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How to Fortify Your Agency Before the Next Big Procurement
Reservation and licensing system contracts can provide up to a decade of continuity, but

procurement and implementation may take several years. Planning must begin well before

the current contract expires.

Here is what agencies need to know: the strongest outcomes are built before an RFP is

drafted. Agencies need a clear view of the current contract, reliable transaction data,

documented future needs, the right internal team, and enough time for approvals and

implementation. This resource shows how to build that foundation and where the schedule

is most likely to expand.

Begin Before the RFP
Start by building the business record behind the decision. Clarify the timeline, align

stakeholders, assemble defensible data, and understand the available contract options

before committing to a path.

Identify requirements that can affect cost, vendor participation, and approvals, including

cybersecurity, accessibility, artificial intelligence, data governance, integrations, insurance,

and liability terms. Addressing them early gives program, IT, procurement, legal, and

finance teams time to resolve issues before the solicitation is drafted.

Establish Shared Procurement Language
Procurement terminology and procedures vary by state. Before planning begins, the team

should agree on how the agency uses terms such as Request for Information, Request for

Proposals, Request for Quotes, Request for Statements of Qualifications, Invitation to

Negotiate, Best and Final Offer, demonstrations, and minority business requirements.

Shared definitions reduce confusion about the process, decision points, and approvals.

The team should also align on schedule assumptions. Vendor questions, amendments,

demonstrations, protests, and outside requirements all affect timing. Those impacts

should be discussed before leadership commits to a target release or launch date.
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Start Earlier Than You Think
The earlier an agency defines its needs, the more control it keeps. Procurement, legal, IT,

finance, operations, and program teams all need time to review the business case and

requirements. Staff turnover can also weaken institutional knowledge if decisions, contract

history, and operating needs have not been documented.

A late start can create service risk and force the agency to make decisions around an

expiring contract. Early planning gives leadership time to address customer service needs,

data risks, security requirements, insurance, liability, inflation adjustments, and the rising

cost of service without relying on aggressive assumptions or compressed schedules.

Pick the Team That Can Defend the Decision
The evaluation team should be considered long before proposals arrive. A sound decision

must also be explained, supported, and connected to agency outcomes. The planning group

should include people who own the business case, understand daily operations, can

evaluate technical and contractual risk, and can defend the written record.

Program, operations, finance, IT, security, legal, procurement, and leadership each hold part

of the information needed for the next contract. Involving them early allows the agency to

resolve differences while it still has time to make deliberate choices.

Understand the Renewal Path
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Renewal decisions are not governed by one

universal contract structure. The available

path depends on state rules, the current

agreement, the remaining option years,

notice requirements, and the agency's

business case. Some agencies may have a

clear renewal or extension path. Others may

need to expand the scope or begin a

competitive procurement.

The agency should determine what its

contract allows today and what it will need

five years from now. Longer terms, added

services, pricing changes, and continuity

needs should be supported by a clear

business rationale and discussed early with

procurement and legal counsel.



Know Your Current Contract Position
Leadership should be able to explain the agency's contract options in a short executive

briefing. That requires a current record of the following terms and operating history.

Build the Business Case Before Procurement

Page 3

Renewal and Procurement Readiness for Licensing Systems

Term and notice Current term, renewal windows, extension options, deadlines, 

and notice requirements.

Pricing Transaction fees, escalation clauses, inflation adjustments, and other 

pricing terms.

Scope Core services, optional services, add-ons, and known gaps.

Performance Service-level commitments, support history, and recurring 

operational issues.

Change history Change orders, added capabilities, unresolved requests, and 

their costs.

Dependencies Critical integrations, payment services, data exchanges, and 

transition obligations.

The business case should document why the agency may renew, extend, expand, or rebid

before the procurement process determines how the work will proceed. It should answer

five questions: What is working well today? What needs to improve? What new capabilities

are needed? What risks should the next contract address? What evidence supports the

available paths?

Transaction data is part of that evidence. For transaction-fee pricing, agencies should

compile at least three years of volumes by transaction type, channel, location, and

season. Reliable volumes help vendors prepare accurate proposals and allow the agency

to compare pricing on the same basis.

Complete the Procurement Readiness Checklist

Before choosing a path, the agency should confirm that the internal record is complete.

Stakeholders should agree on the timeline and decision process. Current pain points and

future priorities should be documented. Usage, revenue, service, and support data should

be available. Required integrations, security needs, accessibility obligations, and

compliance requirements should also be clear.

A useful test is whether the agency could begin a clean procurement without relying on

undocumented staff knowledge. If the answer is no, the missing information becomes the

preparation roadmap.



1. Gather requirements 
Engage business and oversight teams. Document and prioritize

business, technical, integration, reporting, security, implementation, and

support needs. Include lessons learned and expected future needs.

2. Compile transaction data 
Provide at least three years of accurate volumes by transaction type,

channel, location, and season so vendors can prepare comparable

transaction-fee pricing.

3. Develop and approve the RFP 

Translate requirements into the scope, pricing structure, service levels,

evaluation criteria, and contract terms. Allow IT to review architecture,

security, integrations, accessibility, and technology standards.

4. Enter the procurement queue 

Submit the approved package to the state procurement office. Review

and release may take many months and, depending on workload and

priorities, could take as long as a year.

5. Release the RFP and conduct Q&A 

Give vendors enough time to study the solicitation and ask detailed

questions. Issue amendments when the agency needs to clarify or

correct the RFP.

6. Receive and evaluate proposals 

Evaluate every compliant proposal against the published criteria,

including solution, implementation, qualifications, security, service

levels, contract exceptions, and cost. Select the top two or three

vendors to advance to demonstrations.

