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[bookmark: _Hlk25735554]Introduction
This Guidance Note is one of the four tools that have been developed to provide practical guidance materials throughout the various stages of State-level Integrated Financial Management Information System (IFMIS) implementation. 
The set of tools include:
A. Gap Analysis Template – to determine the gap between a government’s current ‘business position or performance’ and it’s required ‘business position or functional performance’;
B. IFMIS Requirements Document - ‘To-be’ model will reflect the functional requirements of the required FMIS software as well as the required operating platform in terms of hardware and networks.
C. Guidance Note on IFMIS Procurement arrangements – guidance on procurement options, preparation of bid documents, and bid process and selection;
D. Guidance Note on IFMIS Implementation arrangements, operation and maintenance - guidance on IFMIS system implementation, key pre-requisites for sustainable operations, training and change management;



[bookmark: _Toc42257330]Procurement Options and Approach
The procurement of major IT application system packages – IFMIS, Human Resources Management Information System (HRMIS) and Revenue Management Systems (RMS) - and associated hardware, networking and integration services can be done in one of two ways, as discussed below.
[bookmark: _Toc42257331]Turnkey or ‘Single Responsibility’ Contract
This type of contract involves all the system components - the application software, the hardware and the networking, the implementation and integration services being supplied in one contract. In many cases a lead (usually the software Bidder) will associate with local hardware and network contractors. It is critical to ensure that the lead contractor is solely responsible under the contract for the delivery of the entire system.
It is necessary to:
Specify all requirements in functional terms and also provide transaction volumes for each key area;
Identify the number of users for each module being purchased, for examples numbers of staff involved in accounting, and by operation – Budget Preparation Budget Execution/ expenditure, Accounting, HR/ Payroll, Inventory/Fixed Assets, Revenue Management etc.;
Specify the required system performance, for example response times for enquiries or major processing/ report times. These details will enable the Bidder to size and propose the appropriate software and hardware technology platform;
Require the Bidder to clearly state in the bid that the hardware and other elements of the technology platform are sized to meet both the system functional requirements and the performance requirements.  This also avoids the risk of a Bidder under sizing the proposed solution to submit a lower priced bid. 
In a single responsibility contract, systems integration should be the responsibility of the Bidder. Since it is easier to manage one contract, this option is often recommended in cases where the government has limited contract management capacity.
It is therefore particularly important that in the tender documents and contract the respective government and contractor’s responsibilities are clearly defined.  If the government does not have the required capacity, consideration may be given to identifying separate contract management support. 
[bookmark: _Toc42257332]Multi-vendor Procurement
This option involves different Bidders being responsible for the delivery and implementation of various components – hardware, software etc.
Generally, the application software and implementation and integration services are procured first, and the contractor supplying the application software is required to define the hardware requirements. The hardware and technology platform are then procured separately in one or more tranches. The advantage of this approach is that procurement packages are more specialized and can attract better responses for each area.
In such cases, the first contract for software and implementation services should include systems integration – to ensure that the software works properly with the hardware that has been specified by the successful bidder, for example proving this in a test or pilot site.
Some problems can occur in such procurements, often because of the complexity in defining and ‘enforcing’ specific contract responsibilities and managing different Bidders. 
Again, if the government does not have the required capacity, consideration may also be given to identifying separate contract to provide project management support.
[bookmark: _Toc42257333]World Bank (WB) Procurement Procedures
The World Bank has prepared ‘Standard Procurement Documents (SPDs); largely based on, and previously known as Standard Bidding Documents (SBDs).  Some Nigerian States have adopted and tailored these documents, especially for procuring IT systems. 
Whilst World Bank procurement processes are designed to ensure complete transparency in procurement practices, the documents can be both complex and time consuming in both preparation and use, and this complexity may have serious time implications – for example the WB two-stage procurement process can take over a year from start to contract award. 
The WB will invariably require these processes to be followed if they are funding procurement, and the process involves the WB to provide ‘no objection’ approvals at various stages.
The rules and procedures accompanying this process need to be understood very well by the government to avoid unnecessary delays and tender problems such as bidder complaints.  It is often advisable for States seek the advice of procurement experts who are conversant with World Bank processes to support the preparation of the tender documents and be responsible for supporting the procurement process, in fact the World Bank often require this. Whilst this is invariably expensive, it does provide a high degree of assurance that a transparent and proper procurement and selection process is followed.
[bookmark: _Toc42257334]WB IFMIS related Procurement Methodologies
Request for Bids (RfB) and Request for Proposals (RfP)
The WB Procurement Regulations now provide two main selection options which are applicable for Information Systems design, supply, and installation:
a. Request for Bids (RfB) which is essentially a single stage procurement process, although it may involve prequalification, and 
b. Request for Proposals (RfP) which supports a multi-stage procurement process – applicable to IFMIS procurements. 
The RfB approach was used prior to the introduction of the RfP, which was introduced to provide greater flexibility in designing fit-for-purpose processes that are proportional to the nature, risk, value and complexity of projects and adapted to country specific contexts. Both approaches reflect good international procurement practice
It is worth briefly discussing the difference between the WB RfB and the new RfP.  
The RfB was used prior to the introduction of the RfP and was based on the following main criteria:
c. Bid process based on specifications that describe and prescribe in detail the technical requirements of the design, delivery and implementation;
d. Prequalification may be used subject to the category of procurement, risk complexity and size;
e. Evaluation is based on using qualifying criteria (pass/fail) only;
f. Mainly used for single-stage procurements;
g. The Most Advantageous Bid (MAB) is determined to select the bid/ bidder that meets the qualification criteria and whose bid has been determined to be i) substantially responsive to the RfB; and ii) is the lowest evaluated cost.
The RfP selection method normally includes:
h. Performance based specifications which describe the outcomes or results required in terms of business or functional performance requirements, where the specifications do not prescribe design or method of delivery (but can sometimes be a mix of performance and conformance);
i. Initial Selection (similar to a shortlisting exercise) is normally used, and is mandatory for Competitive Dialogue;
j. Supports multi-stage procurements;
k. Evaluation is based on a mix of qualifying criteria and rated criteria (which are scored against technical, quality, price and other pertinent factors);
l. Best and Final Offer (BAFO) or Negotiation may apply; and
m. The Most Advantageous Proposal (MAP) is determined to select the proposal/ proposer that meets the qualification criteria and whose Proposal has been determined to be i) substantially responsive to the RFP, and ii) is the highest ranked Proposal.
The distinction between conformance and performance categories of specifications is important to note.  Conformance based specifications describe in detail the technical requirements of the design, method of production, construction and/or delivery; whilst Performance based specifications describe the outcomes or results required in terms of business or functional performance requirements. 
Most specifications will contain a mix of both conformance and performance features. The degree to which these features are evident will determine if they are substantially conformance or substantially performance-based specifications. This will influence the decision to choose either an RfB or RfP selection method and the decision to apply qualifying and/or rated criteria.
The comparison of the above methods is summarised below:
[bookmark: _Toc25673539]Table 1: Comparison of use of RfB and RfP procurement processes
	Comparison of use of RFB and RFP procurement processes

