
E-GP IMPLEMENTATION TYPES:
with a focus on the possible options for African countries
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More and African governments are implementing e-GP solutions to 
address the following challenges:

Context & objectives of the report

1. Main differences between the 3 implementation types for e-GP: 

Custom, COTS, SaaS 

2. Overview of the e-GP solutions market, 

3. Cost modelization of the 3 implementation types,

4. Cost Benefit Analysis to evaluate implementation types against 

each other,

5. Case-studues of some African e-GP projects already completed. 

CONTEXT OBJECTIVES OF THE REPORT

« Governments around the world spend an 
estimated US$9.5 trilion in public contracts every

year, wich in many developing countries 
represents approximately 15-22 percent of GDP »

The World Bank

What are the different 
options available ?

What is the implementation 
type that best meets my 
objectives, means and 

constraints?

• Harmonizing internal processes 

• Increasing transparency and 

traceability,

• Generating financial gains,

• Facilitating access to public 

procurement for all economic 

actors.

A COMPLEX DECISION WITH 
MULTIPLE DIMENSIONS
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TIME TO MARKET

PROJECT EASINESS

SOLUTION FIT

INTEROPERABILITY

MAINTAINABILITY

SECURITY

SOVEREIGNTY

TCO

EASE OF BUDGET MGT.

RISK OF FAILURE

Informing African governments in the decisions they need to 
make regarding their e-GP projects

What is the return on 
experience in Africa?

How can I get a rapid 
overview of the e-GP 

vendors?

What are the approximative 
costs related to the 3 

implementation types?



Hypothesis, dataset creation and methodology leading to the final Cost 
Benefit Analysis (CBA)

Differences between the 
Implementation types

Modeling of comparative costs between 
IT – Over 5 years

Survey of 54 African 
governments

Calculation of BCR ratios

Custom COTS SaaS

Design

Build

Run

Custom COTS SaaS
<1b$ >1,5b$ >3b$

Cost Benefit Analysis

Market survey (18 vendors)

Functional coverage

Vendor capacities

References

Planning & Costs $

Planning

Costs $

Good practices

Return on experience and 
feedbacks from the World 

Bank and CKS

Definition of a typical e-GP project

Functional coverage

# of users

Project

1

5

2 3

6 7 8

INITIAL 
HYPOTHESIS

3

4

DATASET
CREATION

DIFFERENT 
ANALYSIS 

LEADING TO 
THE FINAL CBA

DIFFERENT 
ANALYSIS 

LEADING TO 
THE FINAL CBA ==BCR
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Some vocabulary to make the report easier to read

DIFFERENT TYPES OF IT SUPPLIERS

Solution Providers  Generic term
• Companies offering IT products and services.
• Includes software editors, IT dec. Companies, hosting

providers

Software developers

• Companies that develop and commercialize their own
software

E-GP IMPLEMENTATION PHASES

System Integrator

• Company that support technically the customer in the 
whole process of Implementation of an existing software
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• Defining the features that will perfectly meet the 
expectation of the client. 

• Specification of user roles, management rules and 
validation processes

• Definition of the implementation strategy

• Building of the solution based on needs identified 
in the design phase

• Several key steps : Development, testing, 
deployment

• Adoption of the e-GP system by the end users

• Continuous software maintenance to bring 
corrections, solve bugs and deepen the solution

Design phase

Build phase

Design phase

Run phase

Build phase

Configuration: Personalize the software without 
adding specific code

Customization: Personalize the software by 
modifying a program (new code)

Interfacing



CUSTOM: A solution developed specifically for the needs of a given organization and that is 
not packaged for resale
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• Starts from scratch  Covers all  IT dimensions  More technical 
expertise to be hired and coordinated.

