BID PROCESS:

Construction estimating consists of three parts:

1. Quantity Survey
2. Price Extension
3. Bidding

Quantity survey is the physical removal of quantities from the working drawings
and specifications. This can be done using instruments such as a scale, tape,
wheel or a digitizer attached to a computer program.

Price extension is the portion of the estimate in which the contractors “price out”
the individual items, such as pricing out labor and material using current labor
rates and material prices.

Due to technological advancement and specialization in today’s construction
world, the prime contractor’s work is confined to those frades that the company
performs directly, usually without subcontracting. Depending on the type and
size of the projects and the bid strategy the prime contractor’s portion of the
total estimate may be only 5% to 20%.

The amount of direct work contributed to the project reflects the “risk” that the
prime contractor determines to take on a certain project. The remainder of the
work is them “brokered out” or subcontracted.

Bidding is the process whereby the prime contractor receives subcontractor and
vendor prices for labor, material and/or the combination of the two. Itis a
systematic process of simplifying facts, reducing errors and omissions, relying
upon speed and efficiency to produce relatively accurate results. Tensions rise
because of the mental concentration required, apprehension over possible
errors and anxiety regarding financial success or failure. It has been said that
during the construction bid there is more competitive pressure and more
performance intensity than in any other industry.

In bidding, one is dealing with many divisions of the specifications, both broad
and narrow scope in nature. Subcontractor and vendor quotations are
matched to the specifications by the CSI 16 Division format. The various
subcontractor and vendor trades, personalities, ambiguities, omissions,
contradictions - not to mention having to meet state and federal regulations -
make “number crunching” within a few hours of bid fime a major feat.



BID TIMELINE & STRATEGIES:

The bidding phase of estimating is probably the most vulnerable, talked
about and scrutinized phase of an estimate. There are many reasons for this, a
major one being the pressure that is placed on the estimator(s) on bid day.

Conflicts occur when legitimate and non-legitimate opportunities arise with the
arrival of the various sub bids or items. Below are some examples:

LEGITIMATE OPPORTUNITIES

1. Special equipment not available to other bidders.

2. Service of expert not available to other bidders.

3. Special material prices found through investigation, presumably not

available to other bidders.

4. Holding an exclusive low quotation not available to other bidders
and obtained without disclosing other sub bids.
Special construction techniques not used by other bidders.
Presumably a tighter, more accurate schedule.
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NON-LEGITIMATE OPPORTUNITIES
1. Inside information given by the owner, engineer or architect not

given to other bidders.
Accepting and using low sub bids without obtaining confirmation
from sub bidder.
3. Asking a subcontractor for a special price, thus revealing other sub
quotations.
“Peddling” other sub bids to the advantage of low prices.
Reducing one or all sub quotations by a certain percentage to lower
the total contract amount without permission.
6. Not revealing obvious or hidden problems on the working drawings

or specifications.
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Along with legitimate and non-legitimate opportunities are legal responsibilities,
which can be vague in meaning and based more on ethical reasoning than on
sound interpretation of the law. Whatever the reasoning, the name of the game
is fo be the successful bidder. When actively bidding on the open market, a
successful contfractor will only be low on 10% - 15% of all estimates. There are
also many inexperienced bidders learning the hard way by “winning” a great
number of contracts with unreasonably low bids. Most of these contractors fail
because the do not win enough low bids, and/or are too low to make a profit.

OVERVIEW OF THE BID PROCESS:

There are many ways to put a bid together, depending on the type of
construction and the personality of the contractor. The following bid procedure
is quite simple, straightforward and is fairly typical of most commercial
construction estimating.



It is made up of six basic parts using a color coding system. Colors are used to
aid the bid team in the final minutes of bid day to describe the various parts of
the bid. As the pressure mounts, it is sometimes easier to refer to a “brown” sheet
instead of a job summary sheet. The six parts are:

Quotation Sheets white
General Sheets white
General Conditions Sheets yellow
Sub Sheets white
Job Summary Sheets brown
Change Sheets green

Quotation sheets (white) are used to write down the various sub quotes that are
often received via telephone or will be the quotations received via fax. This
document is probably the most important part of the entire bid system.

Subcontractors either phone or fax in their quotations, section number and a
brief description of the items they are submitting. Other information such as
exclusions, additions, clarifications, special notes about prices, alternates, unit
prices and time constraints are also given. Federal regulations (i.e., WBE or DBE
firm) are also included. In addition, if the subcontractor is submitting a proposal
via telephone, one must indicate phone numbers, contractor numbers (where
applicable), date and time of the call and name of caller.

These items must be written neatly and precisely to make the quotation easily
readable, without omitting any information. The prime contractor then reads it
back to the subcontractor for clarification. On a typical bid day, well over one
hundred quotations can be phoned in or faxed within a 2-3 hour time period
(see Bid Timeline). When the quotation sheet is completed, it is placed in a
basket to be filed under section numbers and price, usually with the low sub bid
on top in a bid file organizer.

On paper this sounds relatively simple, but in reality a good many subcontractors
do not know their section numbers, have combination bids (one or more
sections), or do not have a complete bid. The person(s) receiving the sub prices
must have enough savvy and insight to decipher and translate them in a way
that the bid staff can understand and utilize the quotations.

An experienced bidder realizes that the best planned bidding procedure under
perfect control can suddenly be thrown into sheer chaos by the quantity of
incoming bids, and hasty analyses and omissions on the part of the
subcontractors. When the complexity of the incoming data exceeds the
capabilities of the bidding staff, a bid can totally collapse.

General sheets (white) consist of items the prime contractor wishes to actually
perform on the project. These items usually include demolition, foundation work,



flatwork (S.0.G), framing and miscellaneous construction items that the
subcontractors will typically exclude (see Appendix).

The title is clearly written at the top of the sheet. Under “description”, a brief
description of the item to be performed is written. Note that items are intended
to show they belong to the main description directly above (i.e., S.0.G.). To the
right is “quantity”, which is taken from the take-off sheets. Directly to the right of
the quantity numbers is the sign or unit of measure for the type of quantity such
as cy, If, sf, etc.

Under “unit” and before “labor” is the cost per unit of labor. The cost per unit of
labor times the quantity is the total cost of labor shown in the “labor” column.
The same sequence follows for material costs. These unit costs do not include
labor taxes or material mark-up. In the far left margin are comparison price items
which include labor taxes. These comparison prices are used in case the prime
contractor wishes to deduct their items and use a subcontractor’s equivalent
quotation (see Change Sheet).

General Conditions (yellow sheet) is a fairly straightforward sheet. It lists the
general requirements found in the contract documents and also any equipment,
such as compressors, fruck cranes, etc. not directly related to individual general
items. It also includes items that the subcontractors will exclude such as
scaffolding and weather protection. It is best to separate these items since they
are usually the ones that get duplicated during bid time.

By no means is this list complete, but it does list the essential items. The key to this
sheet is that the total cost of both labor and material should be between 5% - 8%
of the total bid amount. If the general conditions are greater than 8%, chances
are you are out of the ballgame before it starts. Conversely, if they are less than
4% you bought the ballpark.