	
	Request for Bids (RfB)
	Request for Proposals (RfP)

	1
	Suitable for standard procurements where the Purchaser specifies the detailed requirements.
	Suitable for non-standard procurements where complexity is moderate to high.

	2
	Suitable for complex procurements where the Purchaser can describe the specifications and the market has proven ability to deliver.
	Suitable for procurments where there is a high potential/ need for innovation, new technologies or alternative solutions.

	3
	Simple identification of a Most Advantageous Bid can be based on qualifying criteria and lowest evaluated cost. 
	Suitable where the Purchaser does not want to accept the risk in the design of specifications.

	4
	The Purchaser retains tight control over design and delivery.
	Delivers a customised and unique solution for a unique or novel requirement.


The pros and cons of each of the two methods are shown in the diagrams below:
[bookmark: _Toc25673546]Figure 1: Bid Process Comparisons
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In a RfP process the Bidder normally has a greater degree of flexibility and control over design and delivery. In some instances, this may be a pro, in others a con.
In a standard IFMIS procurement where the selected software will be implemented in what may be termed a ‘traditional’ implementation, i.e. installed and operated on servers operated and managed by the Purchaser, both the required IFMIS software, servers and associated network requirements can, with a degree of certainty, be specified by the Purchaser.  As such the RfB would normally be the most appropriate procurement approach.
However, in certain circumstances, there may be added complexity and a degree of uncertainty as to what options are available in the market, which in turn means the Purchaser may consider that there is a degree of unacceptable risk based on either uncertainty of market availability and or design options.  
One example of this may be the decision by the Purchaser to leverage on more modern technology such as cloud computing for deploying the required FMIS, where the availability of cloud service providers, their proposed service model (Infrastructure as a Service (IaaS), Platform as a Service (PaaS) or Software as a Service (SaaS), and the deployment models (public, private, hybrid) need to be evaluated during an ‘initial selection’.
Unless a Nigerian government intends to seek a solution involving the uncertainties of the example above, it is suggested that the RFB process for the acquisition of an IFMIS be followed as the detailed requirements for an IFMIS are known and can be clearly specified, and solutions exist and have been delivered in the market.  The SPD process is well known and in most cases the procurement can be undertaken based on a single stage process as there is limited requirement for innovation and customisation.  
Rated-type evaluation criteria
One of the reasons the RfP approach takes longer and is likely to require specialist support is the required approach of applying rated-type evaluation at various stages of the process as follows:
Qualifying type criteria which describe the minimum and/or mandatory requirements. These should be stated in such a way to enable a ‘pass/ fail’ or ‘meets/ does not meet’ criteria evaluation. This may apply, for example, to submission of required documents, bidder qualification such as previous experience or financial status, and technical/ commercial assessment against key technical or commercial requirements.  The Purchaser may waive minor deviations providing it does not materially affect the financial or technical capability of the bidder to perform the contract.
Rated-type criteria are evaluated using a scoring system. Each criterion is weighted according to its relative importance. The weightings are applied to the scores. This facilitates the scored evaluation of technical merit, quality, price and other relevant factors and allows solutions to be objectively compared against each other. Once scoring is completed, proposals can be ranked in order of merit based on the highest to lowest scores. The higher the score the better the Proposal meets, or exceeds, the requirements and offers overall Value for Money (VfM). Rather than accepting the lowest price conforming Bid, the use of rated-type criteria allows an enhanced assessment of overall VfM, which isn’t always the lowest price.
Monetary quantifiable criteria are used by both RfB and RfP as appropriate to quantify all monetary costs and benefits for the purpose of evaluation. This establishes the comparative evaluated cost of each Bid/Proposal. 
Table 2 below summarises the use of rated type evaluations.
[bookmark: _Ref22554743][bookmark: _Toc25673540]Table 2. Rated Evaluations by bid type
	Criteria
	Used to
	Method
	Examples of assessment

