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	· Learn about the selection process for technology products and vendors.
· Determine your selection criteria.
· Use Request for Proposals (RFP) and vendor reference check templates
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1 - OVERVIEW
Sourcing solutions and vendors
[bookmark: _GoBack]Whilst technology has never been so accessible, navigating the maze of systems, apps, tools, databases and other software available out there can be a real challenge. Here’s where you can start when looking for a new system or technology product:
· Talk to other CLCs and/or similar services providers: someone else may have already addressed the same problem as you, and will have at least lessons learnt on solutions they’ve looked at or implemented.
· Use ConnectingUp’s directory and forum to source potential products and vendors.
· Use software reviewing sites (e.g. Capterra, Software World, G2Crowd, etc.) with caution: they may be a good starting point for an initial check, but reviews can be generic, they are sometimes monetised, and not always verified.Buy vs build
· When looking at buying vs building your own technology solution, consider first what you’re trying to achieve through technology. These days, there are so many tools on the market that most of the time, someone will have already developed something that will suit your needs. When it comes to core information management needs, such as functions and processes common to most organisations, off-the-shelf is usually a better avenue to take. Solutions like customer/client relationship management systems, case management software, accounting packages, online collaboration, digital marketing tools, or document management systems will address most of your needs (and more). 
· There is a place for custom-build if your needs are so specific that there’s nothing out there that does what you need ‘out of the box’. And if you want to do something completely new that relies on really innovative technology to create high impact for your clients, building your own app can deliver that unique offering you’re after.

What the selection process should look like 
The complexity, length and effort required to conduct a Request for Proposal (RFP) or Request for Quote (RFQ) process are usually determined by the scale of the project you are undertaking. A formal selection process can appear time-consuming, but if your CLC is undertaking a project that has the potential for significant impact, it’s wise to invest time upfront to select the solution and vendor that are right for your organisation. The selection process you undertake should aim to:
· ensure proposals and demonstrations received by vendors are not generic responses and that they directly address your centre’s specific business requirements;
· provide your centre with the right level of information to make the decision on which solution to implement, and which vendor to work with;
· support good due diligence in evaluating, comparing and checking vendor proposals.


Typically, the selection process will involve the following steps:
· Step 1 – identify potential solutions and vendors:
· research and identify vendors;
· make initial contact with vendors to ascertain their interest and availability in responding to the RFP/RFQ.
· Step 2 – prepare and issue the RFP/RFQ:
Note: this step can be done in parallel with step 1.
· finalise project documentation (business requirements list / scope statement);;
· develop RFP document (see template in section 3 of this document);
· issue documentation to vendors;
· address queries from vendors.
· Step 3 – evaluate and select solution and vendor:
· determine who will review and evaluate responses and secure their availability;
· review proposals and quotes (see section 2 of this document), and shortlist preferred vendors;
· run vendor presentations/demos;
· complete evaluation and run reference checks (see template in section 3 of this document);
· confirm preferred vendor;
· run contract negotiations and sign agreement.

How many vendors should we get responses from?
This will vary from project to project, but you should consider a minimum of 2 to 3 vendors. For larger, more expensive/complex projects, you may decide to approach more vendors. Note that vendors differ in how they sell and implement their solutions: in some cases, the software vendor also implements it, in others, the software vendor will have independent implementation partners.

How long should the selection process take?
The process will usually take a few weeks, but can go into months depending on the scale of the project and your CLC’s capacity to dedicate effort to the project. This includes finding time to review proposals, attend demos, obtaining internal agreement, approving investment, negotiating and signing a contract. 

2 - DEFINING YOUR SELECTION CRITERIA
Investing in new technology is typically a big decision and often an individual one too (what works for others may not work for you and vice-versa). Hence, it needs time and thought put into it. Firstly, you need to be really clear about why you’re going down the path of technology change, and what you’re trying to achieve (e.g. Better client services? Increased outreach, productivity improvements? Faster and easier access to your services?). Having clarity about the ‘why’ gives you a solid starting point to assess your options and find the one that’s fit for your organisation. Here are three key areas of ‘fit’ you need to consider:

Product/solution fitHow much detail do you need to provide vendors with?
A pre-requisite to checking for product/solution fit is to know your business requirements. These can be defined in detail as part of a scoping exercise: having details upfront means you increase the likelihood of receiving realistic quotes. the minimum you will need a list of core business needs you expect the solution to meet.


This is about whether the solution/product will meet your needs in terms of functionality, access, usability, performance, security, compliance, integration and many other aspects of the solution that are of importance to you. 
It’s good to be focused yet open-minded: you don’t need to tick all of the boxes, but you need to make sure your critical needs are addressed (there will be areas where you can compromise, others where you can’t). 
Often, you will find products that have additional features you hadn’t considered; these can be of value, but make sure you take care of your priorities first and don’t end up with just bells and whistles.