Sub Sheets (white) are sometimes referred to as “spread sheets”. The Sub Sheets
are filled out using the specification as a guide and the specifications are taken
from the CSI 16 Division format, and are usually narrow scope in nature. The brief
descriptions are the title of each section of the specifications in the contract
documents.

Sub Sheets are the heart of the bid procedure. It is where the low prices are
recorded for each line item of the specification. The subcontractor names are
recorded along with the quotations. If they are bidding on material only, their
names are placed with their quotation in the “material” column. This is a very
simple concept, except that most subcontractors omit or combine items, in
hopes of being low due to an error of omission on the part of the prime
contractor. The Sub Sheet(s) must be compiled one hour prior to bid time,
usually plug-in figures for sub items not obtained by that fime are used (see Bid
Timeline).

Job Summary (brown) is where the final numbers are compiled for the bid
proposal. The labor and material on both the General Conditions and the



General Sheets, as well as the labor on the sub sheet should be compiled 24
hours before bid time, leaving only the material side of the Sub Sheet to be
brought down. This provides more time to compute labor taxes and lessens the
number of items to worry about on bid day. One hour before bid time the Job
Summary should be completed up to the line labeled “Changes”.

Change Sheets (green) are used exclusively during the final hour before bid time.
This eliminates a lot of loose papers, although the other sheets are used as
references. The purpose of the Change Sheet(s) is to adjust sub prices -
especially late prices. Because most of the numbers have already been
compiled and carefully checked on the other sheets, they cannot be erased
and re-entered freely. Thus, when prices for items need to be changed, a basic
accounting add and deduct tactic is used to make the adjustments on the
Change Sheet.

It is important to note that all of the number totals must be carefully checked -
down the columns, as well as the extensions. Because this checking is so time
consuming, it is important to have certain portions of the bid procedure
completed well before bid time. All sheets must be checked and initialed by a
person not associated with the estimate (i.e., secretary). The person(s)
responsible for noting the quantities, prices and extensions must initial these items
for recordkeeping purposes.

Sub prices and how they are received can vary greatly depending on the
personality and reputation of the general confractor. For example, if a general
contractor is noted to be honest, fair and above board, most sub bids will come
in early, complete and with little confusion over deletions, or combinations of
divisions. On the other hand, if the general contractor is known to or rumored to
“shop prices”, subcontractors will usually call in their prices late, high and/or in
combinations so as to confuse the contractor. This is referred to as “breaking the
general contractor”. The pressure of competition among subcontractors also
makes significant differences in determining prices and how they are received.

Intuitive reasoning and guesswork are great assets for the estimator, along with
the ability to use bid strategies to make sound decisions during the process.
Bidding has been jokingly referred to as “playing poker”, and | find the similarities
closer to reality than one may think. You must bid high enough to make a profit,
yet low enough to get the job. Instead of being confined to a deck of cards,
you are dealing with hundreds of varying personalities and situations.

Strategies in successful competitive bidding are based upon a solid
understanding of the rules and elements that make up a bid and using them to
formulate a careful plan or method of application. Bid strategies cannot be
taught or learned overnight, but are acquired through experience. An excellent
book on this subject is “Construction Bidding for Profit” by William Park.

A bid timeline is important for the estimator to follow in order to use bid
strategies. By organizing the progression of events, the estimator can better



handle situations as they occur. The following timeline shows the sequence of
events on a typical bid day for a general contractor on a commercial
construction project. From the beginning of any estimate, the bid opening is the
ultimate goal. The majority of all bid openings are at 2:00 p.m. or 4:00 p.m. on a
Tuesday or Thursday. The timeline also shows a comparison of what goes on
during conventional bid day, and how the same bid process would proceed
using a computerized estimating program.



BID TIMELINE & STRATEGIES

The following is a generalization of the time of events. Bid time: 2:00 p.m.

COMPUTER BID PACKAGE | | CONVENTIONAL BID PROGRAM
7:00
Senior estimator reviews computer Senior estimator reviews all General Sheets
to make sure all General Construction & General Conditions to make sure all items
ltems & General Conditions items are correctly written down and checked.
are formaftted correctly.
Bid forms are correctly filled out Bid forms are correctly filled out
and addressed. and addressed.
Bid envelope is properly addressed Bid envelope is properly addressed
with bid opening clearly typed on the with bid opening clearly typed on the
lower right corner. lower right corner.
Contact the person who is going to the Contact the person who is going to the
bid opening to make sure he knows bid opening to make sure he knows
where the bid is opening & time. where the bid is opening & time.
8:00
Make sure the main computer is Get the bid organizer labeled correctly &
functioning properly and all receiving have enough quotation sheets with the
terminals are working properly. proper information at all receiving areas.
Meet with bid receivers and go over the Meet with bid receivers and go over the
questions you wish them to ask the various questions you wish them to ask the various
subs concerning their quotations. subs concerning their quotations.
8:10

Early sub prices are beginning to arrive, usually
adjustments fo concrete prices, lumber, etc. which are
called in on the previous day.

Sub bids from material suppliers, i.e. rebar, wwm &
& miscellaneous structural steel are arriving.

Many one-man contractors call in early before leaving
their offices or homes to work in the field.

Inquiring phone calls are made to make sure that you
are covered on items that are predominantly excluded,
or to find further coverage on items you are questioning.

9:00
Make final adjustments to General Sheets Make final adjustments to General Sheets
& General Condifions Sheets using the & General Conditions Sheets using early
computer screen. entries on the change sheet.

Material suppliers, such as Divisions 8, 9 & 10
begin to call or fax in.

9:30

Meet with the bid tfeam. Update them as to Meet with the bid feam. Update them as to
bid strategies and whey you may need them. bid strategies and what has occurred to this
point. Divide up the bid responsibilities, i.e.
alternates, W.B.E & D.B.E, specialty items
and breakouts.




Call Architect with final inquiries, if any. |

9:40

10:00

| Call Architect with final inquiries, if any.

Four hours before bid time, sub prices start coming in
on aregular basis.

On the main computer screen, all sub items
are appearing, with low subs being entered
on each item. The head estimator makes
inquiries of the computer as to the status of
qguestionable sub items. If needed, head
estimator can place calls to various subs
inquiring about their quotations.

11:00

Allincoming prices are placed in the
quotation basket to be reviewed when
enough items merit reviewing. Inquiring
phone calls are made by the bid team.

Between the hours of 11:00 & 12:00 the bulk of the
sub prices arrive.

incoming

Low sub prices are appearing on the screen
with the computer notifying the estimator as to
ambiguities and line items not yet covered.

Alternate prices are being computed, as
well as W.B.E & D.B.E. requirements.
The computer is notifying the estimator as
to all ambiguities and line items not covered.
Additional estimator arrives to aid in calling

back subs concerning their quotations.

12:00

1:00

Sub prices are removed from the quotation
basket grouped will low prices on top and
filed within the bid organizer. Low sub
quotations are being entered on the sub
sheet. Al members of the team are working.

Low sub prices are sfill being written in on the
Sub Sheet. Alternate prices are being
computed as well as the W.B.E. & D.B.E
requirements.
The shuffling of combination pricing is

occurring utilizing a bid tfeam member full time.

Larger sub prices begin to come in, as the bulk of the
incoming prices begi

Sub Sheet(s) should be fairly complete with
plug-in items reviewed and identified.