	Qualifying Type 
	Preliminary minimum and/ or mandatory requirements assessment for:
a) RfB prequalification or 
b) RfP Initial selection.
	Simple ‘passes’/’fails’ or ‘meets’/‘does not meet’ based assessment
	a) Preliminary document assessment to ensure that all required documents are provided, that, for example, the bidder accepts the bid validity period and has provided a Bid security.
b) Minimum mandatory qualifications are met, e.g. relating to past experience of delivering similar projects, annual turnover, financial status etc.
c) That minimum, and/ or mandatory technical and or commercial requirements are met, e.g. technical specifications and requirements, commercial conditions etc.

	Rated Type 
	a) An Initial Selection process to identify the top ranked Proposers;
b) To assess alternative approaches and innovation - rated criteria rewards Proposals that exceed minimum requirements and demonstrate best VfM;
c) In seeking to identify the best VfM, which isn’t necessarily the lowest price; and
d) To assess criteria that cannot be expressed in monetary terms.
	Evaluated using a scoring system. Each criterion is weighted according to its relative importance
	To evaluate, for example, the following features:
a) Relevant experience and past performance;
b) Understanding of the project;
c) Capacity and resources;
d) Management and technical skills;
e) Management systems;
f) Quality of methodology or work plan;
g) Features / functionality of the proposed solution;
h) Sustainability; and
i) Price.

	Monetary Quantifiable Type
	a) Undertake a comparative evaluation of the cost of each Bid/ Proposal. 
b) Apply comparative costs to determine the Most Advantageous Bid/ Proposal.
	Bid prices may be used to:
a) Compute comparative evaluated costs from bid prices (RfB)
b) Compute comparative evaluated costs (RfP following Initial selection)
	Examples of monetary quantifiable methodology include
a) Time schedule adjustment rate;
b) Life cycle costing;
c) Functional guarantees min/ max adjustment; and
d) Domestic margin of preference, if applicable.


In general, the World Bank process uses qualifying-type and monetary quantifiable criteria in RfBs, and a combination of qualifying-type, rated-type and monetary quantifiable criteria in RfPs.
Initial selection – RfB Prequalification and RfP Initial selection
RfB Prequalification is used to assess Applicants against qualifying type criteria only. All substantially responsive Applicants are invited to the RfB stage. There is no method to identify the Applicants that best meet the criteria.
RfP Initial Selection is a form of preliminary shortlisting. Initial Selection normally applies to all RfP selection methods and is mandatory for Competitive Dialogue[footnoteRef:1]. Whilst Initial Selection (in RfPs) may seem like Prequalification (in RfBs) there are some essential differences. [1:  Competitive Dialogue is an interactive, multistage selection process that allows for dynamic engagement with Bidders throughout. It allows the purchaser to enter into dialogue with Initially Selected firms/ joint ventures, with the aim of better identifying and defining the means best suited to satisfy the Purchaser’s requirements, before inviting the Bidder to submit their final Proposals. It is normally only used only for complex or innovative procurement and is unlikely to be used in Nigerian government FMIS procurements.] 

The key difference between Prequalification and Initial Selection is the Purchaser’s ability to either (a) select all substantially responsive Applications (Prequalification), or (b) select only the best of the substantially responsive Applications (Initial Selection).
For RfP selection methods, which usually require bidders to commit a greater amount of time and resources in developing solutions, it is fairer to use the evaluation method offered by Initial Selection. Only bidders that have a good chance of succeeding are put to the full cost and effort of submitting full bids. It can also be more efficient for Purchasers, as time will only be spent on evaluating a small number of high-quality bids and not a larger number of bids of varying quality.
Most advantageous Bid (MAB)
This is the test applied to the selection of the successful Bid/Proposal. The Purchaser must award the contract to the Bidder offering the Most Advantageous Bid/Proposal.
When rated criteria are used: The Most Advantageous Bid is the one that meets the qualification criteria and which is determined to be a) substantially responsive to the Bidding document, and b). the best evaluated Bid (i.e. the highest score).
In this scenario the MAB represents the best VfM, which may not be the lowest price.
When rated criteria are not used: The Most Advantageous Bid is the one that meets the qualification criteria and has been determined to be a) substantially responsive to the Bidding document, and b) the lowest evaluated cost.
[bookmark: _Toc42257335]Use of RfB in Nigeria
In Nigeria, it should be expected that the RfB procurement methodology would be the most appropriate, as the requirements set out in Table 1 will be met, i.e. the procurement should be relatively standard, the purchaser will be able to specify the detailed requirements and describe the specifications and the market has proven ability to deliver.
This will also enable the purchaser to retain tight control over the design and delivery of the IFMIS.
Assuming the proposed software can meet the specified requirements, it would be expected that the key determining factors for bidders in Nigeria will be:
n. Bidders areas of experience in implementation and their proven ability to implement and deliver an integrated IFMIS solution, and 
o. Cost.
The preparation of a Request for Bids with prequalification option is discussed in the next section.


