Project Management Research Institute

Strategic Procurement and Evaluation of
a Learning Management System (LMS)

Company: TechNova Solutions (A mid-sized technology consulting firm) Project Goal: Procure
and implement a new, scalable LMS to train 500+ employees and track mandatory compliance
certifications.

Phase 1: Establishing the Evaluation Criteria Table
(The Scorecard)

The first step for the TechNova Procurement Team (led by Project Manager, Sarah) was to
define what matters most. Simply listing features wasn't enough; they needed a quantifiable
system.

1.1 Defining Categories and Weights

The team identified four primary categories and assigned a weight percentage based on
business priority. This weighting ensures that features critical to the company's success (like
security) impact the final score more heavily than less critical features (like custom branding).

Evaluation Category Weight (%) Rationale
I. Core Functionality & 35% Must support core business
Features needs: SCORM/xAPI support,

course creation, and
testing/quizzing capabilities.

Il. Technical & Security 30% Mandatory requirements: Cloud
security compliance, single
sign-on (SSO), and robust API
integration for HR systems.

lll. User Experience (UX) & [25% Directly impacts adoption rates:
Support Mobile readiness, intuitive
interface, and quality/availability|
of vendor technical support.

IV. Cost & Vendor Viability 10% Long-term financial stability and
clear pricing model.

1.2 Developing Specific Criteria and Rating Scale

Within each category, specific criteria were defined, and a standard rating scale was established
to ensure objective scoring:

e Rating Scale: 0 (Not Available) to 5 (Exceeds Requirements/Best-in-Class).

e Weighted Score Calculation: (Raw Score * Criteria Weight * Category Weight)
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Category Specific Criterion Criteria Weight (Max 1.0)

I. Core Functionality Course Catalog Management [0.35
(Search/Filter)

|. Core Functionality Reporting & Analytics Depth  10.40

|. Core Functionality Multi-Language Support 0.25

Il. Technical & Security Single Sign-On (SSO) 0.40
Capability

Il. Technical & Security Data Export/Migration 0.30
Capabilities

Il. Technical & Security Compliance (e.g., ISO 27001) 10.30

lll. UX & Support Mobile App Experience 0.45

lll. UX & Support Customer Support Response  [0.30
Time SLA

lll. UX & Support Admin Interface Ease-of-Use [0.25

Phase 2: Data Collection and Initial Screening

With the detailed evaluation criteria table ready, the team began collecting necessary data from
potential LMS providers.

2.1 Request for Proposal (RFP)
TechNova issued a detailed RFP to 8 leading LMS vendors. The RFP specifically instructed
vendors to respond to each of the 10 defined criteria, providing technical specifications,

evidence of security compliance, and a detailed breakdown of implementation and recurring
costs.

2.2 Product Demonstrations

Based on the RFP responses, the pool was narrowed to 5 vendors who demonstrated the
strongest alignment with the security and core functionality needs. Each vendor was then
required to perform a scripted demo focusing specifically on:

1. Scenario A (Learner): Accessing a course on a mobile device and completing a quiz.
2. Scenario B (Admin): Generating a report on all overdue compliance training.

2.3 Initial Scoring

After the demos, the 10-person evaluation committee (including IT, HR, and Training
stakeholders) independently scored the 5 vendors against the User Experience (UX) criteria
based on the live demo. The Project Manager aggregated these subjective scores.

Phase 3: Analysis, Final Scoring, and Shortlisting

This phase involved applying the established weighting to the collected data to arrive at a
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data-driven conclusion.

3.1 Final Score Aggregation Example

Below is a simplified example showing how the final weighted scores were calculated for the top
three vendors. The raw scores were multiplied by the criteria weight and then by the category
weight (e.g., 35% for Core Functionality).

Vendor Core Technical & UX & Support [Cost (10%) Total
Functionality  [Security (30%) |(25%) Weighted
(35%) Score (Max

5.0)

LMS Alpha 1.35 1.20 1.05 0.35 3.95

LMS Beta 1.20 1.45 1.10 0.45 4.20

LMS Gamma |[1.40 1.00 0.90 0.50 3.80

Vendor Delta |... 3.10

Vendor Epsilon |... 2.95

3.2 Shortlisting Decision
The results clearly showed LMS Beta and LMS Alpha as the strongest contenders.

e LMS Beta (Score: 4.20): Scored highest overall, driven by its exceptional technical stack
(best SSO integration and security compliance) and strong UX. Its total cost was
moderate, resulting in a high ROI score.

e LMS Alpha (Score: 3.95): Scored highest in Core Functionality (superior reporting
features and customizable dashboards). While its technical score was lower than Beta's,
its feature richness made it highly competitive.

Final Action: TechNova formally shortlisted LMS Beta and LMS Alpha. The project now moves
into a "Deep Dive" phase, which involves negotiating final contract terms, securing references
from similar clients, and conducting a final Proof of Concept (PoC) for both candidates before
making the final procurement decision.

By using a transparent, weighted criteria table, TechNova transformed a subjective choice into
an objective, defensible business decision, ensuring the selected LMS aligned perfectly with the
company's strategic priorities.

pmri.in Page # 3


http://pmri.in

	Strategic Procurement and Evaluation of a Learning Management System (LMS) 
	Phase 1: Establishing the Evaluation Criteria Table (The Scorecard) 
	1.1 Defining Categories and Weights 
	 
	1.2 Developing Specific Criteria and Rating Scale 

	 
	Phase 2: Data Collection and Initial Screening 
	2.1 Request for Proposal (RFP) 
	2.2 Product Demonstrations 
	2.3 Initial Scoring 

	Phase 3: Analysis, Final Scoring, and Shortlisting 
	3.1 Final Score Aggregation Example 
	 
	3.2 Shortlisting Decision 



