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Section 1.3 Adopt - Select

RFP Analysis and Key Differentiators
Have this tool serve as a guide for sending out the request for proposal (RFP) and analyzing the results.

RFP Distribution

After conducting and compiling your assessments, defining your goals, mapping your current processes to inform your requirements analysis, and understanding the marketplace, you will be ready to compile the RFP (1.3 Request for Proposal) and send it to a short list of vendors—approximately four to six. 
Include your incumbent information system vendor for financial/administrative systems in your RFP distribution unless the vendor does not supply an electronic health record (EHR) or other desired health information technology (HIT). Even if you believe your incumbent may not have what you are looking for, inviting the incumbent to bid ensures that the incumbent is: 
· Either a good fit or not

· Given an equal opportunity to bid, eliminating their right to complain and minimizing the potential for them to cause disruption to your current operations
Include vendors that:

· Are within your general price range

· Have the application(s) you are looking for that are up and running in at least a few sites

· Are used by others in your broader community or type of environment 

· Have products in their suite that are already Certification Commission for Health Information Technology (CCHIT) certified, which will suggest their readiness to move forward with certification when it is applied to home health.
If you require financing or remote hosting from the vendor, be sure the vendor supplies these options (1.3 Vendor Selection and Understanding the Marketplace). If you are a public facility, you may need to post your RFP for any vendor to respond. Follow your organization’s guidelines in this case.
RFP Response Analysis

Once you send the RFP to the vendors, you will have four to six weeks before receiving responses—the timeline designated in your RFP. During this time:
· Ensure that only one person serves as the communication point with the vendors so that all are treated the same. For example, if one vendor has questions, you may need to send a modification to the RFP to all vendors. If one vendor wants to visit your facility prior to responding to the RFP, you need to decide if all vendors will be given this opportunity or you will decline the request. Vendors have many ways they attempt to ingratiate themselves into your organization, cultivating internal sales people and otherwise attempting to bias your selection. Alternatively, you can invite all vendors to a bidders conference or have them come separately to your site for an assessment. Having the vendors to your site may be helpful, as you do want the most complete and accurate response to your RFP.
· Develop key differentiators (see below) to make sure you have a tool that is easy to work with when evaluating the responses to the RFP.
· Decide how to approach your review of the RFP responses:

· Small organizations typically set up an HIT Steering Committee (1.1 HIT Project Governance) comprised of representatives from each stakeholder group to evaluate the responses. Assigning parts of the RFPs to domain specialists can be helpful. For example have your:

· Clinical staff review the functionality for point-of-care charting in depth. 

· IT staff, or an IT contractor, review the technical part of the proposal in depth.

· Administrator review the sections that speak to vendor viability and support, including whether references have been listed, what the vendor’s vision is for product enhancements, etc. 
· Clinical supervisory staff review the oversight responsibility for resource assignment, messaging, chart completion, charge capture, etc.
· Chief financial officer or other person with an accounting background review the sealed price bids to ensure you can make an apples-to-apples comparison. You will not start a contract negotiation process yet, but putting all prices on a spreadsheet so that the vendors can be compared on price later can be helpful. At this time, this individual should not reveal any aspect of the results of the price quotes to the HIT steering committee members—prices in a proposal are highly negotiable and do not necessarily reflect the opportunity for return on investment. 
· Once the responses are reviewed in depth, each group of reviewers needs to summarize their review using the key differentiators (see below). Tallying the scores from all the functionality in the RFP is possible, but this rarely yields useful information and focuses only on functionality. The total scores from such a tally will be large and often not very different (e.g., the difference between a score of 459 and 468 is not significant). You will not know if the difference in the scores is due to differences in key differentiators or to items that are not critical or might best be evaluated using other forms of due diligence, such as product demonstrations, site visits, or reference checks.

· Once you regroup to discuss the results, use the key differentiators tool to summarize the results of all members of the HIT steering committee. For outliers, individuals should be prepared to describe why they scored the way they did. Remember, the scoring should be based on the objective descriptions provided, not on subjective impressions or scale other than the one provided. 