• Project ownership under great pressure !
•  Strong functional, technical and IT project 

management skills required
•  Very intense participation at all stages 

Source code is personalized to one customer needs and is owned by the government

• Hosting is under the government responsibility mostly on premise
• Maintenance, help-desk support, security controls are organized and managed by the 

customer most of the time in collaboration with the mandated IT company

• Difficulty to set budgets “in stone”
• Requires additional hardware, data centres resources and admin staff

CUSTOM DEVELOPMENT

• System Architect 
• UI (User Interface) designer 
• An UX (User Experience) 

Designer
• Frontend Engineers 
• Backend Engineers 
• Technical project manager
• Lead Developer
…

Presenter
Presentation Notes
Hosting: Customer decides  on-premises hosting (operated by resources or managed by a service provider), or off-premise hosting handled by a hosting services provider, specialized in the cloud ?Maintenance: In almost all cases, corrective maintenance (fixing bugs) and evolutive maintenance (new features) is made by the Solution provider which was selected to develop the solution.  Public procurement entities sometimes seek to re-internalize maintenance for sustainability reasons. This is not always easy. Indeed, training internal resources to maintain the solution may require months. Trained staff may leave, and create vaccum of institutional memory. It might also be very complex, depending on technical choices that were made during the conception (code language, solution framework, etc.). Budget:The companies bid based on how much development time the project requires and how much it costs. These bids are not “set in stone”, as some projects may require additional time and costs. The upfront costs of developing a custom software are much higher than the implementation costs of a pre-packaged solution. The cost is not fixed and may exceed the forecasted cost. (Please refer to the CBA analysis in Chapter IV). Custom software hosting on-premises also requires the acquisition of additional hardware, data center resources (facility and electricity) and admin staff for the infrastructure. One of the drawbacks is the possibility of lagging behind when the technology changes ? This is because the public authority may not have IT as its main business and may not be sufficiently agile to respond to technological changes.



COTS (Commercial-Off-The-Shelf): A software acquired from an editor or an open source that
is used as-is, with the addition of configuration and/or with layers of specific code
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•  Less efforts in design and code development 

• Less expertise/resources required: Software developer and/or certified system 
integrator + government

•  The intensity of the project depends on the specific coding level. Due to 
a high level of specific codes, some COTS projects turn into CUSTOM projects

• Personalization achieved through configuration or customization.  Customization means 
more effort and more risk. 

• The source code belongs to the software developer (no or limited access to it). 

• Mix of On-premises and outsourced hosting 
• Maintenance is usually made by the software developer or the integration partner. 

• Customer pays for the right to use the software
• + Implementation budgets (fix fee based on the complexity of the project)

COTS IMPLEMENTATION TYPE



SaaS: A piece of Software that is provided as a (shared) service made available over the web 
and that can be used as-is or with the addition of configuration (without any specific coding).
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• Source code is based on feedback from multiple clients  Necessity to adapt some specific 
processes to fit the solution.

• The source code belongs to the software editor and customer has no or limited access to it.

• Corrective/evolutive maintenance, help-desk support and security controls 
are the responsibility of the software developer and/or its system 
integrator. 

• All these activities are described in an SLA (Service Level Agreement). 

• A subscription-based model
+ Implementation budgets (fix fee based on the complexity of the project)

SaaS IMPLEMENTATION TYPE

SOFTWARE 
COMPANY

• Less resources needed compared to a Custom/COTS.
• Target is 0 specific development  

•  level of IT qualifications on these projects is lower compared to COTS 

• Functional experts are key players  prioritizing the requirements and “match them” 
in the system

• Project intensity for government is much lower (needs, governance, coordination)  
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18 vendors responded to our survey out of 36 companies that we identified as 
developing e-GP systems

Profiles of the e-GP editors
Most suppliers are from North America (USA 
and Canada) and Europe. 

60% of the vendors identified have revenues 
less than 20m$. 

Most vendors were created between 1995 and 
2005. 
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18 respondents

Different
axes of  
analysis

Functional coverage

OUR ENQUIRY TO ANALYZE THE E-GP MARKET 

Public sector maturity and interest

Planning and costs
Methodology

Presenter
Presentation Notes




Three different types of e-GP editors have been identified: Full suites, e-
GP specialists and “limited scope” vendors

Mapping and positioning of the e-GP editors

Generalist full 
suite

Functional 
coverage

• Cover most of 
the required 
functionalities

Public 
sector 

maturity & 
interest

• Increasing 
interest and 
maturity for the 
public sector but 
not their « core 
business »
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E-GP Specialist

• Cover less modules 
than Full-Suites editors

• Offer more advanced 
and valuables features 
in their areas of 
specialization

• Major 
maturity/interest for 
the public sector

• Cover the core e-GP 
features

Limited scope suppliers

• Cover a limited scope 
of the expected e-GP 
features. 

