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Agenda

•RFP structure

•A note on developing a Statement of Work

•Cost evaluations in IT

• The pitfalls of IT Demos



Motivation: IT is Difficult!

The data are scary!

•CHAOS Report: 
– 72% of projects are challenged or failed

•Oxford University & McKinsey:
– 66% cost overruns. 33% schedule overruns

– 17% shortfall in actual scope vs. original plan

• Feedback from 600 IT Execs:
– 75% admitted their projects were either “always” or “usually” 

doomed right from the start. 



CPE commissioned a study

Current State of Practice in the Procurement 
of Information Technology Solutions:

Content Analysis of Software RFPs

International Journal of Project Management



Current State of Practice in Software RFPs

•Analysis: CPE conducted a detailed review of more than 
250 Software RFPs, including: 

–ERP, Asset Management, Financial Systems, and more. 

•Objective: to understand common practices across the 
country

•Result: See what your peers are doing!



Data Sample of 250 RFPs

•Range of public sector clients:

Government 
Municipal

County
State

Education
Higher

Elementary

Transportation 
DOTs

Aviation
Ports

Healthcare
Hospitals

Medical Systems



50 RFPs from each Five Software Types:

Financial ERP Asset Mgmt

Specialized 
Business Apps 

SPECIALIZED

Common 
Business Apps 

COMMON



What did we find?



What did we find?

Common Evaluation Criteria



Evaluation Best Practices?

• Less than half shared evaluation weights.

• Sharing evaluation weights is a CPE Best Practice!

• Less than half used proposal templates or forms.

• Standard Proposal Forms are a CPE Best Practice!

• Less than half used a Cost Template.

•Apples-to-Apples Cost Forms are a CPE Best Practice!



Common Evaluation Criteria & Weighting

•Among the 107 RFPs that shared their weights:
Evaluation Criteria Frequency

(# of RFPs)
Average (%) Minimum (%) Maximum %

Implementation Approach 103 27% 10% 61%

Cost Proposal 102 21% 3% 60%

Company Qualifications 98 21% 4% 60%

System Capability 77 31% 10% 60%

Software Demo 36 17% 6% 31%

RFP Requirements 32 12% 4% 40%

Project Team Qualifications 30 17% 4% 45%

All Other Criteria 23 8% 1% 20%
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Common Evaluation Criteria & Weighting

•Among the 107 RFPs that shared their weights:
Evaluation Criteria Frequency

(# of RFPs)
Average (%) Minimum (%) Maximum %

Implementation Approach 103 27% 10% 61%

Cost Proposal 102 21% 3% 60%

Company Qualifications 98 21% 4% 60%

System Capability 77 31% 10% 60%

Software Demo 36 17% 6% 31%

RFP Requirements 32 12% 4% 40%

Project Team Qualifications 30 17% 4% 45%

All Other Criteria 23 8% 1% 20%

CPE Best Practice:
No single evaluation 

criterion more than 35%



Evaluation Best Practices?

Fair | Open | Transparent | Value | Integrity

CPE Best Practices:
Critical to become a

Client of Choice!



What did we find?

RFP Timelines



Timelines Published in the RFP* 
(*may not be actual)

Planned 
Duration

Mean Median Min Max

Bidding 
(n=245)

1 Month
(34 days)

1 Month
(33 days)

1 Week
(9 days)

2.5 Months
(80 days)

Evaluation 
(n=167)

1.5 Months 
(49 days)

1 Month
(37 days)

1 Day
14.5 Months

(434 days)

Negotiation 
(n=78)

1 Month 
(34 days)

1 Month
(30 days)

3 Days
4.5 Months
(140 days)

Implementation 
(n=74)

8 Months 
(265 days)

6 Months
(180 days)

1 Month
(30 days)

2 Years
(730 days)



Timelines Published in the RFP* 
(*may not be actual)

Planned 
Duration

Mean Median Min Max

Bidding 
(n=245)

1 Month
(34 days)

1 Month
(33 days)

1 Week
(9 days)

2.5 Months
(80 days)

Evaluation 
(n=167)

1.5 Months 
(49 days)

1 Month
(37 days)

1 Day
14.5 Months

(434 days)

Negotiation 
(n=78)

1 Month 
(34 days)

1 Month
(30 days)

3 Days
4.5 Months
(140 days)

Implementation 
(n=74)

