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Agenda

•Background & Foundations of Procurement Excellence

• Impacts of Poor Quality Debriefings 

• Tips for High Quality Debriefings



Reality





Reality of the Situation 

•Performance has been proven to NOT correlate to 
contract types, delivery methods, software, design 
quality, etc.

•Performance HAS BEEN PROVEN to highly correlate to the 
capability, skill, and experience of the people doing the 
work – the critical personnel on a project – PM, SS, Client 
Lead, Design Arch, Key Engrs, Critical Sub SS, FM, 
technicians, etc.



Importance of the People

The ability to realize

innovation, 

risk minimization, 

value creation, & 

cost reduction

will not exceed the capability 
of the people doing the work 



We Want to be seen as a 
“Client of Choice!”







If Vendor Perceive That Process Is Not Fair

Who bids
Quality of the bid
Quality of the team assigned
Quality and Performance of the services



…Supplier 
Perceptions Matter!



What Is The Primary Goal 
Of The RFP?



What Is The ‘Primary’ Objective

• Follow procurement policies and regulations?

•Minimize the risk of protest?

•Create a document that transfers risk to the supplier?

•Create a document that protects the owner/organization?



What Is The ‘Primary’ Objective

• Follow procurement policies and regulations?

•Minimize the risk of protest?

•Create a document that transfers risk to the supplier?

•Create a document that protects the owner/organization?



What Is The Primary Goal 
Of The RFP?

Help us award to a high-performing supplier



What Type Of Suppliers 
Do You Want To Attract?

Supplier A Supplier B



Suppliers Have Options



Are High Quality 
Vendors Waiting 
Around For Your 

Project To Hit The 
Street???



Reality

• Most high quality vendors/suppliers are in high demand / busy

• High quality vendors/suppliers are not just sitting around all 
year for the “hope” that your organization will issue a 
solicitation

• Vendors are constantly looking at opportunities (outside of 
your organization)



Simple Things To Consider



Attracting Suppliers

▪ Step 1 – Have a “good” name/title of the RFP



National Solicitation Warehouse

• Larger/National firms will 
pay for and utilize 
procurement search 
engines that collect 
solicitations throughout 
the country

• Provides hourly updates 
on posted solicitations

• Thousands of solicitations



Suppliers Can Be Reviewing 1,000 RFP’s per Week



Request for Proposal: The Camden Water Utilities of 
Camden, Arkansas is Requesting Proposals…



Request for Proposal: The Camden Water Utilities of 
Camden, Arkansas is Requesting Proposals…







Avoid Long or Vague Titles

•Request for Proposals for the Alexander Goldwater 
Improvement Center Construction Documents Preparation



Avoid Long or Vague Titles

•Request for Proposals for the Alexander Goldwater 
Improvement Center Construction Documents Preparation



Avoid Long or Vague Titles

•City of Nashville Request for Proposals for Suppliers that 
can perform Needs Assessments



Avoid Long or Vague Titles

•City of Nashville Request for Proposals for Suppliers that 
can perform Needs Assessments for Food Services



Attracting Suppliers

• Step 1 – Have a “good” name/title of the RFP

• Step 2 – Simplify the posted documents/files





Which File Contains The RFP?



Which File Contains The RFP?

1. RFP (210347)
2. Appendix A (210347)
3. Appendix B (210347)
4. Appendix C (210347)



Attracting Suppliers

▪ Step 1 – Have a “good” name/title of the RFP

▪ Step 2 – Simplify the posted documents/files

▪ Step 3 – Don’t make the document difficult to read



Don’t Make It Difficult To Read



Attracting Suppliers

▪ Step 1 – Have a “good” name/title of the RFP

▪ Step 2 – Simplify the posted documents/files

▪ Step 3 – Don’t make the document difficult to read

▪ Step 4 – Consider the amount of work for the size of the project



Respond to 
20 Items…



Respond to 
20 Items…

For Chance 
At Winning 

$25K



Debriefing

•Vendors or suppliers are informed about the reasons why 
they were not selected for award.  