Alternates are being computed.

W.B.E. & D.B.E. requirements are
being computed.

Total cost of project can be attained at any
point from now on.

Late sub quotations com
& Electrical prices start to appear.

ns to drop off.

Plug-in items are processed and Sub Sheet(s)
should be completed at this fime.

Critical Time: Sub Sheet is filled in and totaled.
All line items are scrutinized. Extensions &
totals are independently checked.

Job Summary Sheet (brown) is filled in
completely up to Change Sheet.

On Change Sheet:
All alternates are totaled. W.B.E. & D.B.E.
requirements are checked for compliance.

e in. Mechanical

Computer is evaluation all late prices with bid
team visualizing or manually making changes

when alerted.

1:15

1:20

Making all corrections, additions or deletions
on Change Sheet. Reviewing Mechanical &

Electrical sub quotes.

| Change Sheet is totaled.




Determination of Overhead & Profit.
Estimator asks for total bid cost.
Computer goes to Job Summary.
Computer forms Change Sheet.
Computer waits for last minute sub quotes.

Alternates, W.B.E. & D.B.E. requirements
are printed.

Dummy bid formis filled in.

1:30

Determination of Overhead & Profit.
Job Summary is totaled including changes.
Job Summary is checked.
Overhead & Profit is added.

Alternates, W.B.E. & D.B.E. requirements
are written on dummy bid form.

Late arriving sub quotations are coming in. The runner
at the bid opening calls in reviewing his/her position &
stays on phone.

Computer totals & waits for further changes.
Bid total is computed.

Bid is given to runner over the phone.

1:50

2:00

Late changes are made, if needed.
Bid total is made.

Bid is given to runner over the phone.

BID TIME



Specifcation Division #:

WBE:

MBE:

Sub-Bid:

Material Quote:

QUOTATION
PROJECT:
FIRM QUOTING:
ADDRESS: TELEPHONE:
QUOTED BY: F.O.B.:
SPEC. DIVISION #: ADDENDA:
QUOTING ON:
EXCLUSIONS:
VERBAL QUOTE: TELEPHONE QUOTE: WRITTEN CONFIRMATION:

DATE: TIME: RECEIVED BY:




Project : Estimator: Page of
Location: Architect:
Project Size: SF
Date: / / Sheet Title: General Sheet
Checked By: Extensions Checked by:
Notes Description Quantity unit || Labor Extension |[ unit Material Ext.

weeroas 1 | | |




SQ. FT. AREA ARCHITECT:
DATE:
JOB NO.:
OUR BID PER SQ. FT. SHEET NO. OF
QUANTITIES BY: PRICED BY: EXTENSION BY: CHECKED BY:
GENERAL CONDITIONS QUANTITY UNIT LABOR UNIT MATERIAL
EXTENSION |[[COST|| EXTENSION [ICOST EXTENSION
Time of Completion - Liquidated Damages
Project Management
Superintendent

Project Engineer/Intern

Shop Drawing Review

Surveying & Layout

Outside Engineering

Mobilization

Contractor Office/Trailer: Move in/Move out

Site Barricades & Fencing

Signage

Safety

Dust Partitions

Clean-up - Construction

Clean-up - Final

Trash Disposal

Sireet Cleaning

Travel Expense

Pick-up/Delivery & Postage

Weather Protection - Emergency

Weather Protection - Masonry

Weather Protection - Concrete

Snow Removal

Pumping - Water

Scaffolding

Hoisting Equipment - Cranes & Hoists

Equipment & Truck Rental

Small Tools & Tarps

Equipment Repair & Maintenance

Gas & Oil

Blue Printing - Shop Drawings

Blue Printing - Contract Documents

As-Built Drawings & O&M Manuals

Progress Photography

Temporary Toilet

Temporary Power

Temporary Lighting

Temporary Water

Temporary Heat/Ventilation

Temporary Phone (Jobsite)

Temporary Storage (Jobsite)

Sewer Connection Fee

Water Conneclion Fee

Soil Testing & Inspection

Concrete Testing & Inspection

Steel Testing & Inspection

Building Permit

Local Taxes

Owner Move-in

Punch List

SHEET TOTALS




Project : Estimator: Page of
Location: Architect:
Project Size: SF
Date: / / Sheet Title: Sub Sheet
Checked By: Extensions Checked by:
Notes Description Quantity unit || Labor Extension |[ unit Material Ext.

weeroas 1 | | |







Project : Estimator:
Location: Architect:
Project Size: SF
Date: / / Change Sheet
Quantities By: Priced By: Extension By:
ADD DEDUCT
Description Labor Material Labor Material




T

BIOGRAPHY

Larry L. Cockrum is manager of
estimating for HBG Management,
Inc., a Memphis, Tennessee based
cost consulting and construction
management firm.

Mr. Cockrum began work in the
construction industry in 1962, as an
estimating trainee and has gained
experience as an estimator, project
manager and superintendent. He
has been chief estimator for a na-
tional construction company and
vice-president of construction for a
national development firm, devel-
oping and building commercial
projects throughout the United
States.

Since 1988, he has provided
computerized cost estimating ser-
vice for architects/owners/develop-
ers/contractors on a variety of ma-
jor domestic and foreign projects.

He is a charter member of the
Memphis Chapter of ASP.E., has
served as board member and two-
term president of the chapter, and
achieved Certified Professional
Estimator status in 1989.

SYNOPSIS

This essay will present the
author's approach to the organiza-
tion and orderly process required
to assemble and compile the cost
of a construction project on hid

BID DAY:

Organizing
A Stressful

Day

day. The most accurate take-off,
the best quantity survey, the tight-
est general conditions, the lowest
unit costs — all go to waste if you
make a mistake as the estimate is
assembled. The process of bid tab-
ulation is complicated by the time
crunch, ringing telephones, the
pressure to be low bidder. A sys-
temnatic approach to bid day can
reduce the stress of the situation
and the risk of error. The essay
assumes a complete set of bid doc-
uments is being used by several
bidding contractors.

INTRODUCTION

Stress (stres), n. 1. Importance,
significance or emphasis placed
upon something. 2. Urgency,
importance. 3. Tension; strained
exertion: as, the stress of war.
Synonyms -~ pressure, tension,
strain, burden, weight, bid day.

Bid day is a hectic day. Tele-
phones are ringing, questions are
asked and answered, the clock
moves relentlessly toward bid time,
quotations are reviewed, decisions
are made, numbers are posted,
minutes pass like seconds. The
stakes are high — be the successful
bidder with a reasonable profit
margin but make no errors to eat
into that profit. Bid day and stress
are synonymous. An effective stress
reducer on bid day is organization,
and advance preparation is an im-
portant part of organizing bid day.

BODY

A contractor can view his orga-
nization as a multi-faceted entity
including general administration of
the office, estimating, project man-
agement and field operations. Each
part may visualize their function as
most important in the overall oper-
ation, but, in truth, none could
exist without the support of the
others.

The estimating of work will be
highlighted in this essay, specifi-
cally the work on bid day.

An important part of an orga-
nized bid day is advance prepara-
tion. Standardization of the forms
used in assembling the estmate,
systematic steps in tabulation,
antention to details all contribute to
a successful bid assembly with
minimal stress. No bid day is with-
out its unexpected problem or cri-
sis, but experience, preparation
and organization will provide a
solution.