8 Months 
(265 days)

6 Months
(180 days)

1 Month
(30 days)

2 Years
(730 days)

1+ month bidding period
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Timelines Published in the RFP* 
(*may not be actual)

Planned 
Duration

Mean Median Min Max

Bidding 
(n=245)

1 Month
(34 days)

1 Month
(33 days)

1 Week
(9 days)

2.5 Months
(80 days)

Evaluation 
(n=167)

1.5 Months 
(49 days)

1 Month
(37 days)

1 Day
14.5 Months

(434 days)

Negotiation 
(n=78)

1 Month 
(34 days)

1 Month
(30 days)

3 Days
4.5 Months
(140 days)

Implementation 
(n=74)

8 Months 
(265 days)

6 Months
(180 days)

1 Month
(30 days)

2 Years
(730 days)

CPE Best Practice:
Publish the full 

schedule for 
Transparency!



What did we find?

SOW & Requirements
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Statement of Work

•Shared the Budget: 2% 

•Shared the Schedule: 30%

•Current Conditions: < 5%



A note on
Statements of Work…



RFP
Request for Proposal

Information Technology (IT)
Software Implementation Template

What the Client 
is PurchasingCurrent Conditions

Organizing a High-Performing RFP

RFP Number: #####

RFP Release Date: MM/DD/YYYY

RFP Due Date:    MM/DD/YYYY

Proposal 
Requirements

Statement of Work

Administrative 
Requirements

Proposal Forms

Attachments
 & Exhibits

1

Evaluation 
Procedures

2

5

6

3

4

7



RFP
Request for Proposal

Information Technology (IT)
Software Implementation Template

How the Client will
Evaluate and Select

the vendor

What the Client 
is PurchasingCurrent Conditions

Organizing a High-Performing RFP

RFP Number: #####

RFP Release Date: MM/DD/YYYY

RFP Due Date:    MM/DD/YYYY

Proposal 
Requirements

Statement of Work

Administrative 
Requirements

Proposal Forms

Attachments
 & Exhibits

1

Evaluation 
Procedures

2

5

6

3
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7



Content & Structure of a High-Performing SOW

SOW
Statement of Work

Information Technology (IT)
Software Implementation Template

Simplar.com

1 Overview & Purpose = why are we doing this project?

2 Future State  = how will things be different at the end?

3 Itemized Requirements = what, specifically, are you buying?

4 Schedule & Budget = any schedule & financial constraints?

5 Unique Considerations = any major assumptions?

https://simplar.com/


How do you ask for 
Cost Proposals

in Software RFPs?



RFP
Request for Proposal

Information Technology (IT)
Software Implementation Template

Forms for Vendors to Complete

Current Conditions

CPE’s Cost Proposal Form for Software RFPs

RFP Number: #####

RFP Release Date: MM/DD/YYYY

RFP Due Date:    MM/DD/YYYY

Proposal 
Requirements

Statement of Work

Administrative 
Requirements

Proposal Forms

Attachments
 & Exhibits

1

Evaluation 
Procedures

2

5

6

3

4

7

Use a standard 
form to collect 
Cost Proposals!
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CPE’s Cost Proposal Form for Software RFPs
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CPE’s Cost Proposal Form

•Quantitative / Numeric

• Standardized



CPE’s Cost Proposal Form for Software RFPs
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CPE’s Cost Proposal Form for Software RFPs



How do you evaluate
Cost Proposals

in Software RFPs?



How do you evaluate
Cost Proposals

in Software RFPs?

Four Quick Steps!



3 Common Pitfalls

•Open-Ended | not using a standardized proposal form 
(vendors submit their own format = difficult to analyze) 
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3 Common Pitfalls

•Open-Ended | not using a standardized proposal form 
(vendors submit their own format = difficult to analyze) 

•Too Detailed | asking for in-depth cost breakdowns 
(vendors likely to add assumptions, caveats, & disclaimers)

•Too Complex | challenging formats & multi-scenarios 
(vendors may get overwhelmed and/or make mistakes)



Examples of
Pitfalls-in-Action



Example A: Open-Ended

• Vendors submitted a wide range of 
exclusions, caveats, and assumptions

Document Mgmt Project



Example A: Open-Ended

• Vendors submitted a wide range of 
exclusions, caveats, and assumptions

• Not apples-to-apples!

