
Stage Assessment 5: Conversion
Do your proposals confirm decisions, or carry the whole burden of persuasion?

Good proposals rarely lose on quality or price. They lose on everything that didn't happen 

before them: unqualified fit, unexplored budget, unmet stakeholders, undefined success. 

This is one of eight stage assessments in the SMARTer system; each goes deep on one 

stage.

How to score
Score each statement from 1 to 5. A score of 1 means “not true of us at all”; 3 means “partly 

true, or true sometimes”; 5 means “consistently true, and I could show you the evidence”. 

The evidence test matters: if you couldn't demonstrate it to a sceptical outsider, score it 

lower.

The eight statements
1. We diagnose before we prescribe: discovery conversations happen before solutions are 

offered    Score: ___

2. Before proposing, we've met or mapped the people who will actually decide    Score: ___

3. We agree with the prospect what success would look like, in their words, before writing 

anything    Score: ___

4. Price is discussed before the proposal, so the document never delivers the first surprise    

Score: ___

5. Our proposals confirm a decision already forming; they don't try to force one    Score: ___

6. We win a healthy share of the proposals we submit, and we know the actual number    

Score: ___

7. Our follow-up after proposals is prompt and professional, not hopeful silence    Score: ___

8. We review lost opportunities for lessons, without flinching    Score: ___

Total: ___ / 40
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Reading your score
32 to 40: Your commercial conversation is working as an expert's should: diagnosis, then 

confirmation. Keep reviewing losses; that habit is where the edge stays sharp.

20 to 31: Partial: good conversations, but proposals still carrying too much weight. Usually 

one missing pre-proposal conversation, budget or decision process, explains most losses.

Under 20: Proposals are being asked to do the selling, and documents can't. The good news: 

this stage responds fast, because the fix is conversations you're entirely capable of having.

Three first steps
•  Before your next proposal, ask the decision question: “Before I put this together, can I ask 
how the decision will be made, and who's involved?”
•  Move the price conversation before the document: “So I propose the right thing: what sort 
of investment did you have in mind?”
•  Review your last three losses honestly: what didn't happen before the proposal?
The free Qualification Scorecard at smarterentrepreneurs.co.uk stops the doomed proposals 

before they're written.

Where this fits
If this stage scored well, your constraint likely sits elsewhere: the free fifteen-minute 

Revenue System Self-Assessment at smarterentrepreneurs.co.uk scores all eight stages 

and finds it. And if you'd like a second pair of eyes on what you've found, that's what a 

Discovery Call is for. No pitch, no pressure, and you'll leave with something useful either way.
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