
Insight #7
Key aspects to 
consider when 
evaluating offers in 
your PCP tender



Today’s agenda

1. A short introduction to PCPs
2. The unique mechanics of a PCP tender evaluation
3. Key aspects and lessons learned
4. Closing remarks
5. Questions (and possibly even answers)



Introduction to PCP
Key facts
• PCP is a special way for public procurers to buy

research and development services to develop
and test innovative solutions that are not yet
commercially available.

• Step-by-Step approach
• 4 Phases, of which Phase 0 is the preperatory

phase in which much of the work we talk about
happens



PCP in a nutshell
The classic approach

“PCP is a demand-side innovation policy
instrument to address market failures in
R&D for unmet public needs. “ - EC

PCP allows procurers to systematically weigh the pros and cons of competing alternatives while reducing 
risks associated with each stage.



Evaluation in PCPs
Three times the fun!
You not only evaluate: is it good? But also: 
can it get better?

Cherry on top: You’re evaluating 
something that does not exist yet.



Key aspects
& lessons learnt

1. The solution must align with the goals of
your PCP

2. It should be technically feasible
3. Innovation – are the ideas fresh, and
4. Expertise - do the people behind them know

what they are doing?
5. Value for money



Relevance, feasibility, Innovation

Complexity

You don’t want a 
multi-tool that can 
open cans and tune 
guitars if what you 
need is a scalpel

Over-
engineering
You don’t need a 
robot to butter your 
toast when a knife 
works just fine.

Grounded in 
reality
A plan that looks 
great on paper but 
collapses in the real 
world is no plan at 
all.

Innovation

Innovation should 
simplify, enhance, 
and deliver results –
anything else is 
glitter, not gold.



Capability, expertise, value for money

The team

You want suppliers 
that are more than 
just big talkers – they 
need a track record, 
skills and the right 
expertise to deliver.

Money I

Value for money is 
not about finding the 
lowest price.

Money II

Invest in a solution 
that delivers long-
term benefits without 
blowing your budget.

Money III

Especially in PCPs, it 
is about 
sustainability, 
lifecycle costs, and 
outcomes, not initial 
savings.



Lessons learnt



Three types of requirements:

Type 1
Binary (Yes/No)

Type 2
Quantitative (e.g., measurable metrics – at
the respective stage!)

Type 3
Qualitative (e.g., innovation and usability)

Beyond basics
Requirements
Keep the evaluation in the back of your head when 
drafting the tender documents.

That helps to set clear and (reasonably) concise 
requirements – ideally measurable ones later on.



Detailed criteria
…and when they stifle creativity

Imagine a PCP for an AI-powered
Diagnostic Tool in Healthcare.

Example criteria:

• The AI algorithm must use neural networks trained on at least 50,000 labeled chest X-ray images
• The tool must process images within 2 seconds using a GPU.

Why may that be limiting?

• Mandating AI with neural networks excludes other potentially superior techniques.
• Suppliers are restricted to how they solve the problem rather than what they solve



Detailed criteria
…and when they stifle creativity II

Imagine a PCP for an AI-powered
Diagnostic Tool in Healthcare.

Example criteria:

• The AI algorithm must use neural networks trained on at least 50,000 labeled chest X-ray images
• The tool must process images within 2 seconds using a GPU.

Alternative requirements?

• The diagnostic tool must demonstrate the ability to identify anomalies in chest X-ray images with a
minimum accuracy of 90%.

• Suppliers must estimate processing time per image and outline hardware requirements, ensuring
compatibility with standard hospital IT infrastructure.



Detailed criteria
…and when they really matter

Imagine a PCP for a Patient Data Platform.
Think: GDPR. Think also: Compliance-Heavy.

Example criteria:

• The platform must store data in encrypted formats using AES-256 encryption.
• Access control must include multi-factor authentication for all user roles.
• Audit logs must capture all data access attempts and retain them for a minimum of 5 years.

Why do they matter?

• Detailed criteria ensure compliance with legal and regulatory requirements.
• Suppliers understand non-negotiable elements of the project, while evaluators have a clear basis for

assessment.
• Vague criteria like "The platform must be secure" could lead to non-compliant solutions slipping through.