• However, their 
expertise on their 
functional coverage is 
recognized.

• Major 
maturity/interest for 
the public sector



Average coverage of the three main functional areas by the marketplace

Most solutions cover fairly “pre-awarding” phases while the “post-
awarding” phases are less well covered

Pre-awarding Phase

• Best covered
• E-tendering & e evaluation features almost covered by every supplier

Post-awarding Phase

• Least well covered
• Functionalities related to e-catalogues are not very well mastered

Supporting feature

• Very uneven coverage according to the modules
• Some support functionalities are only slightly covered by e-GP editors
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86%
87%
89%

87%
80%

0% 50% 100%

5. e-Reverse auctions
4. e-Evaluation / e-Awarding

3. e-Tendering (from the supplier's…
2. e-Publication / Notification

1. e-Procurement planning

86%
Pre-awarding phase

Post-awarding phase

66%
46%

55%
77%

0% 50% 100%

9. e-Purchasing
8. Catalogue management

7. e-Catalogues
6. Contract Management

61%

Supporting feature
66%

58%
58%

40%
81%

36%
76%

56%

0% 50% 100%

16. Integrity filters
15. e-Signature

14. e-Complaints
13. Procurement monitoring and reporting

12. Tranverse search
11. Vendor Management

10. e-Registration



• All respondents stated that they were able to deploy their solution in Africa.

• Only 15% of the software developers have their own data centers. Most software developers
rely on data hosting services providers in North America, Europe and Asia.

• On-premises hosting is not the model of choice for SaaS and COTS software developers

• Diversity of pricing models.
•  To ensure quality competition, include in the tender documents as many metrics as

possible to enable all suppliers to produce a reliable costing.
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Companies surveyed can deploy in Africa but mainly host data in North 
America & Europe. They also offer diverse pricing models.

# of users 
(government) # of suppliers # of tenders # of signed 

contracts
# of Purchase 

Orders
Quantity of data 

stored
Computing power 

used

ATEXO

BiP Solutions 

Bonfire Interactive 

EASiBuy 

ProcureTiger

EUROPEAN DYNAMICS 

GEP

GUADALTEL

In-tend 

IOS Partners

Ivalua

Market Dojo

NEQO

Nextenders

MARKETPLANET

ProcurementExpress.com

Synertrade

uStudio 

• Three main distributions of roles:



CONTENT

CONTEXT, OBJECTIVES & METHODOLOGY USED

COST MODELING & BENEFITS COSTS RATIOS

I

II

III

IV

PRESENTATION OF THE 3 IMPLEMENTATION TYPES

E-GP EDITORS MARKET SURVEY

V RESULTS OF THE COST BENEFITS ANALYSIS

VI CONCLUSION

14



Building of a comprehensive cost model per implementation type over 5 years
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The cost model is based on the following inputs:

• Functional scope and metrics opposite

• Total implementation (Design, Build, Run) based on data from the market survey 
cross-checked with data coming from the African governments

• Specific interfacing budget

• Sizing and cost of the machines of "on premise" hosting service for Custom and COTS

• Budget to carry out the communication/awareness

e-GP SCOPE

1. e-Procurement planning
2.  e-Publication/Notification
3. e-Tendering (from the supplier's perspective)
4. e-Evaluation/e-Awarding
11. Software developer management

13. Procurement Monitoring and Reporting

• 20 Ministries • Intensive users (creating tenders...): 250
• Read-only and validators: 1000

• Tenders (per year): 1500
• Suppliers: 5000

“Theoretical" 
scenario: 

“Use case" 
scenario

“Worst case" 
scenario

without unforeseen and 
undesirable events.

includes a certain 
number of undesirable 

events. 

project with several 
difficulties/undesirable 

events.

(1) Governance problems 
(2) Lack of process knowledge and low capacity to specify/validate needs,
(3) Difficulties in interfacing with existing information systems

Then, 3 project scenarios have been considered

The impact of "unfortunate" events frequently encountered on IT projects has 
been simulated 
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Custom projects (and COTS with high level of specific coding) are more likely to drift 
from a budget and planning perspective

• Higher budget for Custom than SaaS or COTS   up to 60% more expensive

• Planning deviation in case of unexpected events is more significant.