• Cannot do direct comparisons with a 
high degree of confidence!

• Likely hints at a poor SOW too!

Document Mgmt Project



Example B: Not Comparable

Vendor 1 Vendor 2 Vendor 3 Vendor 4

5-Year Total 
Cost:

$5.4M $5.8M $7.9M $8.5M

Quoted 
Licenses:

1,260 to 1,450 0* 2,200 1,300

*TBD later after they are awarded the contract

→Quoted licenses ranged from 0 – 2,200!
→Not Complete!!!  Not Directly Comparable!!! 

ERP Project



Use the Cost Proposal Form to Set a Benchmark!

*TBD later after they are awarded the contract

ERP Project



Foundations of a High-Performing Cost Evaluation

• Client’s SOW & Cost Proposal Form must:
– Understand the major cost drivers for the systems/suppliers 
– Choose reasonable benchmarks for vendors to bid to.



Foundations of a High-Performing Cost Evaluation

• Client’s SOW & Cost Proposal Form must:
–Understand the major cost drivers for the systems/suppliers 
–Choose reasonable benchmarks for vendors to bid to.

How do vendors price their systems?

–Licenses?  What type(s), how to count, etc.?

–Employees? How many, what categories, etc.?

–Transactions?  Which ones, how to count, what times, etc.?

–Storage? How much, which items, # of files, etc.?

–And so on…



Example C: Too Complex

Sales & Customer Relationship Mgmt RFP



Example C: Too Complex

Sales & Customer Relationship Mgmt RFP

5 Different Scope Areas



Example C: Too Complex

Sales & Customer Relationship Mgmt RFP

5 Different Scope Areas

+ combos & discounts



Example C: Too Complex

Sales & Customer Relationship Mgmt RFP

5 different tabs



Example C: Too Complex

Sales & Customer Relationship Mgmt RFP

Spreadsheet rather 
than simple Cost Form



Example C: Too Complex

Sales & Customer Relationship Mgmt RFP

Challenges

•Vendors each interpreted the form differently

•Difficult to Evaluate the different pricing “bundles”

•Nearly 30% of invited vendors declined to bid
–“Lack of Bandwidth”
–“We are not able to respond to RFPs”
–“We thought you wanted to bundle everything to a large firm”



What are Software Demos?



What are Software Demos?

Evaluation of the Software Product itself.



What are Software Demos?

Evaluation

Proposal

Interviews

Demos

Pricing



Current Conditions

What are Software Demos?

RFP
Request for Proposal

Information Technology (IT)
Software Implementation Template

RFP Number: #####

RFP Release Date: MM/DD/YYYY

RFP Due Date:    MM/DD/YYYY

Proposal 
Requirements

Statement of Work

Administrative 
Requirements

Proposal Forms

Attachments
 & Exhibits

1

Evaluation 
Procedures

2

5

6

3

4

7



RFP
Request for Proposal

Information Technology (IT)
Software Implementation Template

How the Client will Score & Award

Current Conditions

What are Software Demos?

RFP Number: #####

RFP Release Date: MM/DD/YYYY

RFP Due Date:    MM/DD/YYYY

Proposal 
Requirements

Statement of Work
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4

7



RFP
Request for Proposal

Information Technology (IT)
Software Implementation Template

How the Client will Score & Award

Current Conditions

What are Software Demos?

RFP Number: #####

RFP Release Date: MM/DD/YYYY

RFP Due Date:    MM/DD/YYYY

Proposal 
Requirements

Statement of Work

Administrative 
Requirements

Proposal Forms

Attachments
 & Exhibits

1

Evaluation 
Procedures

2

5

6

3

4

7

Demo Expectations 
Go Here



3 Types
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3 Types of Demos

1) Traditional 

 





“Goodie Bags”



1) Traditional Demos

• Essentially an open timeslot for the vendor to showcase 
why/how their system is best for you.