[bookmark: _Toc42257336]Preparing bid documents
[bookmark: _Toc42257337]Structure and content of bid documents
The selection of the procurement approach will determine the bid documents required to be prepared.
This section outlines some key points to consider and include in the bid documents when procuring significant financial systems.  Some of these points draw on the good practices included in the World Bank procurement documents:
It is assumed that a Nigerian government will base its selection, and bid document set, on World Bank based bid templates.  There are two main bid document sets –RfB and RfP.  In both cases, following the option of either prequalification (in the case of RfB or Initial Section in the case of RfP), bid documents have some common features as shown in the table below:
[bookmark: _Toc25673541]Table 3. Comparison RfB vs. RfP Bid Document Structure
	
	Request for Bids (RfB)
	Request for Proposals (RfP)
	Required actions to WB Templates

	
	Request for Bid
	Request for First Stage Proposals
	Modified – based on template

	
	
	Request for Second Stage Proposals
	Modified – based on template

	
	Part 1 – Bidding Procedures
	Part 1 – Request for proposal Procedures
	

	
	Section I - Instructions to Bidders (ITB)
	Section I - Instructions to Proposers (ITP)
	Not modified

	
	Section II - Bid Data Sheet (BDS)
	Section II - Proposal Data Sheet (PDS)
	Modified – based on ITB/ ITP

	
	Section III - Evaluation and Qualification Criteria
	Section III - Evaluation and Qualification Criteria
	Qualifications Section Modified

	
	Section IV - Bidding Forms
	Section IV - Proposal Forms
	Forms to be completed by Bidder – modified by the Purchaser

	
	Section V - Eligible Countries
	Section V - Eligible Countries
	Not modified

	
	Section VI - Fraud and Corruption
	Section VI - Fraud and Corruption
	Not modified

	
	Part 2 – Purchasers Requirements
	Part 2 – Purchasers Requirements
	

	
	Section VII - Requirements for the Information System
	Section VII - Requirements for the Information System
	Prepared by the Purchaser 

	
	Part 3 – Conditions of Contract and Contract Forms
	Part 3 – Conditions of Contract and Contract Forms
	

	
	Section VIII - General Conditions of Contract (GCC)
	Section VIII - General Conditions of Contract (GCC)
	Not modified

	
	Section IX - Special Conditions of Contract (SCC)
	Section IX - Special Conditions of Contract (SCC)
	Modified based on GCC

	
	Section X - Contractual Forms
	Section X - Contractual Forms
	Not modified


The table below provides a comparison of the steps to be undertaken by each procurement method, and clearly shows that the RfB process, being based on clearly defined initial requirements, requires less steps than the more adaptive and flexible RfP process.
[bookmark: _Toc25673542]Table 4: Comparison of Bid Evaluation steps
	
	Steps
	Request for Bids (RfB)
	Request for Proposals (RfP)

	1
	Prequalification
	Yes
	No

	2
	Initial Selection
	No
	Yes

	3
	Technical Evaluation
	Yes
	Yes

	4
	Option to amend technical specification
	No
	Yes

	5
	Second stage technical submission
	No
	Yes

	6
	Financial Evaluation
	Yes
	Yes

	7
	Best and Final Offer (BAFO) or negotiation option
	No
	Yes

	8
	Most Advantageous Bid/ Proposal (MAB/ MAP
	Yes
	Yes

	9
	Competitive Dialogue Option
	No
	Yes


As previously mentioned, it is expected that the RfB with prequalification is the most appropriate IFMIS procurement approach for Nigerian state governments.
[bookmark: _Toc42257338]Bid Document content and considerations
[bookmark: _Toc42257339]Bidding Procedures and technical considerations
Part 1, sections II, III and IV all contain technical aspects which will require clarity of expectations, bidder guidance and required responses.
Section II represents the Bid Data Sheet (BDS) reflects specific information and requirements which amend the provisions of the Instructions to Bidders (ITB). 
It should be expected that the governments procurement regulations will be appropriately reflected in these sections.
General areas relate to:
p. Appropriate project references, descriptions, names and addresses, required numbers of submissions and where and when these should be delivered and bid opening procedures. 
q. Guidance is also given on the preparation of bids, content and inclusions, submission, and opening procedures and the evaluation and comparison of bids. As discussed further below, a key area here is a description of the evaluation technical features and related category and feature weighting to be applied in the evaluation.  These weights should reflect the relative importance of the technical features to the government.
r. The World Bank suggests in their selection criteria that the overall technical scores should represent a percentage of no more 30% of the total.  The balance should be based on price. Having a higher component for technical scores often drives up the prices, as many systems do provide the same functionality. It is therefore important that there is a robust mandatory evaluation.  
s. The evaluation process and associated scoring methodology will be set out in the BDS. The technical evaluation representing the 30% technical evaluation is likely to be based on identified technical features, with main categories and related features.  A typical example is provided set out in the table below.
[bookmark: _Toc25673543]Table 5: Technical Bid Evaluation Example Categories and Weights
	