• Custom projects (and COTS with high level of specific coding) are more likely to drift from a budget 
perspective in the Design & Build phases … : 

•Longer execution times mechanically impact certain costs
•High sensitivity to the "redo“ effect  each change requires a complete development loop
•Decision-making difficulties have a greater impact
•Less flexibility in terms of team management

• …  and in the run phase:
• “On premise" hosting alone represents around 9% of the total cost 
•Higher costs for managing corrective maintenance 
•less advanced "back-office" features 
•Custom projects bear 100% of the functional support costs dedicated to the project  in 

SaaS/COTS helpdesk and level 1 support costs are divided among customers
•Upgrades more expensive in Custom



The conclusions would be more striking on the entire e-GP scope
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X2,5

A comparative study of the functional and interfacing complexity of the 
studied perimeter and the "set aside" perimeter was carried out. 

 It concludes that implementing all the 
functionalities would be 2.5 times more complex

SCOPE NOT 
SURVEYED

5. e-Reverse Auctions

6. Contract Management

7. e-Catalogues

8. Catalogue Management

9. e-Purchasing

14. e-Complaints

15. e-Signature

16. Integrity filters

• Some complex features were not included in the 
cost model

• …With complex business rules to be implemented

• …And with significant interfacing effort



A Benefit Cost Ratio (BCR) approach was also conducted

• The BCR ratio divides the present value of the expected benefits by the present value of the generated costs  it is an interesting summary!
• If a project has a BCR > 1.0, the project is expected to deliver a positive net present value. If a project's BCR is < 1.0, the costs outweigh the benefits.

Theoretical Use case Worst 
Case

CUSTOM 1.26 0.94 0.59
COTS 1.57 1.37 1.05
SaaS 2.20 1.95 1.58

Theoretical Use case Worst 
Case  

CUSTOM 2.27 1.72 1.06
COTS 2.83 2.47 1.90
SaaS 3.96 3.51 2.84

Theoretical Use case Worst 
Case

CUSTOM 4,01 3,00 1,84
COTS 4,97 4,40 3,39
SaaS 6,84 6,02 4,53

• In the "Use case" scenario, BCR is slightly below 1
 country struggles to recover the funds invested.

• COTS projects are not appropriate either.

 Only SaaS projects provide a financial benefit

• The 3 implementation types represent a good
investment in the “Use Case” scenario.

• SaaS offers a return on investment twice as high
as CUSTOM projects and 42% higher than COTS
projects.

• in the "Worst case" scenario, SaaS continues to
offer a good return on investment and COTS
projects a fair return, which is no longer the
case for the CUSTOM project.

 The 3 implementation types represent a good
investment in the “Use Case” scenario.

 SaaS offers a return on investment almost
twice as high as CUSTOM projects and 38%
higher than COTS projects.

 In the "Worst case" scenario, SaaS and COTS
continues to offer a good return on
investment, which is less true for the CUSTOM
project.

Countries with a public spending < $1 billion = $3 billion= $1,5 billion

18

==BCR
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Cost Benefits Analysis

The comparison of the benefits and drawbacks of the three implementation types is based on the following evaluation criteria:

20

TIME TO MARKET

PROJECT EASINESS

SOLUTION FIT

INTEROPERABILITY

MAINTAINABILITY

SECURITY

SOVEREIGNTY

CUSTOM COTS SaaS

TCO

EASE OF BUDGET MGT.

RISKS OF FAILURE

BENEFITS

COSTS



• Starts from scratch
• Must cover all dimensions associated with 

the IT development process 
• Government project team must have Solid 

background in IT project management 
coordination and control of the various 
technical “streams” 

• Simplification due to a pre-packaged solution 
• Require less technical expertise to mobilize 

and coordinate
• Project management is less caught up in 

technical issues 

21

Time to Market and project easiness dimensions

CUSTOM COTS SaaS
PROJECT EASINESS

with high level of 
customizations 

with low level of 
customizations 

TIME TO MARKET

 9 months for procurement process

Minimum: 12 months, average:25 months, maximum observed : 60 month
 On average, a deviation of around 60% from the original schedule 

Use case: 9 months

CUSTOM COTS SaaS

Proc.

Design & Build



Solution fit dimension
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• All requirements can be met.

• The return on experience of e-GP solutions that 
have been implemented in African countries shows 
the difficulty of writing details functional 
specifications early in the development process. 
Resource and technical constraints lead to 
situations were not all requirements are met.

