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ERP RFP Checklist Tool
Project Name:_______________________ Project Leader:_______________________ Project Deadline:__________________
	Start RFP Project

	
	RFP Project Planning

	
	
	· Confirm / refine High-Level Scope for RFP
· Determine overall project timeline, including milestone dates such as bidder’s conference, RFP release, due date, etc.

· Determine the project organization and spell out Roles & Responsibilities
· Assign a project sponsor

· Assign key subject matter experts

· Assign a procurement specialist from purchasing 

· Assign an attorney from legal

· Develop High-Level Communication Plan 

· Develop schedule details to write and issue RFP 

· Gain agreement from stakeholders and sponsorship 

· Project Planning Activities Complete 



	Phase I:  RFP Approach

	
	Evaluation Factors
· Consider selection criteria used by other institutions

· Determine top 5-10 criteria 
· Prioritize criteria based on your institution’s resources and needs

· Gain agreement from stakeholders and sponsorship
Evaluation Tools
· Consider tools (e.g., fit-gap tools, decision making tools, group collaboration tools) used by other institutions

· Determine top 3-5 tools

· Prioritize based on your institution’s resources and needs

· Gain agreement from stakeholders and sponsorship
Decision Making Process
· Determine scoring method for evaluating RFP responses

· Determine scoring method for evaluating software demonstrations

· Determine scoring method for evaluating implementer firm presentations

· Determine scoring method for evaluating references

· Determine scoring method for evaluating fit-gap results

· Determine the final method by which all the data from the screening mechanisms will be combined to make a final recommendation
· Determine final decision-making authority (especially which group(s) can make recommendations and which group or individual(s) can make the decision)
· Identify a process for handling decision escalation if needed
· Gain agreement from stakeholders and sponsorship
Approvals
· Gain final agreement from stakeholders and sponsorship on recommended factors, tools and decision making process

· RFP Approach complete 


	Phase II:  Draft RFP

	
	Reference Checks Interviews/Surveys

· Develop structured interview guide for reference checks

· If desired, develop structured online surveys for reference checks
· Agree on who, how, and when reference checks will be carried out

· Carry out training to all involved in reference checks to ensure consistency of method and approach

· As a guide consider interview questions used by other institutions

Demonstration Scripts

· Determine the time that will be set aside for demonstrations by module (e.g., four hours per module)

· Collect examples of demonstration scripts that have been used by other  institutions 

· Agree on a common format for all demonstration scripts

· Develop criteria for determining which functionality/business practices will be demonstrated (e.g., business processes that are poorly handled in the existing system, business processes that are critical to reach enrollment management goals, etc. )

· Generate a list of candidate scripts for each functional and technical area based on the agreed upon criteria
· Prioritize the list in each functional area to obtain the number of scripts that can be carried out in the agreed-upon time frame for demonstrations (e.g., four hours per module)  

· Subject matter experts produce scenarios using the agreed upon format (produce enough scripts to fill the agreed upon block of time)   
· Apply the agreed upon scoring method (see Phase I: Decision Making Process) to produce a final evaluation of vendor demonstrations 
Develop RFP Narrative

· Ensure that a procurement specialist from purchasing is a team member and is involved at each step below

· Collect sample RFPs from other like institutions

· Develop outline or Table of Contents

· Identify attachments needed

· Make assignments to RFP team to draft / customize content

· Incorporate detailed functional and technical requirements

· Document RFP submission specifications / instructions for vendors 

· Document schedule of key events for the RFP

· Incorporate legal terms and conditions

Approvals
· Gain agreement from stakeholders and sponsorship on recommended interview/survey scripts, demonstration scripts and RFP narrative
· Review and approve final RFP document by purchasing
· Review and approval final RFP document by legal
· RFP Draft complete  


	Phase III:  Conduct RFP

	
	
	· Release RFP

· Conduct Pre-Bid Conference / Vendor Questions 

· Circulate answers to bidder questions 

· RFP Closes 
· Conduct Evaluation

· Select the Preferred Vendor

· Gain approval from Board of Trustees or other necessary governing bodies

Ready to Proceed to Vendor Negotiation 

	Final Phase:  Post Project Activities

	
	
	· Develop a document that describes the process, results, decision and rationale

· Conduct lessons learned 

· Carry out "punch list" 

· Prepare communication plan for selection/negotiation results 

· Agree to next steps 

· Project Complete
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