What to check for:
· Does the product meet our core requirements out-of-the-box?
· Is the product flexible enough to adapt to our specific needs without complex customisation?
· Can we make changes to the system ourselves without external help or advanced technical skills?
· Is there anything we need that cannot be done with this solution?
· Does the product offer other features that can be of value to us?
· Is the product accessible and easy to use?
· Can we easily get data in and out of the system?
· Can we easily report on the data collected in the system?
· Does the product have good integration capability with other systems?
· Does the product offer sound security features and high performance?
· Is the product regularly updated and has a clear development pipeline for new features?
· Is this product successfully used by similar services providers?
Investment fit:
This is not simply whether the product is cheap or expensive, but whether this is a good investment proposition for you. In a sector where it’s traditionally hard to justify spending money on what is often perceived as overhead costs, you need to have a sound business case. 
There are lots of options for CLCs and an increasing number of technology vendors are now offering special discounts and donation programs for NFPs. But beware the lure of free technology: licenses are often just a small part of your investment. 
As such, be sure to consider other costs like how much it will take to implement, whether the pricing model works with your organisation growth, what ongoing support and maintenance costs look like, and how much you will need to set aside for continuous improvement.

What to check for: 
· What is the pricing/cost model for this product?
· Are there discounts or special offers for non-profit organisations?
· What is the total cost of ownership over a minimum of 3 years for this technology, including both implementation and ongoing costs?
· Are there specific costs exclusions?
· Are there other costs we need to take into account (e.g. additional software/add-on required, project costs, etc.).To help with understanding and evaluating the cost of technology, check these resources in our Building Digital Capacity resources series:
· Accessing free or discounted digital products and services
· Budgeting for technology spend
· Technology & innovation guiding principles.


Implementation/adoption fit:
This is about working out how successfully you can implement and sustain this new technology over time. You will need to evaluate whether the technology vendors can offer you an implementation approach that meets not only your timeframe, but also work with your own capacity to implement and support (think resources, skills, culture, change readiness and impact on your organisation). You can have a good product that seems cost-effective, yet be let down by implementation challenges or long-term problems in keeping the product current and the solution sustainable. 
Look into the overall vendor strength and their own capacity to support you now and later, their culture and risk profile, and what future they have in mind for the product they’re offering now. And pay close attention to your organisation’s own ability to get people on board to embrace the new technology!

Things to check:
· Does the vendor offer a realistic, solid approach for implementation?
· Does the vendor have a solid reputation and sufficient resources?
· Does the vendor have successful experiences in implementing this product for similar organisations?
· How much will we need to do on our side / what are the activities the vendor expects us to do?
· Have we considered the change management approach to implement this product?
· Are there a good training approach and resources for this technology, both for initial adoption and ongoing usage?
· Is there a good support model for this product?
· Can we use and manage this product over time with minimal dependency on vendors?
· Is it easy to get help on it and find alternative resources for ongoing support and maintenance?
· What are the vendor’s plans for this product in the future?

 


3 - TEMPLATES
Request for Proposal (RFP) Template
· Copy pages 9 to 14 of this document and use this template as a technology request for proposal. Use the template as a starting point, and add and modify it as you see fit for your organisation, including formatting, header/footer, contents page, etc.
· All text in brackets [ ] needs to be replaced. Other text should be reviewed and amended as needed.
· All text in blue preceded by ‘⌦ text’ represents instructions to use the template and should be removed as you work through the sections.
· When issuing an RFP, this document should be issued together with the scope statement or project brief developed for the particular solution/project you are undertaking:
· the RFP document provides vendors with details on the selection process and what information is expected from them;
· the scope statement/project brief provides vendors with details on what the project entails and what the solution needs to deliver to the centre (the requirements);
· note that you can issue the above as a single consolidated document, or as two separate files.
· All documentation sent to external vendors should be issued in PDF format.


Request for Proposal (RFP) Template
Contents
1	Purpose	7
2	RFP process	8
2.1	Overview	8
2.2	Timeline	8
2.3	Contact	8
2.4	Response format	9
2.5	Proposal presentations	9
2.6	Response evaluation	9
3	Vendor information requested	10
4	Terms, Conditions and Disclaimers	11

[bookmark: _Toc524676832][bookmark: _Toc16150602][bookmark: _Toc30493281]Purpose
⌦ Adjust the content of this section as needed, indicating number and nature of documents issued.
The purpose of this document is to request vendor proposals for the implementation of a [name of system type sought (e.g. ‘Document Management System’, ‘CRM’, ‘Client mobile app’, ‘New website’ etc.] solution for [CLC Name].
The full RFP documentation includes two separate files:
· the [Project Name] RFP (this document), which lays out the information requested from prospective vendors;
· the [Project Name] Scope Statement (or business requirements brief) which provides the detailed scope of the project including business context and project objectives and detailed business requirements.
[bookmark: _Toc532803776][bookmark: _Toc16150603][bookmark: _Toc30493282]RFP process
[bookmark: _Toc16150604][bookmark: _Toc30493283]Overview
[CLC Name] is looking for a technology partner who can offer a fit-for-purpose solution together with a solid, realistic approach to the implementation of a  [CLC Name], and an offering that demonstrates sound understanding of challenges and opportunities pertaining to Community Legal Centres.
[CLC Name] will operate a closed RFP process with a limited number of vendors invited to respond and present.