SOLUTION FIT

• Theoretically, all requirements can be met.

• …But difficulty of writing details functional 
specifications early in the development 
process. 

• …But, resource and technical constraints
lead to situations were not all requirements 
are met. 50% of respondents estimate 
that 50% of initial objectives were not met!

• incorporate best practices from many public 
organizations

• main requirements are immediately 
satisfied or built through configuration.

• … But very specific processes can be hard to 
translate into the solution  necessity to 
adapt the processes to the solution.

• Hard to mobilize all the expertise required 
(User interface, User experience engineers)

• R&D devoted to improvement of usability
• +  correlation between the # of users 

and the usability!

CUSTOM COTS SaaS

with low level of 
customizations 

with high level of 
customizations 

ABILITY TO 
MEET 

REQUIREMENTS

EASINESS OF 
USE



Interoperability and maintainability dimensions
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INTEROPERABILITY

• All interfaces designed at the time of the system 
creation  requires significant skills and ressources.

• Native APIs and “connectors”  facilitate the integration with a wide-range of third-party services
• Learning curve  go faster and at a lower cost than a technical team that discovers a particular interface
• Integration capabilities: a key evaluation criteria during tender!

CUSTOM COTS SaaS

• impact studies, versioning development,  
integration and testing of the bricks, corrective 
maintenance under the responsibility of the 
customer More complex maintenance 

• + Difficulty to anticipate the real needs in terms 
of functional administration limited 
administration features

• Mix of software bricks and components 
maintained by the software developer company 
and specific code “maintained” by customer

• + features allowing “non-technical” resource to 
handle functional administration 

• Editor handles the integration/versioning of the
components  distributes the effort and cost
across all customers + contractual guarantee

• + Integrator maintains the « configuration »
• + features allowing “non-technical” resource to

handle functional administration

• In theory, allows you to add features 
•  …but every evolution of the product is a mini 

project that takes time and money
•  …but the initial team is often re-assigned to 

other projects after go-live…

•  Upgrades proposed by editor more 
complex/costly due to specific coding

• SaaS continuously incorporate customer
feedback into their product roadmap 
upgrades

• … but the software developer roadmap do
not always match with the upgrades considered
as priorities by the customer!

CUSTOM COTS SaaS

MAINTAINABILITY

Please refer to the CBA chapter for more details regarding integration with IFMIS systems.

Ease of technical and 
functional 

administration

Ability to improve 
the system over 

time



• Very rarely audited by third-party organizations. • deploy much more resources for application and data security than custom solutions.
• More regularly audited

• No evidence that custom solutions are safer on data security. 
• Different variants of hosting in the SaaS/COTS models and real difference in maturity among software software developers. Important evaluation criteria:

"single-tenant" recommended,
 solution been evaluated by third parties and that encrypts the data stored in the cloud.
Ability to recover quickly from a large-scale data loss incident.

• On-site hosting of the solution. • SaaS e-GP systems are hosted in the cloud but can 
accept on premise (under conditions). Some SaaS e-GP 
editors offer a “single-tenant” architecture that 
guarantees the total partitioning of data between clients.

• Control of the system will be achieved by 
perpetuating the teams that managed the 
project phase and change management.

• Sovereignty involves a transfer of know-how from the editor and/or integrator to the government 
teams.

Sovereignty and security dimensions
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SOVEREIGNTY

CUSTOM COTS SaaS

CUSTOM COTS SaaS

SECURITY

DATA 
SOVEREIGNTY/AUTONO

MY IN MNGT.

SYSTEM EVOLUTION

SECURITY OF 
APPLICATION AND 
INFRASTRUCTURE

DATA SECURITY

security is more related to the inherent quality of the program/code than to the type and 
it is difficult to separate them on this dimension



TCO and ease of budget management dimensions

with low level 
of 
customization
s 

with high level 
of 
customization
s 
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• CUSTOM or COTS with high share of specific developments 
implementation projects cost twice as much as SaaS 
solutions implementation projects.

• Stronger tendency for Custom/COTS projects with high level 
of specific developments to drift from a budgetary point of 
view. 

• The total cost of ownership over 5 years is 60% lower
for SaaS and COTS projects with small share of specific
development than CUSTOM projects

• CUSTOM and COTS types (with high level of customization) 
as all project costs are charged to the project regardless of 
the actual use of the solution.