• This can include reasons for low scores or ratings, and 
areas of weaknesses or opportunities of improvement

•Debriefings can be done in person or in writing (via 
email).







?



When do we conduct
Debriefings?



CONTRACT 
AWARD

Pre-Award



Pre-Award Post-Award

CONTRACT 
AWARD



Poor Quality
Debriefings?



Poor Quality Debriefing

• Assumptions about you as a client

• Poor reputation, and low future response rates

• Protest – vendor assumption that you did not follow your 
process

• Vendor will imagine the worst and assume you selected a 
favorite/preferred vendor



Debriefing Scenario #1



Consider The Following:

Thank you for your proposal submission. We appreciate the
time and effort that you put into the response. Your
proposal was very comprehensive, but we selected another
proposal that was a better fit for our needs. We really
appreciate your submission and would encourage you to
participate on our future efforts.
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participate on our future efforts.



Consider The Following:

Thank you for your proposal submission. We appreciate the
time and effort that you put into the response. Your
proposal was very comprehensive, but we selected another
proposal that was a better fit for our needs. We really
appreciate your submission and would encourage you to
participate on our future efforts.



Consider The Following:

Thank you for your proposal submission. We appreciate the
time and effort that you put into the response. Your
proposal was very comprehensive, but we selected another
proposal that was a better fit for our needs. We really
appreciate your submission and would encourage you to
participate on our future efforts.



Consider The Following:

Thank you for your proposal submission. We appreciate the
time and effort that you put into the response. Your
proposal was very comprehensive, but we selected another
proposal that was a better fit for our needs. We really
appreciate your submission and would encourage you to
participate on our future efforts.



Consider The Following:

Thank you for your proposal submission. We appreciate the
time and effort that you put into the response. Your
proposal was very comprehensive, but we selected another
proposal that was a better fit for our needs. We really
appreciate your submission and would encourage you to
participate on our future efforts.













Goal of a Solid
Debriefing



Putting RFP Excellence Into Practice

• Fair

•Open

• Transparent

•Value

• Integrity



Putting RFP Excellence Into Practice

• Fair

•Open

• Transparent

•Value

• Integrity

Strategic Objective:

Become a “Client of Choice” 
and attract 

High-Performing Vendors 
across your RFPs



The purpose is not to just explain 
why they lost!

Provide them with enough comfort 
that they were treated fairly, so that 

they will want to propose on our 
next project  



Integrity: Ensure Confidence and Trust

Offer Comprehensive Debriefings to all Vendors:

–Get better proposals next time

–Greater accountability 

–Builds “good-will” 



Integrity: Ensure Confidence and Trust

Vendors should commonly say:

“Wow, we’ve never received this level of 
feedback before!”

“We put a lot of time and resources into our 
proposals and this makes it worth it!”



Debriefing Scenario #1



Debriefing Scenario #2



Debriefing Scenario 2

• Factor 1 (Cost): 2nd best

• Factor 2 (Approach): 1st best

• Factor 3 (Experience): 4th best

• Factor 4 (References): 2nd best

• Factor 5 (Qualifications): 4th best

• Factor 6 (Interview): 4th best



Debriefing Scenario 2

• Factor 1 (Cost): 2nd best

• Factor 2 (Approach): 1st best

• Factor 3 (Experience): 4th best

• Factor 4 (References): 2nd best

• Factor 5 (Qualifications): 4th best

• Factor 6 (Interview): 4th best

Thank you for your proposal
submission. We appreciate the time
and effort that you put into the
response. Your proposal was very
comprehensive, but we selected
another proposal that was a better fit
for our needs. We really appreciate
your submission and would encourage
you to participate on our future
efforts.



