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0. PRE-DISCOVERY: FOUNDATIONAL
ALIGNMENT

0.1 Mission & Problem Framing

General Decision:
Define the real problem and whether Al is the necessary mechanism.

Problem: Organizations waste hundreds of hours manually reading government RFPs,
identifying requirements, scoring fit, extracting compliance items, and determining whether
pursuing the bid is viable.

Why Al is needed:
o RFPsare long, jargon-heavy, and structurally inconsistent.

o The problem requires semantic understanding, extraction, classification, and
synthesis; tasks uniquely suited to LLMs + RAG.

Product Mission Statement:

Enable government contractors to instantly understand, evaluate, and respond strategically to
any RFP by providing Al-generated requirement extraction, pursuit recommendations, risk
scoring, and compliance mapping.

1. DISCOVERY PHASE



1.1 User & Stakeholder Discovery

General Decisions:
Identify primary/secondary users, their workflow pain, and required level of trust.

Your RFP Product:

e Primary users: Capture managers, proposal managers, business development leads.
e Secondary users: SMEs, pricing teams, executives deciding bid/no-bid.
e Pain points:
o Reading 40-200 pages per RFP
o Identifying requirements buried in narratives
o Assessing compliance
o Tracking amendments
e Trust needs:
o High interpretability (citation-backed extraction is mandatory)
o Transparent confidence scores

o Ability to override Al conclusions

1.2 Data & Feasibility Assessment

General Decisions:
Determine what data is needed, available, and of acceptable quality.

Your RFP Product:

e Data Sources:
o Public RFP PDFs (SAM.gov, state portals, agency sites)

o Prior winning and losing proposals



o Boilerplate capture content

o Past performance narratives
e Challenges:

o OCR variability (scanned PDFs)

o Structural inconsistency across agencies

o Large documents requiring chunking strategy
e Feasibility Outcome:

Strong feasibility for a RAG-centered system augmented by fine-tuning on classification
tasks (e.g., requirement categories, compliance classification, eligibility flags).

1.3 Success Metrics

General Decisions:
Define accuracy thresholds, false-positive /false-negative tolerance.

Your RFP Product:

e Extraction Accuracy Target: > 92% extraction precision on mandatory requirements.
e (lassification Performance:
o Compliance category classification: > 90% F1
o Bid/no-bid recommendation accuracy: qualitative + quantitative review
e UX Metrics:
o Reduce initial RFP review time from 6-12 hours to < 20 minutes
e Risk Tolerance:

o False negatives (missing a requirement) are more harmful than false positives; the
model must bias toward recall, then flag low-confidence extractions.



2. PROBLEM DEFINITION & PRODUCT
STRATEGY

2.1 Define the Al Approach

General Decisions:
Rules vs ML, RAG vs fine-tuning, single agent vs multi-agent.

Your RFP Product:

e Chosen Architecture:
o Hybrid RAG + Specialized Fine-Tune system
o LLM for semantic understanding & summarization

o Fine-tuned models for requirement classification, eligibility extraction, pricing cues,

and risk scoring
e Agents:
o Extraction Agent: requirements, deadlines, deliverables
o Compliance Agent: flags mandatory certifications, forms, constraints
o Pursuit Evaluation Agent: score fit, risk, competitive considerations

o Synthesis Agent: generate structured outputs (JSON, matrices, summaries)

2.2 Model Requirements Specification (MRS)

Your RFP Product MRS Requirements:

e Input Format: PDE HTML, Word, or OCR-read text

e Qutput Types:

o JSON requirement lists



o Compliance matrices

o Bid/no-bid recommendation brief

o Competitor landscape

o Risk analysis
e Context Window: Prefer 128k-200k token models
e Latency Requirement: < 8 seconds per major query
e Hallucination Controls:

o Forced citation requirements

o Confidence thresholds

o RAG grounding enforced for extraction tasks

2.3 Ethical, Safety & Compliance Requirements

Your RFP Product:

e Must avoid inventing requirements not present in the document
e Must never hallucinate compliance items
e Must disclaim uncertainty or ambiguous regions (e.g., illegible OCR)

e Must avoid recommending strategic decisions without clear reasoning

3. DESIGN & SOLUTION ARCHITECTURE

3.1 Workflow & UX

Your RFP Product UX Decisions:



