your funds.  In full, right into your hand.  

It’s simple really. One good boomerang returns another.  

If you are still unsure, go back and check the calculation you just did. 

Then contact me on tec@profitsleakdetective.com and we can have a chat about your 

challenges. 

To your profitable future.  

mailto:tec@profitsleakdetective.com
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6. About the Profit Leak 

Detective 

Adam has been supporting small and medium enterprises (SMEs) for over 20 years as a 

business consultant. To do so he draws upon his many years experience at senior management 

levels in both the private sector and government. This experience includes both manufacturing 

(aerospace, marine, farm machinery) and retail industries with responsibilities in general 

management, marketing and export. His qualifications include B. Ag. Econ (UNE), MBA (UNSW) 

and a Diploma in International Marketing.  

Managing a small business is not always easy. Do you: 

 Struggle with cash flow, profitability and available management time.  

 Know you work hard, and are a good operator in your area of business; but  

 Find that, because you are always busy, you lack the time to identify the key 

constraints on you and your business.  

 Suffer from profit leaks in the business which drain the profits you hope for.  

 As a result you work long hours, seven days a week and rarely have the time to 

enjoy what you do. 

If this is you, then you are the type of small business the Profit Leaks Detective assists.  

Some people promise solutions – we provide results! 

 

If you are a typical business owner or manager you started your business because you are 

good at what you do, and that has got you to where you are today. But to keep building your 

business you may need guidance or assistance in areas in which you haven’t had the time or 

opportunity to develop expertise. For most small and medium businesses these may be 

developing a clear strategic direction, developing effective management systems and 

processes, understanding financial management, or how to effectively market you business.  

Profitability is not optional! Have a look at our “How to Improve Profits and Cash Flow Model” 

and other useful articles on www.profitsleakdetective.com site then contact me for a chat. 

Do you recognise yourself above – an owner operator who has built a business based on your 

expertise but find yourself struggling with cashflow, profitability and never enough time? 

That’s where we specialise – helping small and medium businesses overcome these burdens. 

Of course I don’t know your business as well you do; nobody does and it would be 

impertinent of me to suggest otherwise. What we do bring is knowledge of particular 
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techniques and principles to find and plug profit leaks which can be applied widely to small 

businesses. I have successfully worked with businesses across a wide range of industries, from 

tourism to real estate, IT, engineering and manufacturing. And every time I have been able to 

identify some opportunities for improvement which had a positive impact on the business. 

Many years of practical experience in business - hands-on direct management experience 

running a small business - enables me to bring you a deep understanding of how small 

business operates and the pressures you face.  

And I specialise in working with small businesses because I understand the issues they face, 

the need to have greater control over their business and to improve their quality of life.  

 

 

 

Is there something bugging about this report, something that is just not right, 

or that (horror) I spelt incorrectly? If so, let me know through this link. And 

thank you! 

 

 

Adam Gordon,  Profits Leak Detective 

TEL:  61 2 6646 1474 FAX:61 2 6646 8617 

EMAIL:   tec@profitsleakdetective.com. 
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