FORMS & STANDARDIZATION

The standardized telephone quote
form can be purchased from com-
panies such as Frank R. Walker Com-
pany or a customized form can be
drafted and produced for your spe-
cific requirements. In either case,
the key is familiarization with the
form and repeated use. It shouid
provide an orderly progression of
information important to the imme-
diate bid and later for follow-up
use. Pertinent data would be:

Date

Time

Caller’s name
Company name
Telephone number

Address if not known to
bid taker

Trade being bid
Description of work
Price for the work
Exclusions
Alternates

Acknowledgement of
addenda

Sales tax — included or
excluded

Minority status: MB or WB

Attachment 1 was purchased
from the Frank R. Walker Company
and Attachments 2-4 were ob-
tained from contractors. Although
all are different, they solicit the
same information and are effective
by continued use.

The advent of computers has
greatly improved the production
and tabulation of the “Estimate
Summary” through the use of on-
screen spreadsheets. The computer
spreadsheet allows for price changes
with immediate readdition, revised
totals and recalculation of labor
burden, sales tax, bond premium,
etc. It negates the need for cut/add
columns and revised price col-
umns. Advantageous as the com-
puter may be, for this essay manual
calculations will be discussed.

20/ ASPE March/April, 1004
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The “Estimate Summary” or
“Estimate Recap” sheet can take
many forms. [t may be a preprinted
form with typical work categories
and specification sections listed, a
printed form with no line item
descriptions which allows for indi-
vidualized sheets for specific bids,
(Attachments 5, 6, and 7) or it
may be as rudimentary as a hand-
written form on columnar paper or
note pad. As previously stated, fa-
miliarization and consistency are
key ingredients in a successful bid.
Whatever form is used, attention
must be focused on producing a
complete bid package without
omission or error. The recap sheet
should be drawn up in a manner
which provides checks and bal-
ances to minimize €rrors or omis-
sions.

A recap sheet with at least six
columns works very well to pro-
vide basic tabulation with room for
corrections. Column 1 takes labor
values, column 2 for materi-
als/equipment, column 3 for sub-
contracts and column 4 for toual of
that line item. Columns 5 and 6
(and more if desired) provide
space for later, better prices and
cut/add value. A recap such as this
(Attachment 5) provides a com-
prehensive overview of the individ-
ual totals for all aspects of the pro-
ject plus a means for adjusting
those values, all on one sheet.

The four column spreadsheet
offers several advantages over a
single column recap which works
only with totals for the various line
items. When only totals are being
brought forward, sales tax and
labor burden must be calculated
and added for each line item. With
the spreadsheet these are calcu-
lated only once at the subtotal line.
The four column spreadsheet has 2
built-in balance mechanism. When
the four columns are individually
totalled, then the first three column
totals are added across, they should
equal exactly the total in column 4.
Any difference indicates an error. If
the difference can be divided by
nine and the result is 2 whole num-
ber, there is an error by transposi-
tion, i.e. two numbers have been
reversed. If 10,672 is mistakenly
written 10,276 the difference is 396
which, when divided by nine, gives
the whole number forty-four. Any
other difference indicates an addi-
tion problem. A significant dollar
value difference will require review
of the sheet 1o locate the error.

As many item totals as possible
should be posted on the recap
sheet before bid day. The contrac-
tor's labor and maternal costs for

concrete and carpentry related
items, for instance, should be com-
pleted prior to bid day, as well as
general conditions and temporary
construction. As prices are posted
on the recap sheet, care should be
directed to all blank price loca-
tions. Each location should be filled
with a dollar figure or a dash if no
price will be required thus indicat-
ing that the particular line item has
been reviewed. Where combined
prices for two or more items are
listed in one location, a margin ref-
erence number can be indicated at
the dollar location and the same
number posted adjacent to other
items which are included in the
dollar amount (Attachment 8).
When the recap sheet is com-
pleted, a review for voids in each
column will quickly identify any
omission of a price.

The recap sheet can be as lengthy
as is comfortable to the estimator,
but should not be cumbersome.
There will be 60 to 75 items in-
volved in a commercial building
costing approximately $3,000,000.
In many cases, it is advantageous
to combine some of the less signifi-
cant items such as those in specifi-
cation division 10, 11, 12 or 13 into
a single entry for the recap sheet.
The total number of entries o con-
sider will not change, but the chief
estimator can delegate responsibil-
ity for cerain bid items to one or
more assistants, thus giving him/
her additional time to review major,
critical items.

Spreadsheets are invaluable in
reviewing some of the more intri-
cate bid items to insure complete
coverage for the item and eliminate
dissimilar lists of materials. The
analysis of structural steel/miscella-
neous iron material lists can be
simplified by taking a columnar
pad, listing the materials in the
description column, placing each
vendor’s name above the subse-
quent columns, then using a check
mark or dash to indicate inclusion
or exclusion. This checklist com-
parison will allow quick analysis of
total bid and coverage on bid items
such as steel/iron and also for mill-
work (Attachment 9 on page 24).

Miscellaneous Specialties (Divi-
sion 10) is a portion of the work
which can be especially difficult o
analyze by the number of items
included in this section and the
various combinations of bids re-
ceived. These miscellaneous items
are usually quoted by manufactur-
er's representatives who may bid
from one item (o ten or more, give
one lump sum for many items or
individual prices for the various

items. Again, a spreadsheet ap-
proach will simplify the analysis. A
rather wide sheet may be required
to list items across the top of each
column, the vendor's name in the
description column and his/her
price for each item in the appropri-
ate column across the page. For the
division total the selection of the
best price in each column will give
the required information. Just as
with the general summary sheet,
care must be exercised to avoid
overlapping coverage or omissions
(Attachment 10 on page 24).

BID FILE SYSTEM

The method of bid recording,
analysis and tabulation is varied,
but a common system provides a
tabulation sheet for each specifica-
tion section. As bids are received,
they are recorded on the appropri-
ate sheet with any pertinent notes
(Attachment 11 on page 24). At
some pre-determined time, for
instance two hours before bids are
due, the best prices are carried for-
ward to a recap sheet, the recap is
totalled for a pre-bid price. From
then until bid-time, changes are
made by cut/add column on the
recap sheet (Attachment 8).

The recorded bids should not be
placed in a single group, but
should be filed according to their
specification section for handy
retrieval if necessary. The file sys-
tem can be as simple as you make
it. If the wbulation sheets are on a
ring-post board, quotes could be
punched and inserted behind their
tab sheet. An accountant's thirty-
one day file book or a hanging file
rack with tab identifiers make
excellent independent file systems.
Even the paper clip will work
when combined with a section
identification slip. Each section slip
and a large paper clip separate the
quotes into groups and, although
the groups may get out of
sequence, make retrieval simple.

ADVANCE PREPARATION

The day before bids are due to
be received, each person who will
be taking bids should be given a
sheet which gives the correct name
for the project; bid time; a list of
alternates and which subcontrac-
tors/suppliers will be affected by
the alternate; if minority compli-
ance is required; unit prices that
will be required. All bid-takers
should be brought together and
given a very brief overview of the
project to give them a general
knowledge of what is being bid.