Granularity & weighting
It depends on the PCP’s priorities

Does every single requirement get a weight,
or does it rather make sense to group
requirements and assign weights per
group?

Assign weights to individual
requirements when…

Group requirements and assign single
weights when…

Your PCP has critical requirements that
must be met with precision.

Your PCP encompasses many
requirements that can be (logically)
categorised.

You need to differentiate between the
importance of specific features.

You aim for a more holistic evaluation of
your proposals.

A detailed evaluation is necessary for
compliance reasons.

Efficiency and simplicity are priorities for
the evaluation process.



Changing weights
…across phases

You can have the same requirements
across all phases and adjust the weighting.
You can also add and remove requirements
for each phase .
Combinations are possible as well.

High to moderate weights in a tender for :
Phase I
• innovation and originality
• Feasibility and solution design, PM and team expertise

Phase II
• feasibility and prototype testing
• PM and expertise

Phase III
• performance, reliability, compliance,
• cost efficiency and user involvement



Evaluation Committees
Time is of the essence

Internal vs external vs hybrid committee
Conflict of Interests

Expert Board

Aspect Internal External Hybrid

Advantages • Familiarity with procurement objectives
• Lower cost as staff is already on payroll

• Brings in specialised knowledge
• Objective and unbiased 

perspective

• Combines internal familiarity 
with external expertise

Disadvantages • Limited capacity due to other duties
• Risk of bias from prior procurements

• Higher costs for external 
consultants

• Potential learning curve to 
understand PCPs in general and 
in particular

• Requires coordination between 
internal and external members

• Potential for overlapping roles

Conflicts of Interest • Risk due to connections within the 
organisation

• Lower – but must still be 
managed

• Conflict management is 
essential due to dual 
representation

Use cases • When resources are limited
• To maintain continuity in the procurement 

process
• When all expertise is available in-house

• For assessing highly technical 
or novel proposals

• When internal expertise is 
lacking

• When a balance of contextual 
and technical expertise is 
needed

Costs • Generally low • Higher due to external hiring • Moderate to high, depending on 
the number of external 
members



Practical scoring
…and feedback

Evaluators should provide a rationale
alongside scores. - Scores alone tell
tenderers where they stand, but not why.

Same feedback, weak and strong:

• Weak: User interface not good
• Strong: The user interface lacks intuitive design, making navigation challenging, particularly for non-

technical users. Critical functions like Search and Settings are buried under multiple submenus, and
buttons lack consistent labeling or visual indicators. Improvements in layout and consistency are
recommended.

Why?

• Feedback will help tenderers to improve their proposals and ideally make life easier in subsequent Phases
• Meaningful feedback strengthens relationships – even with unsuccessful tenderers



Transparency
…and documentation

Communication is key.
Documentation is your keyring.

Provide a clear explanation of the evaluation process in the tender documents

• Including, if possible, what constitutes a satisfactory response to a requirement

Communicate any changes of the tender documents

• Include a changelog for the tender documents
• Ask for email address before downloading



Transparency
…and documentation II

Communication is key.
Documentation is your keyring.

Provide clear contact information for queries throughout the process – from Phase 0 to Phase III

• During the tender stage, think about having clarification meetings with interested suppliers and
disseminate the outcomes

• Do not accept questions through any other channel

Document everything thoroughly

• Compliance, obviously
• Also: preserving knowledge, especially if team members change



Balancing Innovation
…with feasability

…because nothing says innovation like
stringing together enough buzzwords to
make your head spin.

• Blockchain for simple data storage

• IoT integration everywhere (and remember: the S in IoT stands for security)

• AI for basic calculations

• Quantum algorithms for optimising clinical decision support

• → Ever came into contact with a “synergistic, hyper-distributed, AI-driven edge cloud”?



Balancing Innovation
…with feasibility II

If the description alone needs its own user
manual, it is probably time to ask: Does
anyone actually know what this does?