	Technical Features
	Weights

	
	
	Category 
	Feature 

	1
	Quality of the proposed IFMIS Software solution, including Compliance with stated Functional and Operational Requirements. 
	75%
	

	1a
	Compliance with Application operational and functional requirements
	
	35%

	1b
	Proposed technical environment, hardware, and networking 
	
	30%

	1c
	Proposal for ongoing maintenance and support
	
	7.5%

	1d
	IFMIS Application System documentation
	
	2.5%

	2
	Bidders Expertise, Performance Proposed Staffing and Track Record
	25%
	

	2a
	Bidders track record, expertise, and project management
	
	10%

	2b
	Bidders Proposed Project Implementation approach and planning
	
	5%

	2c
	Bidders proposal for training/ training support
	
	5%

	2d
	Bidders support for integration services
	
	5%


t. Section II also defines the Award of Contract procedures.
Section III reflects the Evaluation and Qualification criteria for the bidders.
When designing the Technical Requirement of the bid documents, it is important to identify which requirements are mandatory or desirable. It is normal for a bid which does not meet the mandatory requirements to be rejected.
Some mandatory evaluation requirements and criteria for a bidder - as set out in Section III - Evaluation and Qualification Criteria - are likely to include:
a) Eligibility – the Bidder(s) must be from an eligible country and not have any conflict of interest;
b) Historical – the bidder(s) must not have a history of non-performance, suspension or pending litigations;
c) Financial performance – Bidders must provide audited balance sheets for previous say 3 years, and meet certain financial requirements, for example have had positive net worth (Assets exceeding Liabilities) and minimum average turnover (say $3m) for the preceding three years, and be able to demonstrate availability of financial resources (say equivalent to 20% of the proposed contract value);
d)  Experience – Bidders should be able to demonstrate that they:
a. Have been in the business of supplying and supporting the proposed application software(s) and equipment for at least 3 years;
b. Are able to supply the required application software, based on commercially available off-the-shelf package(s);
c. That they have undertaken say at least two successful (i.e. Signed off and accepted by the purchaser as a fully operational system), implementations of the proposed software (and required services) during the last 5 years in similar environments, i.e. in state or central government treasury with line ministry support;
d. Can provide personnel with adequate skills and experience for key positions, such as project manager, lead functional and technical consultants, trainers etc.
As discussed in the previous section, the above may be used as part of RfB prequalification to assess potential bidders against these qualifying type criteria. This would only be based on a simple ‘passes’/’fails’ or ‘meets’/‘does not meet’ based assessment to enable substantially responsive bidders to be invited to submit second stage bid.
All substantially responsive Applicants are invited to the RfB stage. There is no method to identify the Applicants that best meet the criteria.
Section IV - The bidding Forms – will include:
u. A letter of Bid
v. Price and cost schedules 
w. Bidder Information Form templates
x. Manufacturer Authorisation Forms
y. Sub-Contractor Agreements
z. Conformance forms, and here Technical Responsiveness Checklists which will set out all technical requirements including delivery specifications, IFMIS functional requirements and service requirements; and
aa. Bid Security forms
Desirable functional requirements would be set out in Bidder Response Tables as part of f. above which should be scored as part of the technical evaluation process.  This normally involves establishing if the bidder’s response indicates that the requirement is available or not.
The Government should determine the importance of each functional requirements by indicating it importance, for example R = Required, D=Desirable or I = Information requested from the bidder.  Bidders should be requested to 
Bidder should be requested to respond against each requirement by indicating how it will be met, for example: 
ab. Standard (S):- Included as standard functionality of package
ac. Custom (C):- May be achieved by customization
ad. Add On (E):- May be achieved by external package/ add-on module/ other means e.g. Report writer
ae. Not Possible (N):- Not available or cannot be achieved economically.
In addition, bidders should be requested to provide further details to substantiate how the requirement will be met.
An example of a response table format is provided in the table below.
[bookmark: _Toc25673544]Table 6: Example of a Bidder Response Table
	Ref
	R/D/I
	Functional Requirement
	Bidder Compliance Statement 
(S/ C/ E/ N)
	Bidder Substantiation
	For Govt. Use

	1
	R
	The system MUST maintain a register of suppliers. 
	
	
	

	2
	D
	The system SHOULD be capable of attaching and storing key documents against a supplier record, and for authorised users to retrieve and view those documents.  Such documents might include: Application to be placed on Supplier register; Internal Revenue Division registration.
	
	
	

	3
	D
	Supplier records SHOULD contain a current status indicator (e.g. ‘Active’, Suspended’, ‘Blacklisted’, ‘Cancelled’ or ‘Unapproved’).  
	
	
	

	4
	D
	The system SHOULD maintain an audit log of any changes made to a Supplier status.  A free format text field should be used to record the reason for a change in status.
	