If staff size will allow, specific
poruons of the work should be
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assigned to individuals, and they should receive all
Nuctnae Encirganing Smauag. Sreer Comesgiaon bids related to that work. This will allow the bid-taker
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! entire project. Four bid takers could divide the work
as follows:

e o na

1. Specification Divisions 2, 3, 4

. 2. Specification Divisions 5, 6, 7, 8

i HHHE 3. Specification Divisions 9, 11, 12, 13, 14
4. Specification Divisions 10, 15, 16

pross s_;“? 3 ‘.'_. _-.3‘.3?:::.7_
SR ——

] A Tabulation and analysis of the bids should be the
1 - responsibility of one person (designated chief estima-

H
!
;
v

reo. Lasesan 4 : tor for this essay). The chief estimator should not be
s § ! . involved in receiving telephone bids, but should devote

i
25
L

$ i his entire attention to review, correction and tabuia-

inak 8 N2}
‘q'i“LE— -
-
ST e TR ST wmon e a5 T g o . G P4 L W 96 B0 R e B O S

ey iy ﬁ‘f_m ) tion of bids.
wg" {%. n : ' Some contractors prefer to assemble the bid in a
a...::.’..: (a1 ' “war room” setting with multiple telephones and all
"“""‘ "'" TR q ! participants working together. This has the advantage
&6 o g e i e F ] : : of intercommunication when questions of overlapping
Rpant m-‘.:.a 11 g coverages or omissions arise, but it creates stress
oy ¢ = i 1 ] rather than reducing it. This writer prefers an office or
P-'r. et ‘,; { . conference room away from the noise and conversa-
Tora \Weraut : _a?i_r) R 16F i itk fiitls tion surrounding telephone bid-taking. It serves as a
Rmhz-—mmq’ il: { 2 (47 ﬁL: “:J L |42 111 calmer focal point for information gathering.

Eﬁfﬂ“‘ ¥ Baymad k’ ! (’ '5[) fir ) itk No matter which assembly area is chosen, it should
Ru- tas H HH be cleared of any work not directly related to the pro-
Meswt i ject being bid. A telephone should be at hand for last
illlamiB it R minute calls by the chief estimator to clarify question-
i | F n able bids. Plans and specifications should be available
for quick reference. A receiving box or basket should
. o CORMARY . be provided for deposit of incoming quotes. This will
i (o Errn O 0 e e reduce the possibility of a quote being lost in a
T Fovd cur Brrermscnn Renend, [T —1— i MI— 1 mound of papers. The use of colored paper, such as
2ol Man_Fuasesa s D | i f —— 7 I~ | yellow or light blue, for printed telephone bxd forms

_— — , Ay also will make them more distinctive.
U D} s_EooruC___': XRETT TS 1 i Discussion should be held prior to bid day regard-
el G -t et g i i i~ | ing the final mark-up to be applied for the particular
; : project. Based on the anticipated cost of the project, a
—| - — e finiiK ] [~ lump sum amount may be designated to meet the
i | —1-- -+ company's cash flow requirements for the job's dura-
T T Bom P e AL 1| tion. In lieu of this, a percentage of cost figure may be
e R I established from previous history and experience. In
e B r2: 01 o -4 any case, the margin of profit should be thoroughly

considered and agreed upon before the final moments
of bid tabulation.

Bid documents should be prepared in advance of
bid day. The envelope should be properly addressed
in accordance with the instructions to bidders and, if
the location is not familiar to the persoen who will
deliver the bid, a map and/or detailed instructions
should be attached to the envelope. Bid guarantee
should be obtained in advance. The most convenient
form is the bid bond issued by the contractor’'s bond-
ing agent, which specifies the percentage of bid cover-
age. This must be signed, the corporate seal affixed
—H when appropriate, and signatures witnessed. An alter-
nate guarantee could be a cashier’s check for the spec-
ified percentage of the bid, but this can be difficult to
HH— accomplish in the time allowed. The required number
Hi £ of bid forms, plus one in case of error, should be exe-
cuted and placed with the envelope.

|
b
i
|

HEN
o=

i

IR

S )
IR

L

T

T

2l
|
]

{
|

TT1
]

it

i
|

!
|
|
|
TR
L

EERENE

AR RNEEN
IEREERRRE
]

l}!lll

o
|
|

- HH— If the location for bid receipt 15 unfamiliar, a test
drive should be made several days in advance 1o iden-

!

|

|

|
LT

BERENR

4144

24/ ASPE March/April, 1994



N_\)c-..m: Drugusseine encung R l\fi!"vC m_eF‘ECl&L_T}_‘:'; COHF’LE“-’ON & e e
1ol6t ""0'2.03" = I065S — = 2 | Q900 =—== - —— .
* ]
{-E’M_J':’FR:FLQ_M\ m-ul_ﬂﬂ uumgﬂltl-ﬁ?\u: lcc“fuux/‘.'f.g;_&m__ Rm Sermos_Thescroer WD’“E-‘ -
Aty o= - - Scoanioml o f AR ATy = 7‘33:_._.:?35_,1,.._ - _DeieTen_ . =™ __'\
— CosiManRoo__ __ 1191% ¢ i - --_'-_i SLIEE S EIE%- " L 2A14% | &7 AT 1T e Awa3 . 33447
o : _-_-vq-c'a_». e et —'_m__,____- s __ani. o= | ow* [ alf ievosseS Il A i
o Hzﬂc.n&:nm.u.s.\‘[ 1z - - SR T S i - | !_: L S T N - L R e T -k,
THMuws T 1= ot = {waf— uur ! = .1 _106= . 201! 185% rcamernan ! 1o
Acejwoee Tue, =" = = B - : | :
_IRE DT 1 = = 15| = fe bl =
—_Kingm Asgnce __"‘"“;284 P S = . S L -_.4__"::
A M S, - i X (IR TRES ] O X
AL SLATS = = SN 1 = 7@
MESREY <9y L O, N S~ SIS o pa SESTU_ NN IS S U R N S
o n GGty Supe (| - R i R =1 \251
Momy_Sugay e 72D zzfs s = ¢ - =_1_1=
— 3BGwser Simso MG = 1 Vo SENT T \on0s |
men (oRe. P = - = = b ot e T
Ties_ e B 71 L NS S S i R
i, T SR L NV SOYC LN ) NG TR P
. : : H

tify any potential delaying factors,
such as school zones, railroad
crossings, construction work, etc.
The test drive should be made at
the same time of day it will be
made on bid day. Locating a con-
venient telephone is very important
for calling to receive the final bid
from the office. With the availabil-
ity of cellular telephones, it would
be prudent to consider installation
of a car telephone in at least one
company vehicle which could be
used for bid delivery. Even more
convenient, would be the purchase
of a portable telephone which
could be carried right to the bid
location.

DETAILS

Attention to details can reduce
the tension on bid day.

Does your calculator have
sufficient paper on the
roll? If not, have a new roll
within easy reach.

What will you do about
lunch? Designate one per-
son to go out for sand-
wiches, get everyone’s
order before 10:00 a.m.,
call ahead and place the
order or, better still, make
arrangements to have the
food delivered.

