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Absolutely must have, not negotiable, do not consider a vendor without this requirement
Highly preferred, can possibly do without it but only if absolutely necessary
Preferred but not a deal-breaker
Nice to have
Not a requirement for my team

It is important to not dilute any of the #1 requirements. If one team absolutely requires it and
another only considers it "nice to have", it is still required. 
Don’t let different stakeholders see each other’s ratings. This can skew the results either by rating
higher/lower to offset someone else or choosing their rating to match another’s. 
When choosing how to weigh the responses, make sure to include the main decision-makers and
have them all agree. Example: The head of technology uses weightings from HR, to avoid friction.
Then when the actual decision comes, the rating changes and it creates a bit of chaos. 

The first thing you want to do may seem obvious but is often overlooked. Make and rank a list of all
your requirements, even if you’re the only one giving them. This should not be a list in your head!
Write everything down on a spreadsheet or form. You can rank them as they are created or do it in
two steps (create in step 1 and rank in step 2). If you have multiple people to gather this information
from, the best way is to separate it into steps. This way you can collect everything, combine the
duplicates, and present the whole list of requirements to everyone. They may see some they didn’t
think of and will want to rank those too. If it’s just one person, you can use a 1-4 ranking. For multiple
stakeholders, use 1-5 and make sure they understand what the rankings mean: 

1.
2.
3.
4.
5.

If you gathered requirements from multiple teams/team members, you’ll need to combine their
rankings for weighting. There is no one way to properly do this. It is a unique decision that will
depend on your particular setup. Here are some tips and tricks for multiple teams: 

Introduction

BGSF PAGE 03

Almost every business uses third-party vendors. These suppliers provide goods and services critical to
an organization's successful operation. Subsequently, choosing the wrong vendor can cause a wide
range of problems, from minor irritations to putting a company out of business. So, how does one
know if the right one has been selected? Relying purely on ratings won’t do the trick because one size
does not fit all. And you don’t just want a good solution, you want the best option that meets your
specific needs. Momentum Solutionz, powered by BGSF, has perfected a method that helps you find
the right technology vendors based on your organization’s unique requirements.

Step 1: Gather and Rank Requirements 



You spent weeks narrowing the list down to the top ten candidates. A stakeholder suddenly hears
about a “new” vendor and wants to know why they aren’t being considered. You find them on
your comprehensive list and tell them exactly what requirements weren’t met. 

A requirement ranking changed late in the process. (This is common, for a #1 ranking to filter out
too many companies so it gets lowered to a 2 or 3.) Good news, you don’t have to start over! Just
find the vendors that were filtered out for this requirement and add them to the shortlist.

Okay, you have your spreadsheet (or similar tool) ready with all the requirements. Now it’s time to
find all the vendors you'll be evaluating and add them to it. You might already have a list of well-
known names, but this typically includes only larger companies and/or vendors with the best
marketing. It’s a good idea to search around for more names, especially if you’re on a budget. Don’t
worry too much about the time it will take to speak with all of them. With your handy requirements
list, you should be able to cross many of them off your list just by looking at their websites. 

It’s tough for us to recommend other places to look for vendors without having a specific technology
in mind, but you can include looking at industry-focused conventions (either their industry or yours)
and basic internet searches. You may also find success by asking for referrals on social media or
researching similar organizations to see what they are using.

Best Practice: This list should include all names, regardless of what requirements they currently meet.
Document every name you find and put them in a spreadsheet or another similar tool. Here are a few
examples of when this list could come in handy:  
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Step 2: Research and Record Everything 



After researching and recording every possible vendor you could find, you
should now have a long list to consider. It may seem like a daunting task to
sort through this many companies, but if you filter in smaller steps, it will be
much easier. Filtering out the first 50% could be accomplished before you
even speak to anyone!

CHECK THEIR WEBSITES 

If you haven’t already, run through your vendor list and document every
company’s website. Then skim through each one to see if any of the #1
“absolutely must have” requirements are met or not met. If you find just one
of the #1 requirements is not met, mark it, and move on to the next vendor. 
 
CREATE AND DISTRIBUTE AN INFORMATION REQUEST 

A “Request for Information” or “RFI” is an important document for both sides
of this adventure. The main purpose of the RFI is to filter out the remaining
solutions that don’t meet your highest-ranked requirements. The secondary
purpose is to save everyone time. You don’t want to skim through a long list of
answers any more than vendors want to spend the time writing them! Good
vendors might even take themselves out of the running if they are required to
spend too much time writing a proposal before they can make sure they’re a
good fit. That’s worth saying again: if the process feels like a waste of time to
them, you will lose some of your options. The RFI should be short but just long
enough to give you the data you need to choose a much smaller list of
companies. The RFI should be about 5-10 questions. 