[bookmark: _Toc16150605][bookmark: _Toc30493284]Timeline
⌦ Enter target dates as needed, adjusting steps where required.
	Key step
	Target Date

	RFP Issued
	[update date of issue]

	Proposal due date
	[enter date proposal due: issue date + 2-3 weeks]

	Vendor presentations/demos 
	[enter target dates for presentations]

	Vendor selected by
	[enter date targeted for vendor selection]

	Contract signed by
	[enter date targeted for contract signature]

	Work begins
	[enter date targeted for commencing work]



[bookmark: _Toc16150606][bookmark: _Toc30493285]Contact
Please send queries about this RFP as well as your proposals to: 
	Name
	[Name of CLC’s point of contact for this RFP]

	Role
	[Role of CLC’s point of contact for this RFP]

	email
	[email address RFP and RFP questions should be sent to]

	Phone 
	[contact phone number]



[bookmark: _Toc16150607][bookmark: _Toc30493286]Response format
Please submit your responses in Microsoft Office document format or PDF.

[bookmark: _Toc532803778][bookmark: _Toc16150608][bookmark: _Toc30493287]Proposal presentations
⌦ It’s important to look at the solution in real life, so vendor demos are highly recommended. In order to avoid generic ‘sales’ demos, it is also recommended to provide vendors with a list of scenarios and functionalities you would like to see specifically demonstrated (this can be provided to vendors later on when you are ready to proceed with presentations).
Vendors responding to the RFP will be invited to present their proposals and demonstrate their solution:
· presentations will be held in [indicate location] (optionally, presentations may be held remotely), and are expected to take around [2-3 hours] each;
· presentations dates and times together with user scenarios to demonstrate will be communicated to vendors ahead of time.

[bookmark: _Toc16150609][bookmark: _Toc30493288]Response evaluation
The following elements will be used in evaluating the submitted proposals and in vendor selection:
· Quality of response: completion of the responses in the correct format and in time, and to the required level of information completeness (see next section ‘Vendor information requested’).
· Solution fit: the extent to which the proposed solution fulfills the stated business and technical requirements.
· Proposed approach: assessment of the vendor's ability to deliver a solution in accordance with specifications and timeline.
· Vendor strength: vendor’s stability, experience and record of past performance in delivering a comprehensive solution in our sector or with similar types of organisations, and evidence of availability of sufficient high quality personnel with the required skills and experience for the proposed approach and timeline.
· Overall cost of vendors proposal.

Note that whilst [CLC Name] has every intention of proceeding with the award of an agreement(s) for a solution and associated services, [CLC Name] may at its discretion choose to discontinue this RFP process without obligation.


[bookmark: _Vendor_information_requested][bookmark: _Toc468805364][bookmark: _Toc524676849][bookmark: _Toc532803777][bookmark: _Toc16150610][bookmark: _Toc30493289][bookmark: _Toc158806962][bookmark: _Toc161415751][bookmark: _Toc150488902][bookmark: _Toc233085418][bookmark: _Toc233085859][bookmark: _Toc284670676][bookmark: _Toc468805365][bookmark: _Toc524676850][bookmark: _Toc150488900]Vendor information requested
Vendors are invited to provide their responses using the structure shown in this section. Vendors are welcome to add to their response any other section/information they feel will be helpful to [CLC Name] in assessing their proposal:
Services offering and credentials:
· company information and overview of services and products offered;
· certifications, accreditations and partnerships;
· credentials with examples of similar projects delivered successfully, including at least 2 contactable references for similar organisations and projects in a comparable sector.
Proposed solution:
· [bookmark: _ji53og7u4j2c]solution fit to requirements (see scope statement), highlighting in particular where it may not be able to meet the requirements, or can only meet requirements partially, or where requirements require complex customisation/development;
· overall systems architecture including integration points, infrastructure and hosting;
· vendors are also invited to present functionalities that the solution/product offers beyond the stated requirements and will provide [CLC Name] with value-add capabilities;
· solution sustainability and product development pipeline (future capabilities). 
Project approach:
· [bookmark: _awvpzvmx6me9]timeline for solution delivery;
· approach and methodology for implementation;
· approach for system operationalisation (post go-live / ongoing system support, development, usage and adoption);
· project organisation and resourcing, including resources requirements on [CLC Name]’s side;
· [bookmark: _yec5vjgic9jg]assumptions and dependencies;
· scope change management approach.
Pricing:
Vendors are requested to provide pricing information as follows:
· implementation costs with breakdown of fees by key project phase/deliverable;
· solution pricing and ongoing costs for support and maintenance: license(s) fees, license fee model, hosting, support costs, etc.
· total estimated costs over 3 years;
· contract terms and rates;
· pricing exclusions;
· [bookmark: _o3kdkcfn2eeh]costing assumptions.
Terms & Conditions:
· vendor standard contract, terms and conditions;
· terms and conditions pertaining to product support and warranty;
· evidence of insurances and financial viability.
[bookmark: _virwc0q88oz]Other information:
Include any other information vendors feel relevant to the response that may assist [CLC Name] in evaluating the proposal (e.g. key personnel profiles, case studies, etc.).