Does the bid representative
have change for tolls, park-
ing meter, telephone? Check
to be sure.

The FAX machine makes it pos-
sible for the vendor or subcontrac-
tor to send a written quote or at
least a scope of work description
on bid day. The scope sheet will
reduce the ume spent on the tele-
phone with each caller. verify di-
rectly from the bidder his inclu-
stons/exclusions, reduce the

probability for misunderstanding.
Call major subcontractors in
advance and request a FAX scope
sheet.

Let subcontractors and vendors
know that you will not be available
to discuss the project with them on
bid day, and that you will not be
able to meet with them for any rea-
son on bid day.

COMMUNICATING THE BID

The method of communicating
the final bid to the bid representa-
tive is most critical. First he/she
should arrive at the place of hid
opening, confirm that bids are 10
be received at this exact location.
then establish telephone contact
with the office well in advance of
bid time. Secondly, he/she should

endeavor to be at a private location
to allow free and open conversa-
tion, which will not be heard by
another bidder. The chief estimator
should read the bid first as 2 whole
unit, such as five million, eight
hundred seventy-five thousand
eight hundred dollars, then follow
with a numeric repetition - five,
comma, eight, seven, five, comma,
eight, zero, zero. All numbers, base
bid, alternates, unit prices shouid
be given in this manner. The bid
representative should, if location
permits, repeat the numbers imme-
diately after transcribing them.
When the bid form is completely
filled out, the chief estimator
should go back to the beginning
and repeat all entries for final veri-
fication. Care must be taken when
entering the words and figures on
the bid form that they be legible
and clearly written.

Once the bid is given to the bid
representative and the communica-
ton line severed, it is time 10 get
up, move around, relax and unwind

The flow of adrenaline slows, the
intensity and concentration slacken,
idle conversation and small talk are
allowed. The final rush of bids can
now be placed in their proper file,
notes and loose papers clipped
together and order reestablished.
No matter how well organized your
system may be, the last hour before
bid time will test that system.

CONCLUSIONS

Bid day is the climax to thou-
sands of manhours of work by gen-
eral contractors, subcontractors angd
suppliers. Each contributes his be{
effort for an accurate bid with rea~—
sonable profit, yet knows that,
probably, onlv the low bidder will
receive a contract. The lowest bid
is not always the correct or most
accurate estimate of cost. Errors,
omissions, poor judgment under
pressure can negate the accuracy of
any esumate.

Minimizing stress during the bid
assembly is an important factor in
producing an accurate bid. Every
step in the bid day process needs
to be addressed, analyzed, adapted
and practiced to achieve a smooth,
orderly accumulation of informa-
tion. Repetition of the same bid
process will reduce the stress of an
otherwise hectic event. Advance
preparation, attention to detail and
accurate communication are all
essential to the entire bid program.
A flawless estimate is rare but
achievable. E
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By Michael Phillips

BIOGRAPHY

Michael Phillips is vice president
and chief estimator of a large me-
chanical contractor in a major met-
ropolitan area. During his seven-
teen years in the mechanical
contracting business, he has been
active in all facets of the industry,
including estimating, purchasing,
project management, marketing
and sales. He has successfully bid
projects in the commercial, institu-
tional and industrial areas of the
mechanical contracting industry,
including hospitals, museums,
schools, libraries, office buildings,
sewage treatment plants, airport
terminals, commmuter rail terminals,
transit maintenance facilities, etc.

Michael has taught a course for
five years entitled “Project Man-
agement for Mechanical Contrac-
tors,” as part of the continuing edu-
cation program of a large state
related university.

He earned both bachelor of sci-
ence and master of science degrees
in mechanical engineering.

SYNOPSIS

This document s a procedure

Selection & Notification
of Subcontractors &
Vendors

for the selection and notification of
subcontractors and vendors whose
pricing is required to complete the
estimate. This procedure is based
on the personal practices of the
author and has been refined during
the past sevenieen years to reflect
changes in technology, methodol-
ogy and theory. The principles of
selecting the subcontractors and
vendors, notifying, and securing
the subcontractors' and vendors’
pricing are addressed in this docu-
ment.

Reference material on this sub-
ject is limited because it is based
on a procedure developed and
implemented by the author. How-
ever, a list of references supporting
this paper is presented at the end.

INTRODUCTION

This document presents proce-
dures for the mechanical estimator
to solicit subcontractor and vendor
pricing required to complete the
estimate.

The basic requirements of the
estimate require notification of sub-
contractors and vendors, perfor-
mance of the quantity survey,
securing subcontractor and vendor
pricing and summarization of all of

the information necessary to pro-
duce a complete esumate.

The estumator 15 dependent on
the support of his subcontractors
and vendors to provide him with
competitive pricing at bid time for{
those items which he cannot price
himself. If the subcontractors and
vendors are unaware of the estima-
tor’s need for pricing, then the esti-
maftor has no one to fault but him-
self.

The methods commonly em-
ployed for notification include the
personal phone call, the postcard
or letter and most recently, the
“FAX" message.

SELECTION OF SUBCONTRACTORS

The estimator must review the
specifications and plans to deter-
mine subcontractors and vendors
to be notified. Typically, the sub-
contractors required for a mechani-
cal project include:

Automatic Temperature
Controls

Sheetmetal Work

Insulation

Testing, Balancing and
Adjusting

Water Treatment

Fire Protection

Excavation

Asbestos Removal

The estimator must review the
project in detail to determine the
level of expertise, financial strength,
and similar characteristics which
qualify those subcontractors to be
selected for the project. The estima-
tor should avoid the shotgun ap-
proach in notifying subcontractors
and take steps to deliberately elimi-
nate those subcontractors which
are known to be unqualified or
unsuitable for the project.

The estimator’s personal knowl-
edge of the subcontractor should
be the first criteria in selection,
supplemented by the subcontrac-
tor’s “track record.” Just as in hiring
a new employee, a new subcon-
tractor’s resume including refer-
ences of previously completed pro-
jects identifying owners, profes-
sionals, GCs, CMs, etc., who may
be consulted for verification of the
subcontractor’s ability to perform
should be requested.

Financial information including
banking, insurance, bonding, in- |
dustry suppliers, Dunn & Bradstreet
Reports, etc., provide a picture of
the subcontractor’s strength. Ask
the questions to protect yéur com-
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pany; a weak subcontractor on a
major project could result in not
only the failure of the subcontrac-
tor, but your own company as
well.

Current information is essential;
a strong subcontractor could be in
bankruptcy tomorrow by one
event. Listen to the scuttdebutt on
the street, but exercise cautious
judgement before reacting.

Visit the subcontractor’s plant or
shop. Does it reflect a well run
business, are the employees active,
morale high or is doom impending?
Beware the subcontractor who
must have this job to pay for the
last one.

SELECTION OF VENDORS

Equipment manufacturers and
their representatives should be
selected based on the manufactur-
ers specified, except in certain lim-
ited cases, manufacturers which
may qualify as approved equals
based on the estimator’s experi-
ence. Prudent judgement should be
exercised in the selection of manu-
facturers 1o bid the project deliber-
ately, avoiding those manufacturers
who are neither qualified nor
acceptable to the engineer.