e User Controls:
o Upload RFP — automatic extraction — user reviews sections individually

e Show All Citations:
Every requirement includes a source paragraph + page reference

e Uncertainty Indicators:
o Color-coded confidence bands
o “Needs human review” tagging

e Amendment Tracking:
System compares new amendments vs original documents

3.2 System Architecture & Integrations

Your RFP Product Architecture Decisions:

e Document Pipeline:
o OCR — chunking — embedding — vector store
e Vector DB: Pinecone or Weaviate with hybrid search
e Embeddings: OpenAl text-embedding or InstructorXL for domain nuance
e (Guardrails:
o ReACT prompting
o Structured JSON schema enforcement
e Monitoring:
o Drift detection on classification tasks

o Embedding-space monitoring for RFP vocabulary shifts



3.3 Prompt Design

Your RFP Product Specifications:

e Strict JSON-only outputs for extraction & classification
e System prompts calibrated for:

o determinism

o citation-anchoring

o multi-step reasoning (internally hidden)

e Persona-based prompts for SME-like synthesis

4. DEVELOPMENT & TRAINING

4.1 Data Preparation & Labeling

Your RFP Product Tasks:

e Annotate thousands of RFPs for:
o mandatory requirements
o deliverable types
o submission formats
o eligibility criteria

e C(reate a taxonomy of requirement types: technical, staffing, compliance, security,
financial, etc.

4.2 Model Training Decisions

Your RFP Product:



Fine-tune a classification model on labeled requirements
Train eligibility classifier (small specialized model)
Build retrieval pipeline over >50,000 cleaned RFP documents

Evaluate embeddings for agency-specific phrasing patterns

4.3 Build Requirements

Your RFP Product System Requirements:

Logging: all queries, confidence scores, and citations
Data retention: store only user-approved documents

Observability: latency, failure modes, unknown-doc detection

5. TESTING & VALIDATION

5.1 Evaluation Metrics

Your RFP Product Testing Strategy:

Requirement extraction accuracy: target 92%-+
Compliance classification accuracy: target 90%+
Semantic relevance of retrieved chunks

Error analysis specifically for ambiguous or multi-part requirements

5.2 Red-Teaming

Include adversarial tests for:



e OCR-mangled text

e (Contradictory requirements across sections
e Ambiguous deadlines

e Documents missing page labels

e Attempts to make the model hallucinate nonexistent clauses

6. DEPLOYMENT

6.1 Release Strategy

Your RFP Product Rollout:

e Phase 1: Internal-only testing with proposal SMEs
e Phase 2: Restricted beta (5-10 companies)
e Phase 3: Public SaaS launch
e Feature flags for:
o enhanced risk scoring
o competitor prediction engine

o automated compliance matrix export

6.2 Monitoring Setup

Your RFP Product Monitoring:

e Real-time alerts for extraction failures

e Drift monitoring on requirement vocabulary



e Token usage monitoring (RFPs can be huge)

7. POST-LAUNCH OPERATIONS

7.1 Feedback Loops

Your RFP Product Decisions:

e (Capture user corrections and optionally use them as training data (with permission)
e Build “teach the model” UX for proposal teams

e Score model suggestions based on user acceptance

7.2 Drift Management

Your RFP Product Needs:

e Monthly evaluation of:
o new acquisition reform rules
o new federal templates
o agency shifts in language

e Re-index embeddings quarterly

7.3 Ethical Oversight

Mandatory because:

e Misstating requirements could disqualify a proposal

e Must clearly communicate when data is ambiguous



e Must not fabricate past performance arguments

8. MATURITY & GROWTH

8.1 Expansion Decisions

Your RFP Product Growth Path:
e Add pricing analysis
e Add competitor benchmarking (based on public past awards)
e Expand to EU, UK, Australia RFP ecosystems

e Train on multi-lingual RFPs

8.2 ROI Optimization

Your RFP Product:

e Transition to smaller distilled models for classification tasks
e Use cached retrieval for repeated queries
e Token optimization for long RFPs (efficient chunking)

e Move some components to open-source models for cost reduction

9. DECOMMISSIONING & LEGACY

9.1 Sunset Strategy

If replacing with new architecture:

e Archive training data with compliance logging



e Provide users with exportable requirement histories

e Ensure models referencing old policy frameworks are retired cleanly
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