TAWAFUR PIF INNOVATE HACKATHON 2026 - RIYADH - CONCEPT NOTE

THE VIRTUAL SHARED WAREHOUSE — LOCAL SUPPLY, POOLED INTO ONE RELIABLE SOURCE

[ ]
Local supply does not fail on B ,
one The insight: pool it.
ca pabl I Ity. Hundreds of small local suppliers, pooled, behave like one large supplier that never stocks out.

® Materials never move to a shared building — every lot stays on its owner's rack. The shared
It falls on warehouse is a ledger: one national, material-level, live view of local supply, with an inter-vendor
transfer mechanic underneath it that backs every committed order with a second line of supply.
TAWAFUR is named for the missing thing itself: availability.

Saudi Arabia has platforms that answer “who could make this?” None answer the question that decides the purchase
order: “Is the material on a shelf, in the Kingdom, today — and will it stay available until my order ships?”
When the answer is uncertain, the spend goes abroad.

Jubail .
One pool, three corridors

Vendor nodes across the Riyadh, Jeddah and Jubail/Dammam corridors
form one national pool. Buyers see live aggregate availability; competitors
see only banded totals — and stock never leaves vendor racks.

Jedda

PROBLEM 01 - INVISIBLE & PROBLEM 02 - TOO SMALL ALONE 8E PROBLEM 03 - TOO RISKY &
Supply data is company-level and static No single SME can fill a portfolio-scale order One stockout confirms the import bias

Directories and certificates describe companies, not materials. A buyer can Portfolio companies buy at giga-project scale; each local vendor alone is too Committing to one small supplier is a career risk: one missed delivery and
find a steel company — not 400 tonnes of certified Grade 60 rebar available small to bid. Each loses alone — and the order goes to one large foreign the project slips. Local sourcing loses because it is unbacked — no second
this week. So they import. supplier. line of supply behind the promise.

TAWAFUR is that sentence made operational: Al-driven discovery of materials and qualified companies (Layers 1-

P . . . . . e . 2), t th h tia (L , the fulfil t backstop that mak
Build a dynamic solution through which local capabilities, raw materials, and qualified companies can be ) agqrégate demand met through composed consortia (Layer 3), and the fulfilment backstop that makes
committing local spend safe (Layer 4) — under the MUSAHAMA program's mandate to deepen local content and

discovered, helping meet the aggregate demand of portfolio companies.” localise supply chains at Vision 2030 scale.

EVERY TRANSFER IS A SALE EXECUTED AT DRAW

20-30% Weeks — days

SAFETY STOCK RELEASED WHEN VENDORS POOL IMPORT LEAD TIME REPLACED BY AN INTER-

150+

PIF PORTFOLIO COMPANIES WHOSE AGGREGATE

— MURABAHA STRUCTURE, FIXED DISCLOSED
MARKUP, NO INTEREST ANYWHERE IN THE
SYSTEM

BUFFERS — ILLUSTRATIVE ESTIMATE VIA THE VENDOR TRANSFER FROM POOLED STOCK
RISK-POOLING SQUARE-ROOT LAW; WORKING ALREADY INSIDE THE KINGDOM
CAPITAL RETURNED TO SMES

DEMAND IS TODAY FRAGMENTED ACROSS
SEPARATE PROCUREMENT PIPELINES
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TAWAFUR

ONE NATIONAL POOL.

THE SOLUTION - HOW IT WORKS

EVERY LOCAL MATERIAL, VISIBLE. EVERY LOCAL ORDER, FULFILLABLE.

( A
The federated inventory graph — the “virtual shared warehouse”
Zero-integration onboarding (CSV upload or barcode app); every lot keeps its certificate on its owner's rack — pooled in Sale at draw
the ledger, never physically; only verified stock is drawable. Vendor B Blind h Deferred
‘endor B runs ind matc index price on draw eferre
short platform finds a peer date + markup fixed settlement
mid-order for a with the same & disclosed at draw due on B's resale or
portfolio company certified grade; (level set by pool 60 days, whichever
— 400 t short of identities never utilisation); title & first; collateralised;
Grade 60 rebar exposed certificate transfer late fees — charity
. . now
Buyer-first discovery
A buyer pastes a raw Arabic/English RFQ; Al maps it to certified local grades — including substitutes for imported specs
— with live quantities, not company names. Never a loan, never interest. Every draw is a murabaha-structure sale executed at draw —
structured for Sharia compliance (formal Sharia-board review is scoped as a later step),
enforceable as an ordinary dated trade payable, and simple enough to automate.
Why it holds: the seller owns the goods; price fixes at contracting against a published index; the obligation is a dated,
observable trade payable. The markup follows pool utilisation — releasing scarce stock is paid near its option value.
Consortium assembly _ J

When no single vendor suffices, the engine composes a consortium covering the full order; aggregated portfolio demand
flows back as a forward signal vendors can invest against.

Worked example ILLUSTRATIVE FIGURES

)
03!

The order Composed The shortfall The draw Delivered

A portfolio TAWAFUR Week 4: one Blind match to a Order ships
The liquidity layer — the draw (our core mechanic) company needs assembles 3 vendor is 400 t peer's pooled complete and on
A committed vendor runs short; TAWAFUR blind-matches a peer and executes an instant sale — the buyer's order never 4,000 t certified Riyadh-corridor short. Historically, stock; murabaha time. Dashboard:
fails. Discovery becomes discovery you can trust. Grade 60 rebar in vendors into one this is where local sale executes in SAR 11M

6 weeks. No consortium sourcing dies. minutes; localised, +0.2 pts

single local covering 100% of certificates local-content

vendor holds it. the order. transfer on- score.

ledger.