	
	

	5
	I
	The system MUST have the facility to hold multiple offices, contacts, and locations for a Supplier.
	
	
	

	6
	R
	Supplier records MUST have the facility to record the approved payment methods, and where EFT is the preferred method, to hold bank details (e.g., bank and account numbers etc.). 
	
	
	

	7
	D
	The system SHOULD be capable of restricting the issue of a Purchase Order to only those Suppliers who are “active” on the register of Suppliers.
	
	
	

	8
	D
	The system SHOULD be capable of maintaining a register of contracts to record contract details; contract variations; and payments against each contract.  Payments may be from a variety of funding sources and may be by cash or third-party disbursements.  Contracts may be denominated in multiple currencies.
	
	
	

	9
	D
	The system SHOULD be capable of committing the value of contracts over multiple periods in the current financial year, and over multiple years.  
	
	
	

	10
	R
	The system MUST enable asset procurement to be linked to the asset register.
	
	
	


In a single responsibility contract, the government should state its requirements in functional terms and specify key performance requirements and provide details of transaction volumes. The contractor should have the responsibility to size the equipment and propose all components to meet the specified functional requirements and projected transaction load. Additionally, the Bidder should be required to deliver all necessary licenses configured as needed for the proper operation of the system for the requested duration.
A Bidder should be required to provide and employ only technical personnel who are skilled and experienced regarding the proposed software and tendered services.
The Bidder should be required to provide the latest version of the proposed software and equipment. In large projects which extend over several years, hardware models and software versions can change significantly over the contract period.  In relation to software it is useful to obtain confirmation of the Bidder proposed version releases.
The bid documents will include an implementation plan to which the bidders should confirm that they can meet before contract signing.  This will be important in managing the contract delivery.
Part 2, Section VII of the WB RfB Template provides for the purchases to fully document the technical requirements and provide sufficient information to bidders to enable them to prepare responsive and accurate bid submissions.
This section will expand on the functional, system architectural and performance requirements which are set out in the bidder’s response tables.  For examples, sections may cover:
af. Business Process Requirements to be met by the IFMIS including functional scope and software functional requirements of the various IFMIS modules, the required chart of account and budget classification to be set up in the system and the reporting requirements of each IFMIS module should be documented here. Also details of numbers of users and volumes of transactions should be provided to enable bidders to properly size the system they will propose;
ag. Service Requirements such as project management, reporting, configuration, integration, data migration, testing, training etc.;
ah. Technology and Infrastructure requirements such as data centres, servers, PCs and networks; system management, security etc.;
ai. Specific testing and quality assurance requirements;
aj. Recurrent requirements such as warranty defect repair and post-implementation technical support;
ak. Implementation Schedules and plans including site tables identifying where the IFMIS will be implemented
al. System Inventory Tables which basically list all required delivery items and recurrent cost items.  These tables form the basis for the Price and Cost Schedules which are repeated as Bidding Forms in Part 1 of the document.  The inventory tables are cross reference to the Technical Specifications and provide details of quantities required – for example hardware units, user licences etc. It is critical for bid costing and evaluation purposes to clearly identify what is expected to be delivered as part of the initial delivery and what will have recurrent cost implications.
am. Additional Information may also be provided, for example details of current system, the current IT environment, legal and regulatory requirements, geographical coverage requirements, reform and other objectives of the system, organisational structures, known issues and constraints to be addressed by the bidder and proposed implementation strategy.
In the design of the implementation strategy, a pragmatic approach should be followed where appropriate, such that systems are acquired to enable a state government to move through a controlled ‘evolution’ to the next level, and beyond, based on a series of practical steps.  Such an approach may be preferable to a ‘big bang’ implementation.  This approach should be reflected in the bid documents and in the indicative implementation plan.
Related to this, technical gain considerations can be encouraged which recognise budgetary and capacity constraints.  For example, a simple bespoke system may enable initial expertise and capacity to be established, within a limited budget and with acknowledged outcome limitations, but in recognition that this is part of a strategy with a future packaged system being the longer-term objective.  
Where a package is to be acquired, a full training and staffing needs assessment is likely to be needed and undertaken to ensure that, where necessary, appropriate staff retention and training plans are developed and planned to be implemented. The outcomes and requirements of this should be reflected in the bid documents.
It will be noted that a lot of the above information will have been obtained during the Diagnostic Report, Gap Analysis Report and IFMIS Requirements Document.
Bidders should be provided with a soft copy of the Bid Documents, perhaps through an e-procurement platform, to enable them to compile bids and response tables with minimum complications.
Likewise, Bidders should be required to submit electronic copies of their bids to enable efficient bid evaluation and document searches etc.
[bookmark: _Toc42257340]Financial considerations
