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INTRODUCTION

The members of your Red Team should emulate the membership of the selection panel. They should be at the same cognitive level. Therefore, if your selection panel will be mid-level managers and some technical experts, you should not seek the President of your organization as a Red Team reviewer. If the project or product being proposed is a large purchase for the customer, and their CEO will be reviewing the proposals, then your CEO would be an ideal candidate for the Red Team. (If this is a REALLY BIG proposal for your organization, your senior management may insist on seeing the Red Team draft. This does not mean that they should be a member of the Red Team, but should review a copy of the draft while the Red Team is reviewing the draft as well.) This review is the last look at the proposal before it goes to print.  
The Red Team members ideally have had no prior connection to the proposal. They should not have been consulted for content matters, and they definitely should not have contributed to the writing. They should also be willing to commit the necessary time and attention to the proposal. If possible, they should be given a weekend to do the reading so that distractions and interruptions can be kept to a minimum. And, if possible, the review should be held in an isolated location, away from where the proposal was prepared. Each team member should have a copy of the proposal guidelines in advance and for reference during the reading. The proposal guidelines include a synopsis of the RFP, outline of the ISSUES, and explanation of the Theme.  
Red Team mark-ups can be accomplished in a variety of ways. The old-fashioned red pen works just fine. Electronic mark-ups (like those possible in programs like WordPerfect™, Word™, and WordPerfect's Envoy™) are also acceptable, provided the readers know how to use them and you know how to deal with them. 
The Red Team looks at the proposal through the client's eyes. They evaluate the proposal as if they are members of the client's review board, looking for weaknesses and strengths, checking to make sure it responds to the guidelines in every respect, and reading it from beginning to end. This should be the most comprehensive review the proposal gets, determining one last time the following: 
· The Theme is clear and evident; 
· The Benefit Statements appear in every part of the proposal; 
· There's no question as to why your organization should be chosen; 
· The drawings and art make sense and fit the text; 
· The proposal responds to the guidelines; and 
· The text is easy to read and understand. 
The Proposal Manager should collate all comments and arrange for any necessary assistance for re-writes. 
THE RED TEAM

1.
PURPOSE  
The purpose of the Red Team is to serve as a mock-evaluation board by scoring the proposal in accordance with the evaluation criteria, SOW, and other RFP instructions.  Their goal is to improve the score for the proposal by providing constructive feedback to the proposal team in a timely manner to correct major deficiencies or omissions that may otherwise go unnoticed.
2.
COMMITMENT AND COORDINATION
An effective Red Team requires a dedicated leader who is willing to commit the time necessary for preparation and close coordination between the Red Team leader and the Proposal Manager.  Red Team members must also be dedicated and technically qualified.  In general, Red Team reviews consist of a preparation phase, a review/response phase, and an out-brief phase.
3.
RED TEAM DUTIES  

While specific duties may vary from case to case, the Red Team normally performs the following functions:
•
Provides constructive criticism of the final draft of all key deliverables.
•
Ensures the proposal conforms to specific RFP requirements.
•
Evaluates the proposal from the customer's perspective.
•
Identifies proposal shortcomings and recommends specific corrective actions:
-
specific written assessments at all levels of the books using special forms (Red Team Review Form) 
-
oral overview (strengths and weaknesses) (Red Team Section Summary)
-
section scores (color code or quantitative)
-
follow-up consultation if required by proposal team.
4.
RED TEAM LEADER RESPONSIBILITIES 

The Red Team leader must recognize the contribution the Red Team makes to the proposal process and be willing to devote the time necessary to provide an objective evaluation within the proposal schedule constraints.  Specifically, the Red Team leader must:
•
Select team members or if not otherwise provided, work with the responsible VP and Proposal Manager in selecting team members who should be:
-
technically qualified in the area to be reviewed.
-
experienced in submitting proposals.
-
dedicated, willing to take a stand, and fair.
-
when possible, familiar with the customer and the overall program.
•
Develop the schedule and milestones for the team review.
•
Coordinate with the Proposal Manager to provide reference material to team members, and to assist in advance preparation (RFP, Red Team Evaluation Procedures, areas of responsibility, etc.)
•
Guide and oversee the preparation and conduct of the Red Team reports of specific evaluations, develop overall summary findings, draw conclusions, and make specific recommendations.
•
Provide an overall summary briefing to the Proposal Manager and his team.
•
Aim and guide the Red Team in collating and prioritizing the results into one single set of comments using the evaluation form provided.
•
Be available for consultation with the Proposal Manager prior to proposal submission and during BAFO.
•
A Red Team Leader Checklist and Kick-off Briefing Outline are enclosed as a checklist to assist the Red Team Leader to get organized and prepared to take part with the Proposal Manager in a kick-off meeting at the start of the Red review.
Red Team Leader Checklist


YES
NO
Has your team been selected and notified?




Has a review schedule been developed and coordinated with the 
Proposal Manager?