Typically, the following major
categories of equipment will bhe
required in the mechanical esu-
mate:

Air conditioning

equipment

Heat generation

equipment

Hydronic distribution

equipment

Air distribution

equipment

Plumbing fixtures and

drains

Hydronic and steam
specialties

Evaluation of the vendor's ability
to perform should be determined.
The same techniques cited above
for subcontractors apply to vendors
particularly the track record. Avoid
the so called “trail blazer” who has
never built the equipment previ-
ously, but wants the opportunity 1o
try at your expense. Ability to per-
form must include not only the
manutacture but the warranty and
guarantee after delivery to assure
performance and service, correcting
any defects that may arise.

LOCATING MANUFACTURERS
AND THEIR REPRESENTATIVES

Generally, the majority of equip-

ment manufacturers and their local
representatives are already known
to the estimator. However, occa-
sionally the need will arise to lo-
cate a particular manufacturer and
1its representative, which had not
been previously known 1o the esti-
mator. These include the design
professional, contractors’ services,
trade publications, business direc-
tories, telephone directories, etc.

Consulting the professional ini-
tially to locate the hard-to-find
manufacturer and its representative
is probably the easiest and most
direct solution to the problem. The
professional has probably used the
services of the manufacturer during
the preparation for the construction
document, and therefore has the
information readily at hand. Addi-
tionally, this affords the estimator
an opportunity to develop a rela-
tionship with the professional
which, if properly handled, may
result in the professional sharing
information with the estimator
which he might not otherwise be
able to obtain. This information
may spell the difference between
winning and losing the bid. The
estimator must capitalize on every
opportunity to obtain information.
Information is one of the key ele-
ments to preparing successful bids.
The more you know about a pro-
ject. the more likely you are 1o be
successful.

Contractors’ services, such as the
Dodge Bulletin. published by the
McGraw-Hill organization, routinely
publish information about local
projects being bid. The information
usually is obtained from the archi-
tect or the owner. This information
includes date of bid, addendu.
availability of documentation, and
bidders who have obtained plans
from either the architect or the
owner. The estimator should list his
firm as a bidder with the local con-
tractors’ service if it has not been
previously listed by the architect or
the owner. This listing will serve
notice on all organizations having
an interest in the project that your
firm is bidding the project. Manu-
facturers subscribe to these services
to obtain the names of bidders and
thus will be sure to provide a hid
to all listed bidders. There is no
charge to list your company as 4
bidder, however there is a fee 1o
subscribe to the service.

Trade publications and periodi-
cals available to the estimator, usu-
ally on a free subscription basis,
carry advertising particular 1o (he
industry. The advertising usuully
carnies with it a reader informanon
service, which may be used 1o oh-

tin additional information reward-
ing the products of the manutac-
turer.  Requestung  additional
information through the readers’
information scrvice usually results
in additional catalogue information
and the name, address and phone
number of the local manutacturer's
representative for the product. This
advertising is particularly useful in
helping the estimator to identify
additional bidders for unique prod-
ucts, thus encouraging competition
and thereby obtaining the lowest
possible price. Trade publications
and periodicals serving the me-
chanical construction industry in-
clude Heating, Piping and Air
Conditioning the ASHRAE Jour-
nal, Plumbing and Mechanical
and Domestic Engineering

Heating, Piping and Air Con-
ditioning magazine is free to mem-
bers of the industy and is availuble
by contacting:

Heating, Piping and Air

Conditioning

1100 Superior Avenue

Cleveland. O 44197-8016

This particulur magazine is cited
because the June issue is the an-
nual Desk Reference to Mechanical
Systems. The annual Desk Refer-
ence includes u listing of manufac-
turers, products. rade names. re-
cent HVAC arucles. societies and
associanons. clussificd advertising,
manufacturers data and advertisers’
index and sales offices. This partic-
ular issue is invaluable in that it
contains the most conclusive listing
of manufacturers and products with
the mechanical contracting indus-
try. It is a must for any mechanical
estimator. Similar dircectories are
published by the periodicals serv-
ing other industries such as fire
protection. hospital supplies and
equipment. architectural products,
ete.

The Sweet’s Catalogue File,
published by the McGraw-Hill In-
formation Services Compuany, is a
permanently bound tile of building
product manufacturers’ catalogues
organized on the industry-accepted
16 division tormat for data filing
and construction specitication used
by the American Institute of Archi-
tects Service Corporation’s master
spec and the Construction Specifi-
catton Institute’s spec text. Addi-
tonally, there wre indexes by firm
names. by products and by trade
names. The Sweet’s Catalogue
offers an addinonal service culled
“Sweet's Automated Byhine.” The
Sweets Autonuaed Byline phone
number iy 1-800-321-2737 Culling
the number will connect the esti-
nutor wuh o computenzed infor-
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mation system, which will instruct
the estimator to enter specific infor-
mation associated with the manu-
facturer's catalogue, as well as his
local post office zip code. After en-
tering the requested information,
the system will respond with the
name, address and telephone num-
ber of the local manufacturer’s
sales representative serving the es-
timator’s area. The Thomas Regis-
ter of American Manufacturers
is published annually by the
Thomas Publishing Company and
is available for a fee by contacting:

Circulation Department

THOMAS REGISTER

Thomas Pubtlishing Company

1 Penn Plaza

New York, NY 10117-0562

The Thomas Register is a di-
rectory of products and services,
company profiles and catalogue
files. It is similar to the Sweet’s
Catalogue File, but much larger in
scope in that it lists all American
manufacturers for all industries
who choose to subscribe to the
register. The 1989 edition of the
Thomas Register includes 23 vol-
umes. Volumes 15 and 16 contain
company profiles of more than
145,000 U.S. companies. These
companies are listed alphabetically.
The information on them includes
addresses, phone numbers, loca-
tions of sales offices, distributors,
plants, service and engineering
offices, and usually an 800 number
by which to contact them toll-free.

AT&T publishes a toll-free 800
directory. The directory contains
wo listings, one alphabetically by
subscriber’s name and the other is
a “Business Yellow Pages” similar
to the standard yellow pages found
in any local phone directory. The
toll-free 800 number provides a
low-cost expedient method of
locating manufacturers and their
local representatives.

The local phone directory, par-
ticularly the yellow pages section,
contains listings of manufacturers,
representatives and products.

Local professional organizations,
such as the American Society of
Heating, Refrigeration and Air Con-
ditioning Engineers chapter, may
publish a directory of local manu-
facturers’ representatives operating
in the area served. The Philadel-
phia chapter ASHRAE Directory is
prepared locally by the members
and is available for a fee from the
chapter. This directory is the most
complete listing of local manufac-
turers available in the Philadelphia
area within the heating, venulating
and air conditioning industry.
Similar type directories in other

geographical arcas may also be
available.

NOTIFICATION OF
SUBCONTRACTORS & VENDORS

Subcontractors and vendors may
be notified by a personal phone
call, a postcard or FAX. Any one or
a combination of the methods will
suffice, however, all three should
be employed in the case of major
subcontractors and proprietary ven-
dors.