· Based on discussion, you should be able to narrow the field of vendors down to the two or three on which you will focus the rest of your due diligence.
Communicating with Vendors

Once you have narrowed the field, you may want to contact the vendors who have been rejected from further review to indicate that you have rejected them for not fully meeting your criteria. This step is not necessary, but many organizations prefer to make some contact to avoid distracting calls from vendors who want to know whether they can conduct product demonstrations, etc. From this point forward, do not have further communication with these vendors—this is critical. You do not need to elaborate or explain your decision. Your designated communicator should reject calls or merely state your organization’s decision is final, and request that they not continue contacting you. This may sound harsh, but you need to take control of the process.

· Contact the vendors who are on the short list and arrange product demonstrations (1.3 Due Diligence). 

· Check to make sure you have a list of client references. In some cases, you need to make contacts with references prior to a product demonstration, or immediately after the demonstration and prior to site visits. Product demonstrations should enable you to shorten your list of potential vendors to two in order to reduce the cost and confusion of further due diligence.

Key Differentiators
Because many products will include many of the same functions, using the responses to the RFP can be very difficult for narrowing the field of vendors to the few for further due diligence. The complete response to the RFP ensures that all functionality is addressed in your ultimate contract with the vendor of choice, but it is overwhelming for narrowing the field. The key differentiator tool can be helpful for doing an objective, side-by-side comparison of the vendors based on a small number of factors you know to differ among them. 
To prepare to use the key differentiators tool:
1. Identify the functionality and other factors that are most important to your organization. These should include only 10 to 20 items, including functionality, technology, implementation support, and vendor viability. 

a. In order to determine key differentiators, you need to be well-educated on the potential capability present in the type of application under consideration. For example, if you are looking at a clinical messaging application, all such applications will send messages, but not all may direct a message (such as an alert) to a specific screen. If you are looking at a home health EHR, the ability to capture OASIS data is not a key differentiator. If the product does not perform this function it should never have been considered in the first place; and certainly if it has gotten this far it should not be considered further.
b. In some cases, a key differentiator may be a group of related functions. For example, a closed-loop medication management system—often described as medication “five rights”—may entail several functions (e.g., bar coding, electronic medication administration record, medication reconciliation) that must work together. The integration of such functionality may be the key differentiator, not that the electronic medication administration record functionality captures medication administration. 
c. Some organizations prioritize their list of key differentiators, and in some cases weight them. The level of specificity applied is up to you.

2. Once you have identified all key differentiators, use them to analyze each vendor as you review the responses to the request for proposal. 

a. When you begin the review process, it is good to review the key differentiators again with the reviewers to make sure everyone understands them and how to score them.

b. Scoring should be as objective as possible; hence, the scoring scale is not a ranking from low to high, but a rating on specific factors. Review the scoring scale and make sure that everyone understands the ratings and how to use the scale.

c. In some cases, the RFP may not be the best source for determining how well a product meets your needs. For example, if five vendors responded to the RFP, you may find that one vendor has provided a model service level agreement (SLA), another vendor may have described its service process, and the remaining three may have merely responded that they provide 24/7 service through a help desk. Not until you conduct site visits and reference checks will you be able to learn more about the quality of the service. In fact, the vendor with the model SLA may not be meeting the agreement frequently, whereas a vendor with a more simple response may reportedly do a better job. 

d. The goal of using the key differentiators to analyze responses to the RFP is to narrow the field of vendors to two or three for which you will do further due diligence (e.g., onsite demonstrations, site visits, and reference checks). 

3. Once you have analyzed each vendor’s response to the RFP, use the Key Differentiator tool again to record your assessment of the product based on the remaining steps in due diligence. 

Key Selection Differentiators Vendor Comparison

The example provided is for a home health EHR selection process. Replace the statements with your own and for the type of HIT you are analyzing.