The impact ledger
Every transaction scores SAR localised, local-content uplift, and Mandatory List coverage — the MUSAHAMA numbers,
per decision.

markup

Scarcity prices itself

“Competitors share liquidity, not information.”

scarcity premium The disclosed markup on each draw follows pool utilisation: plentiful

stock transfers cheaply; scarce stock pays its holder near the value of
keeping it. No pricing committees, no manual brokering.

Vendors see only banded, aggregate availability per grade and region — never each other's stock, prices, or identities.
Matching is blind and algorithmic; small pools are masked so aggregates never de-anonymise a single depositor.
Designed from day one to comply with GAC information-exchange rules; formal competition-law review is scoped
alongside Sharia review.

i

pool utilisation
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TAWAFUR

WHY THIS WINS - SCOPE & ROADMAP
THE LAYER THE EXISTING ECOSYSTEM IS MISSING — BUILT TO PLUG INTO IT, NOT COMPETE WITH IT

PLATFORM WHAT IT DOES WHAT IT CANNOT DO

“Why would | arm my competitor?”

o . You are paid near the option value of keeping it: the markup rises with utilisation, transfers are blind, and pooling frees
MUSAHAMA Platform Supplier discovery for 150+ portfolio

companies, by local-content performance

Company-level. No material-level stock, no

X . o 20-30% of safety-stock capital. Takers must also be givers.
fulfilment guarantee, no inter-vendor liquidity

Etimad Unified government tendering, contracts, Government-only, tender-centric; no private
payments portfolio procurement, no inventory “How is a draw with a markup not riba?”
Because there is no lending: title transfers at draw at a price fixed at contracting — a murabaha sale with a dated
LCGPA score Measures local content of spend already made Retrospective — cannot help a buyer find local maturity. The word “interest” appears nowhere in the system.

material before spending

Made in Saudi National brand + directory of certified

manufacturers

Static marketing label; no quantities, no availability,
no procurement link

“What about phantom inventory?”
Tiered trust: self-reported stock is visible but only verified stock is drawable — escalating from certificate OCR to third-

party spot audit to physically graded intake at Phase-3 hubs.

Jadeer (Monsha'at) Pre-qualifies SMEs to prove capability Qualification only — silent on what is in stock and

deliverable now

Metwafer One-off marketplace for surplus industrial Ownership transfers per listing; no standing pool, “Why will vendor #1 join?”
stock no usage-based settlement Joining costs nothing at the visibility tier, and the anchor is named: one portfolio company's buffer stock on
consignment, plus portfolio demand published from day one.
Logexa Marketplace for shared warehouse space Shares space, not materials — no cross-vendor
stock ledger or transfer layer
o ]
Wedge first, Kingdom after
TAWAFUR The missing operational layer: live material-level supply + consortium fulfilment + inter-vendor

liquidity — designed to plug into MUSAHAMA, consuming Etimad / LCGPA / Made-in-Saudi identity
as its trust rails. Adoption by PIF is the intended outcome.

Against the six criteria

SAR measurably shifted to local
suppliers; 20-30% of SME safety-stock
capital released; every decision scores
its own local-content uplift.

Adding a sector = a taxonomy branch.
Adding a buyer = an account. Adding a
region = nodes. No rework, no
construction.

Discovery exists. A pooled, murabaha-
settled liquidity layer between
competing vendors has no equivalent
we could find — in the Kingdom or
globally.

Scarcity prices itself via the utilisation
curve; allocation, settlement and
integrity checks are algorithmic.
Substituted imports also cut long-haul
freight emissions.
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Software only: a ledger, a matching
engine, an LLM parser. No buildings,
no capex. Wedge scope is deliberately
narrow.

Al where it carries weight: bilingual
RFQ parsing, spec-equivalence
matching, consortium optimisation,
shortfall forecasting, anomaly
detection.

One material, one
corridor

SASO-certified Grade 60 rebar,
Riyadh. Objectively gradable, no
shelf life, and exactly what giga-
projects buy. Anchor depositor
+ free visibility tier.

Scope discipline

Categories + finance
Polymers, fasteners, packaging.
Digital warehouse receipts
become financing collateral with
a bank / Monsha'at partner — a
second reason to list.

Hubs where data justifies
3PL-operated shared
warehouses per industrial
corridor (Riyadh - Jeddah -
Jubail), placed where node
density proves they pay. The
vision, not the dependency.

BUILT DURING THE HACKATHON

The federated ledger over a clearly labelled synthetic
dataset (=200 plausible vendors, 20 commodity SKUs);

live LLM parsing of a real RFQ; consortium assembly;

the full draw flow — blind match, murabaha contract,
on-ledger title transfer; the impact dashboard.

DELIBERATELY OUT OF SCOPE

Procurement workflow, tendering, contracts, ERP
integrations, credit underwriting, physical warehousing,
and formal Sharia-board and competition-law review —
all real, none of them what a hackathon should prove.
All figures shown are illustrative.
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