• Budget definition and management is easier in the
SaaS/COTS solutions

• SaaS and COTS solutions are more predictable. The
government can more easily have a definitive vision of
the costs related to a given functional scope

• Pricing models adopted by SaaS/COTS editors are
interesting for their flexibility

CUSTOM COTS SaaS

with low level of 
customizations 

with high level of 
customizations 

TCO

EASE OF BUDGET MGT.



PURCHASING 
PROCESS RISK

++ Difficult to evaluate the 
adéquation of the 

team/method
++ Risk to choose a solution far from

priorities ++ Risk to choose a solution far from priorities

RISK OF BUDGET 
AND SCHEDULE 

SLIPPAGE

+++ Important risk due to a high 
proportion of specific

developments
++

Important risk due to a high 
proportion of specific developments + Moderated risk

RISK OF 
DEPENDENCY +++ Higher than elsewhere + Risk of dependency on the editor is

manageable +
Risk of dependency on the editor is

manageable

RISK OF 
OBSOLESCENCE ++

Difficult to follow the 
evolution of IT frameworks, 

languages, and components... +
Upgrades of the application is a 

condition of long-term survival for 
the sofware editor. +

Upgrades of the application is a condition 
of long-term survival for the sofware

editor.

Risk of failure dimension

Criticality : + : Low to moderate risk / ++ : Important risk / +++ : Very important risk26

RISK OF FAILURE

CUSTOM COTS SaaS
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The Custom implementation type (or COTS with high level of specific coding) is the one 
preferred by African countries …

28

Most African countries which have launched e-GP projects have chosen either Custom solutions or COTS solutions with 
a significant share of specific developments. 

Frequently heard verbatims What the e-GP survey demonstrates
« Custom offers better guarantees in terms of security” 1. COTS or SaaS Software developers deploy much more resources for application/data security. 

2. Custom solutions developed in-house are rarely audited by third-party organizations.

“Custom is a guarantee of sovereignty” 1. Some SaaS/COTS company can propose on premise hosting (under certain conditions)
2. Possibility of  "single-tenant" architecture that guarantees the total partitioning of data between 

clients.
3. Possibility of data encryption at the server level

“The specificity of our processes and management rules 
make it difficult to implement a “pre-package” software 
(COTS or SaaS)”

1. Public procurement regulations, processes and organization tend to be similar. There is therefore a 
definite advantage in using software that has already been implemented in another public 
organization.

2. Besides, COTS/SaaS solutions often come-up with solutions that public agents had not thought of. 

“A custom system evolve more easily and more adapted” 
(due to our frequent public reorganizations)

1. Evolutions are more complex, costly and time consuming with Custom.



…but is not necessarily the most suitable for them. 

29

1.These projects are identified as the most complex, costly and risky. 

2.These projects are more likely to cause budget or schedule drift.

3.They are very demanding projects from the “customer” perspective. 

4. The running costs of a CUSTOM solution is very high compared to SaaS.

5.There are significant discrepancies between the initial functional ambitions and the results obtained.

6. Many SaaS software developers specialized in the public sector now offer pre-packaged solutions.

7. SaaS/COTS solutions are superior on the connection with third-party applications.

8. SaaS/COTS are easier to maintain.

9.Custom solutions are not safer. 

10.Hosting data in the cloud does not necessarily mean that there is no guarantee of sovereignty.



Final recommandations

It is highly recommended that a preparation phase be carried out upstream of the project to ensure that the procurement needs of
the various government entities are properly identified and framed, resulting in:

1. Identification and prioritization of needs
2. A mapping of internal processes and flows
3. A matrix of benefits and costs related to the project
4. An inventory of current applications used by the government and a mapping of the interfaces to be developed
5. A precise supplier sourcing that allows to know upstream which editors will be able to submit relevant offers during the tender phase
6. A complete consultation file, including precise data 

All this information allows suppliers to provide a relevant costing for the project. Conversely, insufficiently accurate RFP documents 
can inhibit editors’ responses.

To ensure a complete and quality preparation, it is recommended to call upon an upstream project implementation assistance to 
provide technical and functional expertise in the design of the project.  

OUR RECOMMENDATIONS

30



Thank you! 
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