 
Best Practice: This may be the first time certain vendors are hearing from you,
whether by phone or email. It will help to give them details about how you
plan on running the decision-making process. Be kind and answer any short
questions they might have but don’t let them push you into spending too
much time with them just yet. They WILL try to set up meetings! Let them
know you’re considering a few vendors and that you are excited to speak with
them all, but in order to treat everyone fairly, you’ll only be setting up
meetings after they answer this short questionnaire.  
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Step 3: Filter in Small Steps 



Depending on the technology you’re looking for, your RFP may need to include details about your
organization that are not public. Make sure to send an NDA to everyone before releasing the RFP
to them. (Example: A Managed Security Provider would need to know details about your network
before they could give you pricing.) 
Be clear in your expectations for the proposal. If you want the questions answered in a specific
order or format, say so.  
If possible, save some of the questions for the interviews. The “nice to have” requirements might
not need to be included. You don’t want them to back out because they can’t find time to finish
the whole RFP. 
If your vendor list is still long, you may want to consider a second RFI to shorten it before starting
the RFP. Example: You’re looking for an HR software solution but on a very tight budget. You still
have 25 vendors to consider, which is too many for a long RFP. You could ask them for a general
price range to filter out another 20-30% of them.

CREATE AND DISTRIBUTE A PROPOSAL REQUEST 

A “Request for Proposal” or “RFP” is where you’ll start getting pricing. This is the point where you
might want to set up meetings. Detailed proposals can take up a good chunk of time to prepare and it
is fair to give vendors some of your time before they do that. If you can’t meet with them individually,
a group call could work in some cases. Another option would be to release the proposal to everyone,
give them seven days to send in questions, then release all the questions and answers to all vendors.
You may even alter the RFP based on their questions.  

Some other tips:  
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Just like we did in Step 1, you will want to keep the stakeholders from seeing each other’s ratings.
There are many tools/forms to accomplish this, even if it is as simple as sending everyone their
own copy of a spreadsheet. 
It is possible the importance of some of the requirements will change at this point, so be ready to
make updates before everything is finalized. 
Don’t let multiple people rank the prices. It should be set ranges that apply consistently to all. 
The ranking scale doesn’t matter as long as everyone uses the same one. (1-10, 1-5, etc.) If there’s
a steering committee and they are accustomed to seeing rankings in a particular scale, use that.
Ranking scales can be surprisingly difficult to transfer accurately. 

Record all meetings, if possible, especially if a key person can’t make it.  
Have the survey questions ready before you start the interviews/demos. It will help guide the
meetings and make sure nothing is forgotten. 
Like before, have everyone provide their feedback individually before meeting as a group. 

RANK THE RFP ANSWERS 

Your goal now is to choose approximately three to six final solutions. You will likely spend a few hours
with each company, so keep that in mind when deciding how many to move forward with. Rank their
answers on the spreadsheet/tool you’ve been using so far. You’ll want to end with a single number for
each vendor so you can easily pick the highest-ranking solutions to continue with. One way to do this
is to give a higher weight to the more important requirements. Since every solution in this step
already passed all #1 requirements, you can focus on the 2s, 3s, and 4s.  

 
Best practices for multiple stakeholders (we learned these the hard way):

INTERVIEWS AND LIVE DEMOS 

Let’s get ready to rumble! This step is self-explanatory. You’ll take the three to six finalists and
schedule demos with them. After the meetings, have all stakeholders fill out a survey. The survey
should be anything you want their opinion or ranking on. Examples: Did the team seem competent?
What pieces of the demo did you like or dislike? After all the demos are finished and all surveys are in, the
team should pick one to two of the options and check references.  

 
Best Practices:



FINAL NEGOTIATIONS

This is the last chance to negotiate the contract and cost of your chosen solution. If you like one of the
vendors more than the others but there is a large price gap between them, don’t be afraid to tell
them! They may be able to lower the price or offer add-ons at no additional cost. Once you have all
the final pricing, it’s time to make your decision! 
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Recap
This may seem like a lengthy process but keep in mind, choosing the wrong vendor could end up
costing you much more down the road. If your team doesn’t have the bandwidth, Momentum
Solutionz has years of experience helping organizations with their vendor selection projects! 

Contact us today:

Lorne Kaufman
Vice President of Managed Services - Momentum Solutionz, Powered by BGSF
Phone 804.306.2155 |  lkaufman@momentumsolutionz.com
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