[bookmark: _Toc16150611][bookmark: _Toc30493290]Terms, Conditions and Disclaimers
⌦ This section is generic and may be replaced by [CLC Name] standard terms, conditions and disclaimers. 

[CLC Name] reserves the right, in its sole discretion, to terminate this RFP process prior to the execution of a written contract without any liability to [CLC Name].
Your are hereby advised that [CLC Name] is not committed to any course of action as a result of its issuance of this RFP and/or its receipt of a Proposal from you or other companies in response to it. In particular, you should note that [CLC Name] may, at its sole discretion:

· Reject any response which does not conform to instructions and specifications which are issued herein;
· Not consider response submitted after the stated submission deadline;
· Not necessarily accept the lowest priced proposal;
· Reject any or all proposals, if it so decides and discontinue the RFP process;
· Negotiate with one or more vendors;
· Award a contract in connection with the RFP at any time;
· Award a contract on the basis of the initial offer, without discussion or request for a best and final offer;
· Award only a portion of the contract;
· Make no award of a contract;
· Award more than one contract;
· Depart from the procedures set forth in this RFP in any manner determined by [CLC Name] in its sole discretion without notice or explanation.

[CLC Name] shall have no liability to any party with respect to the manner in which this RFP process is conducted or the contract is awarded.

All prospective subcontractors contracted by your firm in any manner should be expressly advised in writing that no solicitation on your behalf shall be construed in any manner to be an obligation on your part to enter into a subcontract with said subcontractor, or to result in any claim whatsoever against [CLC Name] for reimbursement of costs for any effort expended by said subcontractor regardless of whether or not your firm is successful in receiving an award as a result of this RFP.

Reliance on oral statements:
No bidder may consider any oral representations or statement by an officer, employee, or agent of [CLC Name] to be a binding representation on its behalf. Any attempt to circumvent this process may result in immediate disqualification from the RFP process, at [CLC Name]’s sole discretion.

Code of ethics:
Bidders are not permitted to extend to [CLC Name] employees and [CLC Name] employees are not permitted to solicit or accept any commissions, payments, gifts, kickbacks, entertainment, or other things of value.  The vendors acknowledge that the giving of any such payments, gifts, entertainment, or other things of value is strictly in violation of [CLC Name] ‘s policy on conflicts of interest and any such activity may result in the disqualification of the vendor bidder and/or in the cancellation of any contract between the parties. The vendor must notify [CLC Name]‘s personnel department of any solicitation by any of [CLC Name]’s employees or agents.


Vendor reference check template

When selecting an IT partner or technology vendor, you should run reference checks with at least 2 to 3 comparable organisations who have worked with the vendor and used their solution. The template provides a set of questions to guide your discussion with the referee.

	Vendor/Solution Name:
	

	Reference check done by:
	

	Date:
	

	Client reference name / role:
	

	

	Overall how would you rate the vendor and solution for your organisation:

	 Poor
	 Average
	 Good
	 Excellent



	1. Can you provide a brief overview of the solution delivered by the vendor (organisational context, number of users, timeframe, budget, level of customisation, etc.)? 

	





	2. Why did you select this vendor/solution over others?

	



	3. Has the vendor delivered as per the original proposal? Did the vendor deliver on time, on budget and on scope?

	



	4. Has the solution met your requirements and is your user community satisfied with it?

	



	5. Did you find the vendor understood your needs well and was able to engage effectively with your teams and users?

	



	6. Did you have to dedicate a lot of internal resources to the project? Were there specific activities the vendor expected you to do (e.g. data migration or testing)? 

	



	7. Have you encountered any major problems with the vendor or solution?

	



	8. Do you find the vendor is able to effectively manage change, conflicts and problems?

	



	9. Are you satisfied with the ongoing support provided by the vendor?

	



	10. Are there things you wish the vendor would do differently?
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