• Easy, No Planning, Minimal Vendor Pushback

•Run by a “Professional Demo Artist”

•Usually not the actual system you are buying
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3 Types of Demos

1) Traditional 

2) Scripted 



2) Scripted Demos



2) Scripted Demos

Itemized Requirements from SOW



2) Scripted Demos

Itemized Requirements from SOW



2) Scripted Demos

Itemized Requirements from SOW

Client selects most critical items to see in the demo



2) Scripted Demos

•Client identifies which 
requirements they want to see

• List provided to vendors in 
advance

•Often conducted by 
Professional Demo Artist



3 Types of Demos

1) Traditional 

2) Scripted 



3 Types of Demos

1) Traditional 

2) Scripted 

3) Verification 



3) Verification

• Existing product, currently in use
–Not “sandbox” nor “demo” system

•  Vendor coordinates with a 
similar client who is using it.

•Representatives from the similar 
client will perform the script.



3 Types of Demos

1) Traditional 

2) Scripted 

3) Verification 



Summary
of Pros & Cons



Summary

Pros Cons

Traditional • No planning required
• Zero pushback from vendors
• See the presumed strengths

• Open ended, not apples-to-apples
• Vendors show only what they want
• Professional Demo Artist
• Not the “real” system

Scripted • Easy to plan
• Little pushback from vendors
• See what’s on your “shopping list”

• Demo may be run like a “checklist”
• Professional Demo Artist
• Not the “real” system

Verification • See what is on your “shopping list”
• Actual, real, working system
• Minimize the Demo Artist
• Simultaneous Reference Check

• Extreme vendor pushback
• Increased coordination
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Tips for Success



Other Challenges with Demos

•Vendors already established strong “relationships” pre-RFP

• Evaluators “doing their own research”

•Vendors pushing back against demo requirements

•And many, many more



Approaching Demos (verifications!) for Success:

•Pre-educate the vendors.  Multiple times!  It is worth it!

•Keep it short.  1 to 1½ hours maximum.

•Conduct interviews in parallel with implementation team
–Need a streamlined & reliable approach to the RFP and 

Evaluations to make this happen!  
–Need multiple pre-education sessions to explain to vendors!



Why conduct interviews in parallel?

• Imagine: You are looking to purchase a vehicle & driver
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Why conduct interviews in parallel?

• Imagine: You are looking to purchase a vehicle & driver

Solid Verification = Sweet Ride!



Why conduct interviews in parallel?

• Imagine: You are looking to purchase a vehicle & driver

Solid Interviews = Right Driver!



Summary



*FREE* Online Course!  10 PDH  

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

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

• Session #3 = Evaluation Best Practices & Vendor Debriefings

• Session #4 = RFP Administration 

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/ 

– or Email Amy: amy@center4procurement.org 

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

Now: Oct 17, 24, 31, Nov 1 

2025 x 3 times
(Jan, May, Aug)

https://www.naspo.org/procurement-u/
mailto:amy@center4procurement.org


*NEWer* Courses by CPE + NASPO 

• The 1, 2, 3’s of a Great Scoring Matrix (2025x2 = Feb, Oct)

–Session #1: Creating an Evaluation Matrix [90min]

–Session #2: Complexities of Real-World Scenarios [90min]

• Deep Dive on Effective Evaluations (2025 x2 = Mar, Oct)

–Session #1: Planning Your Evaluation Strategy [90min]

–Session #2: Training Your Evaluators [90min]

–Session #3: Strategies for the Negotiation Phase [90min]

Look for 
these courses on…



Free Webinar Series! 3rd Thursdays monthly
@ 12pm Central

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

20min Virtual Peer Group 
 (network with other procurement professionals)

5min Announcements & Opportunities
 (upcoming courses & other ways to get involved)

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

center4procurement.org/rfp-doctor 

https://center4procurement.org/rfp-doctor


Invite your Friends!
center4procurement.org/rfp-doctor



RFP Doctor Sign-up (FREE)



Previous Recordings Available Online!

center4procurement.org



Previous

Recordings

Online!

@
center4procurement.org



NEW RESOURCE – CEU Hours!!!

• CPE is pleased to announce that all 
attendees @ live “Ask the RFP Doctor” 
events will receive 1 hr Continuing 
Education Unit (CEU)!



Key Learning Points

• IT projects are EXTREMELY risk and 
difficult!

• Out of all of the project types, IT is the 
one where we need to be on our 
“Procurement A-Game”

– Fair, Open, Transparent, Value, Integrity

• Put together a good SOW

• And finally… organizational change 
should be synonymous  with IT 
projects!

Jake.Smithwick@charlotte.edu

mailto:Jake.Smithwick@charlotte.edu
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