• What to spot?
• Unclear value – The technology does not clearly solve a specific problem or add measureable

benefits

• Excessive complexity – The proposal adds unnecessary layers of tech when simpler solutions exist

• Buzzword overload – The language is heavy on hype but light on practicality. Let alone detailed
explanations.

• Weak demonstration of feasibility – The tenderer focuses on theoretical possibilities but provides
little evidence that the solution can work in real-world conditions.



Evaluating IPR – Key aspects

Foreground 
IPR ownership

Make sure suppliers 
understand (and 
confirm) that they 
retain ownership of 
the developed IPR.

Usage rights 
for procurers
Are the proposed 
licensing terms clear, 
fair, and sufficient for 
the project needs?

Think about rights for 
internal use, testing, 
pilot deployments 
and potential 
sublicensing.

Background IPR 
and 
dependencies

Check whether 
suppliers adequately 
document and 
describe third-party 
IPR dependencies.

Ensure these 
dependencies will 
not hinder the 
project’s progress or 
scalability.

Commercialis
ation strategy

Assess the supplier’s 
plan for exploiting 
the IPR post-PCP.

Does it align with 
market demands 
and offer long-term 
benefits?



Evaluating IPR – Evaluation Tips

IPR framework 
template

Standardise
evaluation by using 
templates to assess 
foreground and 
background IPR, 
licensing terms, and 
commercialisation
plans.

Consider 
Scalability and 
Reusability

Do the IPR terms 
allow for wider 
adoption or reuse by 
public procurers in 
similar contexts?

Risk 
mitigation
Ensure transparency 
and documentation of 
IPR risks by suppliers, 
including dependency 
on proprietary tools or 
external IP.
Explore options like 
escrow agreements 
for critical 
components (e.g., 
source code, 
documentation).

Long-term 
value

Evaluate whether the 
proposed IPR 
strategy supports the 
solution’s 
sustainability and 
continued impact 
beyond the PCP 
phases.



Evaluating Value
Cost-effectiveness

Cheap today often means expensive
tomorrow.

What are typical items to evaluate cost-effectiveness

• Total cost of ownership (TCO) – Assess all costs, including R&D, deployment, maintenance(!) and
operational costs

• Performance vs. Cost – Will it improve efficiency, reduce waste, or streamline processes in a way that
justifies the cost?

• Impact on resources – Will it save time, labour, or other resources for you as procurer?

• Scalability costs – will it be possible to implement the solution more widely or reuse withouth significant
additional investment?



Closing remarks
If nothing else, remember this: you are not
just procuring a solution—you are making
bureaucracy work for innovation.

Design your tender with evaluation in mind

Flexibility is crucial for multi-phase PCPs

A strong evaluation committee is non-negotiable

Innovation must be practical, not flashy

Documentation is not just compliance – it is strategy

Value-based procurement beats “cheapest wins”



Who are we?
P4H at empirica
A multidisciplinary team of consultants based in 
Bonn, Germany.

Sonja Müller (Sonja.mueller@empirica.com)
Lutz Kubitschke (Lutz.Kubitschke@empirica.com
Klaus Piesche (Klaus.Piesche@empirica.com)

https://empirica.com

Our role in PCPs:
With over 8 years of PCP experience, we
guide public procurers through the entire
PCP journey — from early requirements
engineering and market consultations to
tendering, evaluations, and beyond.
Our tailored support tries to ensure that
every stage of the PCP process is managed
efficiently and effectively, helping procurers
achieve innovative and practical results.

Beyond PCPs
• Research and Consultancy in Digital

Health and Care, Civic Engagement,
Energy Efficiency, Smart Cities, eSkills and
more

• Shaping policies and strategies
• Digital service development, piloting and

evaluation
• Project Management

mailto:Sonja.mueller@empirica.com
mailto:Lutz.Kubitschke@empirica.com
mailto:Klaus.Piesche@empirica.com
https://empirica.com/


Thank you!



www.procure4health.eu

This project has received funding from the European Union. GA 101057209.
This document reflects the author’s view and the Commission is not 
responsible for any use it may have or the information it contains.
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