Debriefing Scenario 3

• Factor 1 (Cost): 2nd best – ($55,000)

• Factor 2 (Approach): 1st best (8.4)

• Factor 3 (Experience): 4th best (6.1)

• Factor 4 (References): 2nd best (5.9)

• Factor 5 (Qualifications): 4th best (5.4)

• Factor 6 (Interview): 4th best (5.4)



Debriefing Scenario 3

• Factor 1 (Cost): 2nd best – ($55,000)

• Factor 2 (Approach): 1st best (8.4)

• Factor 3 (Experience): 4th best (6.1)

• Factor 4 (References): 2nd best (5.9)

• Factor 5 (Qualifications): 4th best (5.4)

• Factor 6 (Interview): 4th best (5.4)



Debriefing Scenario #2: Heating Up!



Debriefing Scenario #2: Heating Up!



Recommendation
Provide the vendors with as much 

information as possible to help them 
understand why they lost



What is a 
Great Debriefing?



Keys to a Great Debriefing

1. Summarize the evaluation process

2. Synthesize evaluator comments

3. State the vendor’s relative evaluation scores



What’s that mean?

• Summarize evaluation process
–How many proposals were received
–How the proposal was evaluated (from RFP!)

–the methodology… step 1, step 2, etc.
–Shortlist determination

• Synthesize evaluator comments
–What did they like / not like?
–What could have been improved?

• State the evaluation scores
–How did the vendor being debriefed compare to others?



Debriefing Scenario #3



Step 1: Summarize the evaluation process



Step 2: Synthesize evaluator comments

Feedback for Future 
RFP Submissions



Step 2: Synthesize evaluator comments, cont’d



Wall o’ text…

…Detailed plan w/ durations



Step 2: Synthesize evaluator comments, cont’d



Step 3: State the vendor’s relative evaluation scores

NO CRITERIA FIRM A FIRM B FIRM C FIRM D FIRM E

1 Cost/Fee $    248,000 $    249,250 $    252,575 $    257,000 $    263,000 

2 Approach & Execution 7.6 8.0 7.0 6.0 6.2

3 Qualifications 7.6 7.1 7.9 7.9 6.4

4 Innovation 7.5 6.1 6.0 5.8 5.1

5 References 9.5 10.0 9.2 9.9 9.3

6 Interviews 8.6 5.9 5.1 5.1 4.8

OVERALL SCORE: 97 94 91 87 84
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4 Innovation 7.5 6.1 6.0 5.8 5.1

5 References 9.5 10.0 9.2 9.9 9.3

6 Interviews 8.6 5.9 5.1 5.1 4.8

OVERALL SCORE: 97 94 91 87 84
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NO CRITERIA FIRM A FIRM B FIRM C FIRM D FIRM E

1 Cost/Fee $    248,000 $    249,250 $    252,575 $    257,000 $    263,000 

2 Approach & Execution 7.6 8.0 7.0 6.0 6.2

3 Qualifications 7.6 7.1 7.9 7.9 6.4

4 Innovation 7.5 6.1 6.0 5.8 5.1

5 References 9.5 10.0 9.2 9.9 9.3
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Should Not Be Fearful If Procurement Was 
Performed Fairly

NO CRITERIA FIRM A FIRM B FIRM C FIRM D FIRM E

1 Cost/Fee $    248,000 $    249,250 $    252,575 $    257,000 $    263,000 

2 Approach & Execution 7.6 8.0 7.0 6.0 6.2
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4 Innovation 7.5 6.1 6.0 5.8 5.1
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
✓
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Example



BONUS: Ask the vendors for their feedback!

•At the conclusion of the meeting, ask if the Vendor has 
any feedback about the evaluation process.





Other Keys



Keys to Providing Actionable Feedback

1) “Translate” the vendor proposals back them



1) “Translate” the vendor proposals back them

What did their words mean 
to you as a client?



Keys to Providing Actionable Feedback

1) “Translate” the vendor proposals back them

2) Remind them about differentiation



2) Remind them about differentiation

•Can their competitors say the same thing?

•Does their proposal make them stand out?

• Is it boilerplate? Standard?  Copy/Paste?  



Keys to Providing Actionable Feedback

1) “Translate” the vendor proposals back them

2) Remind them about differentiation

3) Know thy audience: What are the benefits to the client?