The acquisition of large financial systems has massive financial implications, not just for the initial procurement but also for recurrent medium and long-term support and maintenance costs.  This can run into several million US dollars. 
The bid documents should specify the total amount of financial resources available for the project to restrict spurious or very high-priced bids.
Key cost area will refer to the initial and recurrent costs for user software licences. The government should investigate costs associated with ‘Named User’ vs. ‘Concurrent User’ licensing for application software and explore site license options. The costing of software licences is a particularly complex area.  It is important that full clarification and cost implications are obtained, in writing, from Bidders before any contract is entered.  
Licencing costs may have implications for application software as well as operating software, and can be based on a few criteria including named users, concurrent users, number of primary and secondary sites, numbers of processors etc. This is an area where a state government may wish to obtain external advice.
It is important that a performance security bond is obtained from the Bidder on contracting to provide a degree of security over the contract’s delivery. Also, any advances should be secured by a Bank guarantee.
Warranty Clauses should ensure that warranty coverage continues for a defined period after the entire system is operationally accepted.
The bid documents should specify clearly only deliverables which can be costed and verified, for example, application software, computers, WAN/LAN networks and Implementation services. Some items, such as consulting and additional training requirements may be difficult to clearly specify at the bid stage, and it may be best to procure and contract these separately, however unit costs for services can and should be obtained as part of the bid, and be used as benchmark costs for future call down. 
Where this is the case, the government should obtain unit prices for the training of specified numbers of staff in key areas such as certification in the use of the software, database, or operating system. These can then form the basis for costing additionally contracted work during the period of the contract, with agreed annual cost uplifts applied as appropriate.
[bookmark: _Toc42257341]Legal Considerations
Part 3 of the WB RfB Bidding Document templates provides for the legal aspects of the proposed contract including General Conditions of Contract GCC - which are not changed - and Special Conditions of Contract (SCC) which include special government conditions relating to GCC clauses, together with Standard Contract Forms.
Key areas covered here include:
an. Contract and Interpretation;
ao. Payment;
ap. Intellectual property;
aq. Supply, Installation, testing, commissioning and acceptance of the system;
ar. Guarantees and Liabilities;
as. Risk distribution and 
at. Dispute settlement.
It is likely that some legal as well as specialist procurement advice will be required in this section.
[bookmark: _Toc42257342]Bid Evaluation and Selection
The bid documents should set out in detail the requirements of the bid and what the bidder is required to provide in terms of a response, and by when, and clearly state that incomplete or late bids will be rejected.
The usual approach to evaluating bids is to set up an evaluation committee which should comprise procurement officers, finance officers and end users.
A clear timetable and evaluation approach should be determined and agreed in advance of the bid opening.
It is normal to undertake an initial review to ensure that all the mandatory requirements have been met.  If not, bids may be rejected. This may comprise the prequalification process. The failure of a bidder to meet the mandatory requirements would suggest that they would not be able to meet the contract requirements, and there is no point spending time undertaking further evaluation. If prequalification is followed, this will mean that bidders would not be required at prequalification to fulfil the complete bid process and require them only to submit full bids subject to being pre-qualified.
As mentioned above, prequalification is based on a simple ‘passes’/’fails’ or ‘meets’/‘does not meet’ based assessment to enable substantially responsive bidders to be invited to submit second stage bid. A prepared template should enable the recording of this assessment by each evaluation team member, which should then be agreed and consolidated as a report identifying Bidders identified to be invited to submit full bid responses.
As for the prequalification, the main bid scoring process should be undertaken independently and followed as part of the main bid evaluation, with each member of the evaluation committee scoring the bids, and the scores being consolidated and reported. Any clear differences should be reviewed by the committee.  
Bidder responses should be evaluated as a desk exercise independently by each member of the evaluation committee.
Bidder responses should indicate how requirements will be met, i.e. Standard (S):- Included as standard functionality of package; Custom (C):- May be achieved by customization; Add On (E):- May be achieved by external package/ add-on module/ other means e.g. Report writer and Not Possible (N):- Not available or cannot be achieved economically.
Based on Bidder responses in the Response Tables, the evaluation process should apply a pre-determined scoring methodology, for example a simple S=4, C=3, E=1, N=0 against each requirement set out in the Bidder Response tables (see above).  Additional weightings may be applied if requirements are considered more important, or perhaps these would be identified as mandatory requirements.
The inclusion of bidder demonstrations as part of the evaluation may be considered.  If so, test scripts of basic transactions will need to be prepared in advance. The demonstration requirement should be reflected as part of the bid and the bid document should require the Bidders to demonstrate how the proposed software will meet these requirements. The demonstration should be scored and given an appropriate weight in the evaluation table. 
If bidders are invited to demonstrate their systems, these should be based on pre-prepared test scripts.  Examples of test areas are provided in the table below.
[bookmark: _Toc25673545]Table 7: Example Demonstration/ Test Areas
	