Has a meeting room been reserved?




Have key sections of the RFP been reviewed to identify specific 
requirements (Section H, L, M, SOW, others)?




Have you prepared for the Red Team members:

•
orientation or kick-off briefing?





•
package of evaluation sheets?





•
copy of RFP?





Have you conducted the Red Team review?




Have you assembled the Red Team member review comments and
prepared a summary of the Red Team findings and recommendations?




(One Single Copy of Findings)
Have you conducted the Red Team debriefing?




Have you provided consultation support to the proposal team following 
completion of Red Team activities?




OUTLINE: 
Red Team Leader
Kick-off Briefing
•
Brief Discussion of Proposal to Be Reviewed
•
Special Provisions of RFP
•
Evaluation Procedure Explanation
–
SOW Coverage
–
Other Requirements Coverage
–
Evaluation Criteria Scoring
–
Major Deficiencies Reports
–
Theme Responsiveness
–
Top Strengths/Weaknesses
•
Red Team Schedule
5.
PROPOSAL MANAGER RESPONSIBILITIES
The Proposal Manager must ensure full support to the review process and judge the merits of implementing the Red Team recommendations.  Specifically, the Proposal Manager must:
•
If not otherwise provided, work with the responsible Capture Manger in selecting Red Team Leader, and with the Red Team Leader in selecting team membership.
•
Coordinate with the Red Team Leader in developing the schedule for and location of the review.
•
Provide advance material to the Red Team Leader required to support team preparation (RFP, technical requirements documents, etc.).
•
Develop a briefing for presentation at the Red Team Kick-off Meeting.  Include, as appropriate, the following:
	–
Program summary and customer
	–
Proposal schedule

	–
Competition
	–
Overview of deliverable outlines

	–
Customer insights
	–
Company/Team strengths and weaknesses

	–
Proposal organization
	–
Proposal themes and win strategies


•
Provide Red Team copies of final complete drafts of all deliverables ready for publication....from the PM's viewpoint.
•
Be prepared to implement all Red Team comments and recommendations relative to deficiencies and omissions, and to prioritize and implement selected lower level corrective actions suggested.  
-
Discuss actions with proposal team and implement as appropriate.
-
Track actions into the final draft.
6.
RED TEAM MEMBER RESPONSIBILITIES
The Red Team members should be prepared for a relatively short, but focused review of the proposal deliverables at the section and subsection level. To be a useful contributor to the review, Red Team members must be thoroughly familiar with the specific requirements of the RFP for the particular case under review.  To help Red Team members be successful in their duties, a checklist has been prepared.

The Red Team members should document all flaws in the proposal by referencing the requirement and its location (SOW, Section L or M, etc.), and by making specific recommendations for improvements.  A form is provided to assist in collecting these key results.  Allow one sheet for each section and subsection in the Red Team member’s assignment.  A summary of comments for the Red Team are reproduced here for your consideration during the review.  
· Be constructive.  Comments like motherhood and marketing BS may make you feel good, but they won't help us to get a better proposal.  
· Where you can, make SPECIFIC suggestions for improvement.  Don't just tell us to rewrite.  If you can't offer specific suggestions for rewriting, tell us what you think we should do and how we should implement your suggestions.  Comments made without specific suggestions for fixes are only marginally useful at best.  
· If you find something you like, tell us so we aren't tempted to improve it after you leave.
· Make it clear whether you are commenting on the program content or its presentation in the draft proposal.  While both are important, how we react depends on understanding what you want.
· Consider ALL RFP constraints (especially page count) when making recommendations; just because you're on the Red Team doesn't mean the rules don't apply to you.
· Remember that seldom is anything all bad...not the entire proposal, not all of one volume, or probably not all of one section.  Look hard for strengths.  Be prepared to fight through bad writing to find a good program or see through good writing to find a bad program.
· Use comparative terms rather than absolute ones; find a good proposal section and use it as a benchmark for comparisons.  This will help you remember that you are recommending not directing, and help the proposal team understand better how to fix the things that need fixing (and, perhaps, who should fix them).
· Keep personal biases separate from professional assessments; evaluate only against the RFP and an informed judgment of how the evaluators will interpret it.  A proposal is not our story; neither is it your story.  A proposal answers the customer's questions.  Period.
· Avoid personal comments . . . or comments that can be interpreted as personal slights.  People are particularly sensitive at this point in a proposal.
· Remember that you aren't perfect either – – you might just be as wrong as you think we are!  (It is, unfortunately, not uncommon for the recommendations of a poor review team to actually weaken the proposal).
7. 
TYPICAL PROBLEMS AND SUGGESTED CORRECTIVE ACTIONS