The personal phone call sets the
stage for the “Event.” “Hi! This is
John Doe of ABC Mechanical
Contractors. We are bidding the
Jones job and want your firm on
our team. The plans and specs are
in our office and can be purchased
at XYZ's Reproduction Services.”
The personal phone call establishes
the line of communication between
yourself and the other estimator.
The relationship of mutual cooper-
ation and support starts to develop
the trust which is essential at bid
time to obtain the best price rather
than the “street price.” The call
confirms positively the subcontrac-
tor’s participation. All oo often we
find ourselves at bid time lacking a
major subcontract price resulting in
hours of our own work wasted
since we are unable to complete
the estimate without a reliable,
bona fide subcontract price.

The initial call should be fol-
lowed up periodically; particularly
when any addendum are issued, a
change in the bid date and immedi-
ately prior to bid date to again con-
firm the subcontractor’s support.
Discussions regarding coordination
of the work to eliminate duplica-
tion and identify possible omissions
are essential. Additionally, those
bids with a multitude of alternate
prices require close coordination.

The postcard affords the largest
volume, but least selective method
of notification at the minimum cost
in terms of time and money.

Occasionally, a formal letter is rec-
ommended over the postcard.

The most common form of post-
card is available from stationers
preprinted with the company’s re-
turn address, blank on the reverse |
side and prepared for tractor feed
through a dot-matrix printer driven
by a micro computer.

Figure 1 is a sample of a return
postcard with a typical message.

Micro computer programs, com-
monly referred to as “databases”
are available to maintain the listing
of subcontractors and vendors. The
database at a minimum should af-
ford the estimator the ability to
select recipienis by groups and
eliminate individuals within a
selected group. Figure 2 is a listing
of subcontractors and vendors pre-
pared on Lotus 1-2-3, however, any
comparable database such as PF/
Professional File, DB 4, Rolodex,
PC-File, etc., will serve equally
well. Figure 3 (Page 6) is the doc-
umentation for the code and struc-
ture which drives the program.

SOLICITATION OF
SUBCONTRACTOR AND
VENDOR PRICING

The estimator must contact all
subcontractors and vendors to
obtain pricing which has otherwise
not been received in written form
prior to bid time. The mailing list
notifying subcontractors and ven-
dors should also contain a tele-
phone list. Figure 4 (Page 6) is a
typical telephone list.

Figure 5 is a typical telephone
quotation form. This form has pro-
vision for pertinent information
required by the estimator. The esti-
mator should attempt to obtain as
much information as possible and
record it on the form. He should
also request a written confirming
quote either by mail or FAX.

An assistant or clerk may make
the initial phone contact with the

Johnson Dormitory
State College

1st National Bank
Interior Renovations
Fifth & Main Sts.
Howard

FIGURE 1
Message Side of Postcard

ABC MECHANICAL, INC. REQUESTS YOUR QUOTATION
FOR THE FOLLOWING PROJECTS:

Phone 555-4800; FAX 555-4991.
1234 Main St., Anytown, USA.
MINORITY CONTRACTORS ARE ENCOURAGED TO BID.

DUE DATE ESTR
11/7/89 John
10/31/89

4/ ASPE March/April, 1994



[le I b
[asis}4 Lt

-1

-1

&l

-1

1

AN FINE

AUTOMAYIC TEMP COXTROLS

BARBER COLXAX Q0.
GONEVWELL, 1NC.
JOHNSOX COXTROLS

HCC POMERS

POBERTSAAN COXTROLS €O,
20 of CRogP

SEEETHETAL COXYRACTIGRS

ORZLAD SREET NITAL

QUALITY SHEZTMETAL CORP. ORE SCRUYLKILL PARRMAT

TNSILATION

FIGURE 2
Database Listing of Subcontractors and Vendors
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STREEY ADDRESS

{667 "C" SOHERTOX RD.
VALLEY PORCE CORP. CEXTIR
10541 DRUNHORD KD.

1400 NILLON AvL

0% GENERAL WASHINGTOR AYE.

b.0. 01 Si0

P.0. 30X QR CITY; STATE
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FIGURE 5
Telephone Quotation Form PAGE . Ob___
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vendors followed by the estimator
to clarify details, pricing and obtain
any additional information to
enable the estimator o evaluate all
the variables influencing his bid-
ding strategy.

The estmator should make the
initial contact with the major ven-
dors and subcontractors. Nothing is
more frustrating at bid time than a
conversation with someone who
has only a vague knowledge of the
job and worse, limited authority to
deal. The estimator must exercise
discipline and judgement at bid
time to secure the best possibie
price with the most favorable
terms. He must be thorough in his
discussion to identify all the factors
affecting the subcontractor’s scope
of work. The written scope prior to
bid time is essential; a faxed con-
firming scope immediately after the
phone conversation should be
requested.

CONCLUSION

The estimator’s responsibility to
produce a professional quality esti-
mate requires coordination of all
products of his efforts, including
selecting and communicating with
his subcontractors and vendors. Im-
plementation of the techniques and
methods presented herein for se-
lection, notification and communi-
canion will help to improve this vital
part of the esumating process. &
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SUBCONTRACTOR PROPOSAL ANALYSIS & SELECTION

After the contractor’'s own work has been taken off and priced and the general
conditions have been determined, the estimator can turn his attention to the sub-bids
received in answer to the requests sent out when starting to figure the job. All bids
should be separated according to classifications or work and each should be carefully
read and thoroughly analyzed - especially those which are apparently the low bidders.

In analyzing each sub-bid, the first thing to determine is whether the bid is complete.
That is, does it have all of the work in its classification called for on the plans and in the
specificationse  This is doubly important where the architect has lumped several
classifications of work under one section heading of the specification. Special attention
should also be paid to these sub-bids on which the subcontractor has made exceptions
by listing the items he has or has not included.

When subcontract bids are extraordinarily low, the best course of action is to contact
the subcontractor advising him of this condition and ask him to check his quotation.
This will give him a chance to retain, revise or withdraw his figure from the bidding.
Whatever the subcontractor decides to do, he should take the same action with all
other general contractors who have his bid. By notifying the subcontractor that his bid
seems too low, the estimator is really protecting himself. If he uses the bid in making up
his final figures, and the subcontractor discovers a serious mistake in his estimate, he
may refuse to take the job at the price quoted. Then the estimate will contain a losing
item before the work is even started. On the other hand, if the subconfractor accepts
the job at he low figure and then finds an error in his estimate, in many cases he will try
to get more money for his work. If he does not succeed, he will probably make every
effort to reduce his cost by cutting every corner he can - using cheap materials, doing
poor work, and in general, turning out an inferior job. This usually results in a loss for the
general contractor.

Subcontract bids form the largest part of the estimate, usually ranging from 2/3 to % of
the total cost of the job. This fact alone should impress you as to the importance of
good sub coverage and accurate analysis of each quotation. To be a successful
contractor, having a good following of reliable subcontractors in all classifications of
work is essential and the only way to gain this is to deal fairly with then and earn a
reputation for doing so.

When all the preceding steps are finished, the next step is the completion of the
summary sheets set up at the beginning of the estimate. The estimator now enters on
the summary sheet the material and labor totals for each classification of work the
confractor intends to do with his own forces. He also enters the amount figured for job
overhead and general conditions, permits, taxes and insurance. In addition, he enters
the amount of each sub-bid he is going to use. All columns are totaled and cross-
totaled to arrive at the total estimated job cost.