	Functional Area
	Demonstration/Test

	A
	Overview Demonstration
	Module Integration and navigation


	B
	General System Wide Functionality
	Password system and security management
[bookmark: _Toc473596927]System Input/ Processing/ Output Controls
Support for Budget Classification and Chart of Accounts
Reporting/ Report writer facility

	C
	Budget Preparation, Approval and Maintenance
	Budget preparation
Budget Comparison
Budget approval
Budget maintenance
Support for multi-year budgets
Support for performance-based budgets
Budget reporting and enquiries

	D
	Budget Execution 
	Budget release
Budget release warrant control

	E
	Procurement, commitment, and Payment
	Purchase orders
Supplier register
Commitment accounting
Expenditure management
Payment processing
Accounts Payable
Reporting and enquiries

	F
	General Ledger
	Chart of Accounts support
Cash book and bank reconciliation
Cash flow management
Reporting and enquiries

	G
	Human Resources
	Establishment structure set up and maintenance
Position/ post management and maintenance
Personnel details management and maintenance
Specific management features including recruitment, training, performance appraisal
Reporting and enquiries

	H
	Payroll Management
	Integration with HR module
Pay-rules maintenance
Allowances and deductions
Payroll processing
Reporting and enquiries

	I
	Fixed Asset
	Maintenance of Asset records
Reporting and enquiries

	J
	Inventories
	Maintenance of Inventory records
Reporting and enquiries

	K
	Accounts Receivable/ Revenue Management
	Debtor management
Invoice production and processing
Receipting
Reporting and enquiries

	L
	Audit Trails
	Standard Audit trail features

	M
	Report Writer
	Report writing software


Bidders should be provided, in advance, with appropriate data to enable initial configuration of a system – for example a sample budget classification and chart of accounts, ledger balances, budgets sample supplier and debtor records, payroll records, salary scales, allowances and deductions, fixed asset details, billing tariffs, bank details etc. Test scripts should be designed such that transactions can be entered during the bidder demonstration.
Like the scoring of functional responses, the demonstration should also be scored Scoring should be determined in advance against test areas, for example:
au. 3 = Passes test and provides additional useful functionality
av. 2 = Passes test.
aw. 1 = Fails test, but adequate description provided on how system would provide required functionality
ax. 0 = Fails test and no satisfactory description provided of how system would provide required functionality.
During the bid examination (and demonstrations) the government should try to determine how much of the core functionality can be met ‘out of the box’ with parameterisation of the software, rather than requiring possible customisation. Test scripts are also a good way to obtain first-hand experience of both the software, and the Bidder’s capability.
The price evaluation will be based on the appropriate formula identified in the bid document. This may appear daunting but if the bid document provides clear specifications and enables clear cost identification within the cost tables, it should be possible to evaluate each bid comparably.
Critical will be the evaluation of recurrent costs and here consideration must be given to the recurrent costs’ factors for calculation of the implementation schedule, which will include:
ay. The number of years for implementation; 
az. Hardware maintenance; 
ba. Software licenses and updates;
bb. Technical services; and
bc. Other services as defined in Section VII – the Purchaser’s Requirements.
The Recurrent Costs will be reduced to a net present value using formulas provided in the bid document.
An Evaluated Bid Score (B) will be calculated for each responsive Bid using a defined formula, an example of which is provided below. The formula permits a comprehensive assessment of the Bid price and the technical merits of each Bid:
	
where
C	=	Evaluated Bid Price
C low	=	the lowest of all Evaluated Bid Prices among responsive Bids
T	=	the total Technical Score awarded to the Bid
Thigh	=	the Technical Score achieved by the Bid that was scored best among all responsive Bids
X	=	weight for the Price as specified in the BDS
	ITB 39.


The Bid with the best evaluated Bid Score (B) among responsive Bids will be determined as the MAB, provided the Bidder was prequalified and/or it was found to be qualified to perform the Contract subject to any requirements such as references which may be followed up, and which will be specified in the Bid document.
The Most Advantageous Bid is the bid that is determined to be i) substantially responsive to the RfB; and ii) the lowest evaluated cost. 
A Bid Evaluation Report, signed by all Evaluation Committee Members, and consolidating all evaluation results should be prepared and presented to management to support the bid MAB recommendation.
There may be a few areas that require written clarification and/ or negotiation before a contract is signed, included taking up appropriate references as mentioned above. These should be identified in the Evaluation Report.
If a contract cannot be agreed the next ranked bidder should be invited for contract negotiation.
The signed contract should ensure that all contract payment schedules are linked to specific milestones – and should be in line with the procurement and implementation plans as set out in the bid documents. Likewise, it is important that signed contracts are linked to the provision of a performance security, and that any advance on contract signing is secured by a bank guarantee.
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Disadvantages/ Cons Benefits / Pros

Request for Bids (RfB)

Can take longer to get to market as the 

specification is developed by the purchaser

The purchaser carries legal risk if design and 

specifications are wrong

There is limited scope for innovation and 

alternative solutions

1

2

3

4

Suitable for standard procurements where the 

purchaser specifies detailed requirements

Suitable for complex procurements where the 

purchaser can specify and the market has 

proven ability to deliver

Simple identification of the Most Advantageous 

Proposal (MAP) based on qualifying criteria and 

lowest evaluated cost

The purchaser retails tight control over design 

and delivery

Source: World Bank
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Disadvantages/ Cons Benefits / Pros

Request for Proposals (RfP)

The cost of going to market and cost of bidding 

are high

The process can take longer than a standard 

RfB

The purchaser may require specialist support to 

a) define the business needs, b) design and 

apply appropriate evaluation criteria and 

weightings and c) manage the process and 

deliverables. 

1

2

3

4

Suitable for non-standard procurements where 

complexity is moderate to high

Suitable for procurements where there is 

potential or need for innovation, new 

technologies or alternative solutions

Suitable where the purchaser does not want to 

accept the risk in design of the specifications

Delivers a customised and ‘fit for purpose’ 

solution for a unique or novel requirement

Source: World Bank 
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