7. Conduct demonstrations and BAFO 

Schedule structured demonstrations tied directly to the requirements.

Preparation, scheduling, and evaluation can take several weeks. If

appropriate, request a Best and Final Offer to confirm pricing, clarify

commitments, and obtain each finalist’s strongest proposal.

8. Award and navigate any protest 

Complete final scoring, approvals, and award documentation. Allow for

the required protest period. A protest could delay the process by two

weeks, six months, or longer.

9. Negotiate and execute the contract 

Finalize scope, pricing, service levels, milestones, data protections,

remedies, and transition requirements. Legal negotiations can take

considerable time. The vendor cannot begin substantive implementation

work until the contract is fully executed.

10. Implement and launch 

Allow approximately one full year from contract execution to launch.

This period is needed for discovery, configuration, integrations, data

migration, testing, security reviews, training, change management, and

transition from the incumbent system.

Understand the Full Procurement Lifecycle
The steps below describe a typical licensing system procurement. The sequence and

required approvals vary by jurisdiction, but each stage needs enough time to produce a

clear and defensible record.

Page 4

Renewal and Procurement Readiness for Licensing Systems


	Readiness for Reservation and Licensing Systems
	How to Fortify Your Agency Before the Next Big Procurement
	Reservation and licensing system contracts can provide up to a decade of continuity, but procurement and implementation may take several years. Planning must begin well before the current contract expires.
	Here is what agencies need to know: the strongest outcomes are built before an RFP is drafted. Agencies need a clear view of the current contract, reliable transaction data, documented future needs, the right internal team, and enough time for approvals and implementation. This resource shows how to build that foundation and where the schedule is most likely to expand.
	Begin Before the RFP
	Start by building the business record behind the decision. Clarify the timeline, align stakeholders, assemble defensible data, and understand the available contract options before committing to a path.
	Identify requirements that can affect cost, vendor participation, and approvals, including cybersecurity, accessibility, artificial intelligence, data governance, integrations, insurance, and liability terms. Addressing them early gives program, IT, procurement, legal, and finance teams time to resolve issues before the solicitation is drafted.

	Establish Shared Procurement Language
	Procurement terminology and procedures vary by state. Before planning begins, the team should agree on how the agency uses terms such as Request for Information, Request for Proposals, Request for Quotes, Request for Statements of Qualifications, Invitation to Negotiate, Best and Final Offer, demonstrations, and minority business requirements. Shared definitions reduce confusion about the process, decision points, and approvals.
	The team should also align on schedule assumptions. Vendor questions, amendments, demonstrations, protests, and outside requirements all affect timing. Those impacts should be discussed before leadership commits to a target release or launch date.
	Start Earlier Than You Think
	The earlier an agency defines its needs, the more control it keeps. Procurement, legal, IT, finance, operations, and program teams all need time to review the business case and requirements. Staff turnover can also weaken institutional knowledge if decisions, contract history, and operating needs have not been documented.
	A late start can create service risk and force the agency to make decisions around an expiring contract. Early planning gives leadership time to address customer service needs, data risks, security requirements, insurance, liability, inflation adjustments, and the rising cost of service without relying on aggressive assumptions or compressed schedules.

	Pick the Team That Can Defend the Decision
	The evaluation team should be considered long before proposals arrive. A sound decision must also be explained, supported, and connected to agency outcomes. The planning group should include people who own the business case, understand daily operations, can evaluate technical and contractual risk, and can defend the written record.
	Program, operations, finance, IT, security, legal, procurement, and leadership each hold part of the information needed for the next contract. Involving them early allows the agency to resolve differences while it still has time to make deliberate choices.

	Understand the Renewal Path
	Renewal decisions are not governed by one universal contract structure. The available path depends on state rules, the current agreement, the remaining option years, notice requirements, and the agency's business case. Some agencies may have a clear renewal or extension path. Others may need to expand the scope or begin a competitive procurement.
	The agency should determine what its contract allows today and what it will need five years from now. Longer terms, added services, pricing changes, and continuity needs should be supported by a clear business rationale and discussed early with procurement and legal counsel.

	Know Your Current Contract Position
	Leadership should be able to explain the agency's contract options in a short executive briefing. That requires a current record of the following terms and operating history.
	Term and notice Current term, renewal windows, extension options, deadlines,
	and notice requirements.
	Pricing Transaction fees, escalation clauses, inflation adjustments, and other
	pricing terms.
	Scope Core services, optional services, add-ons, and known gaps.
	Performance Service-level commitments, support history, and recurring
	operational issues.
	Change history Change orders, added capabilities, unresolved requests, and
	their costs.
	Dependencies Critical integrations, payment services, data exchanges, and
	transition obligations.

	Build the Business Case Before Procurement
	The business case should document why the agency may renew, extend, expand, or rebid before the procurement process determines how the work will proceed. It should answer five questions: What is working well today? What needs to improve? What new capabilities are needed? What risks should the next contract address? What evidence supports the available paths?
	Transaction data is part of that evidence. For transaction-fee pricing, agencies should compile at least three years of volumes by transaction type, channel, location, and season. Reliable volumes help vendors prepare accurate proposals and allow the agency to compare pricing on the same basis.

	Complete the Procurement Readiness Checklist
	Before choosing a path, the agency should confirm that the internal record is complete. Stakeholders should agree on the timeline and decision process. Current pain points and future priorities should be documented. Usage, revenue, service, and support data should be available. Required integrations, security needs, accessibility obligations, and compliance requirements should also be clear.
	A useful test is whether the agency could begin a clean procurement without relying on undocumented staff knowledge. If the answer is no, the missing information becomes the preparation roadmap.