3) What are the benefits to the client?

• They should be adding value to the client!

•What are the outcomes?  The results?  

•Where is the proof?  How can we believe it?  



NOT
^







Hesitancy with
Offering Debriefings



Protests



OFFICE OF STATE PROCUREMENT
Procurement.La.Gov

The Golden Rule

Clearly state exactly how you are going to 
evaluate & score



OFFICE OF STATE PROCUREMENT
Procurement.La.Gov

The Golden Rule

Clearly state exactly how you are going to 
evaluate & score

…And make sure you follow what you said 
you would do



20-40% Of Protests Are Sustained



1. Unequal treatment of proposers

2. Failure to follow evaluation criteria

3. Unreasonable technical evaluations

4. Unreasonable past performance evaluations

5. Unreasonable cost/price evaluations

20-40% Of Protests Are Sustained
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1. Unequal treatment of proposers

2. Failure to follow evaluation criteria

3. Unreasonable technical evaluations

4. Unreasonable past performance evaluations

5. Unreasonable cost/price evaluations

20-40% Of Protests Are Sustained

Unreasonable:
flawed approach to the 

evaluation

the scoring process
was flawed



Hesitancy: What Else Can Vendors Do?



Public Disclosure & Public Information

Freedom of Information Act (FOIA)
Federal law that allows the public the right to request access to records 
from any federal agency. Federal agencies are required to disclose any 
information requested under the FOIA (unless it specifically protected as 
confidential – such as personal privacy, national security, or law 
enforcement.)

Public Records Act (States)

Access to Information Act (Canada)



Hesitancy: Debriefs Take Time!!!

•Yes, it is true. Debriefs can be time-intensive.  

•What types of projects need debriefings the most? 

•What can you automate?



Summary



Poor Quality Debriefing



Poor Quality Debriefing

•Assumptions about you as a client



Poor Quality Debriefing

•Assumptions about you as a client

•Poor reputation, and low future response rates



Poor Reputation….



Poor Reputation….



Poor Quality Debriefing

•Assumptions about you as a client

•Poor reputation, and low future response rates

•Protest – vendor assumption that you did not follow your 
process



Poor Quality Debriefing

• Assumptions about you as a client

• Poor reputation, and low future response rates

• Protest – vendor assumption that you did not follow your 
process

• Vendor will imagine the worst and assume you selected a 
favorite/preferred vendor



Summary



Summary

• Try and help the vendors understand what they could do 
better and how they can improve their proposal quality



Summary

• Try and help the vendors understand what they could do 
better and how they can improve their proposal quality

• Try to be as transparent as possible



Summary

• Try and help the vendors understand what they could do 
better and how they can improve their proposal quality

• Try to be as transparent as possible

•Most vendors will really appreciate that



*FREE* Online Course!

Better RFPs = Better Projects
• Session #1 = Organizing a High-Performing RFP

• Session #2 = Effective Statements of Work (SOWs)

• Session #3 = Evaluation Best Practices & RFP Admin

• Session #4 = RFP Ethics & Vendor Debriefings

Register via NASPO’s Procurement U
• Log on to the Procurement U Learning Management System 

(LMS) to register, access the course and materials. 
– www.naspo.org/procurement-u/ 

• Open to all (even non-members of NASPO)

• Limited to first 100 participants. 

https://www.naspo.org/procurement-u/


Free Webinar Series
3rd Thursdays every month

@ 12pm Central

15-min Teaching Moment 
(learn a new tip, trick, or tool)

30-min Virtual Peer Group 
(network with professionals)

Office Hours 
(open Q&A until the questions run out!)



Previous Recordings Available Online!

center4procurement.org



We can help!

• CPE provides…
– RFP templates
– Legislative opinions
– Advocacy

• Our team also provides:
– Hands-on project support
– Procurement strategy support
– Procurement team training sessions (on-site or virtual)
– Planning for challenging RFPs

Jake.Smithwick@uncc.edu

mailto:Jake.Smithwick@uncc.edu
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