Rating scale:

0 = product does not address and no indication that it will 
1 = product does not incorporate today but appears very likely to be available in near future 

2 = product is marginal and lacking in some but not all aspects of the differentiator

3 = product is satisfactory

4 = product fully meets or even exceeds the differentiator

	
	Analysis of All Vendor Responses to RFP 

	Key Differentiators 
(list in order of importance)
	Vendor A
	Vendor B
	Vendor C
	Vendor D
	Vendor E 

	I. Comprehensive functionality
	
	
	
	
	

	a. 
Intake referral management
	
	
	
	
	

	b. 
Positive person identification for clients
	
	
	
	
	

	c. 
Integrated medication management
	
	
	
	
	

	d. 
Clinical messaging alerts to the screen
	
	
	
	
	

	e. 
Diagrammatic review of systems
	
	
	
	
	

	f. 
Automatically produces narrative summary
	
	
	
	
	

	g. 
Ability to integrate OBQI with other data for continual quality improvement
	
	
	
	
	

	h. 
Integrates personal health record
	
	
	
	
	

	II. Technology
	
	
	
	
	

	a. 
Interfaces 
	
	
	
	
	

	b. 
Flexibility for in-house changes 
	
	
	
	
	

	c. 
Browser-based
	
	
	
	
	

	d. 
Utilizes existing infrastructure
	
	
	
	
	

	III. Implementation/ongoing support
	
	
	
	
	

	a. 
Turnover strategy (phasing)
	
	
	
	
	

	b. 
Training (super/end users)
	
	
	
	
	

	c. 
Upgrades (requirements, pacing, support)
	
	
	
	
	

	d.   Support (responsive, timing)
	
	
	
	
	

	IV. Vendor characteristics
	
	
	
	
	

	a. 
Vendor clinical staffing
	
	
	
	
	

	b. 
Financial stability
	
	
	
	
	

	c. 
Pricing strategy 
	
	
	
	
	

	Totals:
	
	
	
	
	


Key Selection Differentiators Vendor Due Diligence
The exact same tool as for the vendor comparison should be used for due diligence, transferring over a summary of the findings from the RFP analysis.
Rating scale:

0 = product does not address and no indication that it will
1 = product does not incorporate today but appears very likely to be available in near future 

2 = product is marginal and lacking in some but not all aspects of the differentiator 

3 = product is satisfactory 

4 = product fully meets or even exceeds the differentiator
	Vendor:
	Summary of All Due Diligence

	Key Differentiators 
(list in order of importance)
	RFP
	Demo


	Site Visit
	Reference Checks
	Average Score

	I. Comprehensive functionality
	
	
	
	
	

	a. 
Intake referral management
	
	
	
	
	

	b. 
Positive person identification for clients
	
	
	
	
	

	c. 
Integrated medication management
	
	
	
	
	

	d. 
Clinical messaging alerts to the screen
	
	
	
	
	

	e. 
Diagrammatic review of systems
	
	
	
	
	

	f. 
Automatically produces narrative summary
	
	
	
	
	

	g. 
Ability to integrate OBQI with other data for continual quality improvement
	
	
	
	
	

	h. 
Integrates personal health record
	
	
	
	
	

	II. Technology
	
	
	
	
	

	a. 
Interfaces 
	
	
	
	
	

	b. 
Flexibility for in-house changes 
	
	
	
	
	

	c. 
Browser-based
	
	
	
	
	

	d. 
Utilizes existing infrastructure
	
	
	
	
	

	III. Implementation/ongoing support
	
	
	
	
	

	a. 
Turnover strategy (phasing)
	
	
	
	
	

	b. 
Training (super/end users)
	
	
	
	
	

	c. 
Upgrades (requirements, pacing, support)
	
	
	
	
	

	d.   Support (responsive, timing)
	
	
	
	
	

	IV. Vendor characteristics
	
	
	
	
	

	a. 
Vendor clinical staffing
	
	
	
	
	

	b. 
Financial stability
	
	
	
	
	

	c. 
Pricing strategy 
	
	
	
	
	

	Totals:
	
	
	
	
	


For support using the toolkit

Stratis Health ( Health Information Technology Services

952-854-3306 ( info@stratishealth.org

www.stratishealth.org
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