It is critical that we get the maximum benefit from the Red Team process.  To this end, review and examination of typical problems that develop from Red Team evaluations may head off similar mistakes in the future.  This section includes some of the more prominent problems observed to date.
Red Team Problem Number 1
– Beyond Resources –
THESIS:
Red Teams are obligated to be sensitive to resource constraints.
PROBLEM:
The Red Team recommends changes that are beyond the resources available to the proposal team and would require more time than is available to make the changes.
IMPLICATION:
The proposal team cannot respond to Mission Impossible comments and, as a result, they reject substantive comments because resources are not available.
SOLUTION:
The Red Team should either tailor its comments to the resources available within the proposal team or make strong recommendations to management for additional resources or recommend that the proposal effort be terminated.  The Red Team should notify management when corrective actions needed for the proposal appear to exceed the resources available.
Red Team Problem Number 2
– Review Priorities –
THESIS:
A deficiency is fatal to a proposal and priority must be given to the identification of deficiencies.
PROBLEM:
Red Team comments do not follow proper priorities; identification of deficiencies is not accorded the highest importance.  Those matters/areas in which the proposal omitted something absolutely required by the RFP are the most serious concern for both reviewers and writers.  After deficiencies are identified, then the quality of the items within the proposal should be addressed.
IMPLICATION:
The Red Team and proposal team’s first priority is to ensure that all RFP requirements are satisfied.  The proposal team did not recognize the deficiency or it would have been addressed.
SOLUTION:
The Red Team must organize its comments and review in accordance with the proper priorities.  Deficiencies must be identified first; other comments and opinions will always be of lesser importance.
Red Team Problem Number 3
– Lack Of Structure –
THESIS:
The appearance of an unstructured review means Red Team comments will probably not be considered relevant.
PROBLEM:
Volume/Section Leaders not identified within the Red Team comments are not integrated, weighed, and prioritized.  The Red Team debriefing to the Proposal Team appears to be a series of individuals making their own presentation.
IMPLICATION:
The lack of structure within the Red Team is apparent to the proposal staff.  This lack of structure frequently means the Proposal Team must determine who to listen to on the Red Team and who to turn to with questions.
SOLUTION:
The Red Team Leader should designate Volume/Section Leaders who manage and coordinate the review of their volume/section.  These leaders in turn report to the Red Team Leader.  Supporting reviewers report to the Volume/Section Leaders.  Structure is important !
Red Team Problem Number 4
– No Written Comment –
THESIS:
Comments that are not written are not effective for many reasons.
PROBLEM:
Red Team members relay on the spoken word in presenting review results to the proposal team.  Frequently, Red Team members talk to the proposal team without legible comments.  The comments appear to be personal views (not a team comment) and to be unstructured.
IMPLICATION:
The proposal team cannot record all comments during talks and cannot, at a latter time, correlate many comments they do record with specific proposal issues.  Authors may dismiss items that appear as personal preferences but are, in fact, substantive.  Writers are frequently left with the task of remembering many spoken words that were traumatic.
SOLUTION:
The Red Team must provide a formal, written hardcopy output.  The results of Red Team reviews should not be verbal.
Red Team Problem Number 5
– Uncollated Comments –
THESIS:
If detailed comments are worth reviewing and considering, they are worth collating into a single copy.
PROBLEM:
Red Team members record comments in the margins of their copy of the proposal.  If these comments are not collated by the Section Leaders, they do not present the Red Team’s unified opinion.  
IMPLICATION:
The proposal writers must read copies of the proposal, page by page, simultaneously, to cover all comments.  The writers must judge the relative merits of several sets of comments, which can vary from important to trivial.  The writer’s final decisions may be flawed by his/her choice of comments to be implemented.
SOLUTION:
Section Leaders on the Red Team should collect all pages with comments on his/her section.  A single set of detailed comments should be recorded in a single volume of the proposal that will be given the proposal team.  One set of comments is always more effective in producing a better proposal.
Red Team Problem Number 6
– Handwritten Comments –
THESIS:
Red Team comments should be typed to ensure they are understood and are used by the proposal team.
PROBLEM:
Red Team comments frequently are a collection of handwritten notes on the draft proposal or an assembly of handwritten comments from many authors on many forms.  These comments are marginally readable, poorly organized, and lack consistency in format and detail.  
IMPLICATION:
The proposal team wastes time trying to decipher the handwriting and trying to understand the content of the writing.  Most writers reject handwritten comments very quickly when required to expend effort to read them.  Thus, lack of legibility detracts from the value of the comments.
SOLUTION:
The Red Team should have review comments typed or printed.
Red Team Problem Number 7
– Beyond the Page Budgets –
THESIS:
The Red Team has an obligation to recognize the problems and realities of page budgets.
PROBLEM:
The Red Team defines a need for additional material to be added to a proposal that has severe page limitations.  The Red Team does not identify material that should be deleted.  
IMPLICATION:
The proposal team must decide what is to be deleted when new material is to be added.  Yet, the proposal team believes that the material submitted to the Red Team was the most important.
SOLUTION:
The Red Team should identify the material to be deleted when recommending that additional materials be inserted.
