

REquest for Proposal
Department of Finance and Administrative Services 


RFQ/P Project Planning 


This assists you through a competitive solicitation process, with step-by-step guidance and a checklist to plan your process 





	Checklist of Events
	Checklist
	Typical Schedules 

	Name your Team , Rough out schedule
	Done  |_|                  
	

	Begin Team Meetings
	                  
	Week 2

	· Complete Background Statement
	Done  |_|                  
	

	· Complete Objectives
	Done  |_|                  
	

	· Complete Scope of Work
	Done  |_|                  
	

	· Prepare list of consultants and WMBE firms 
	Done  |_|                  
	

	· Edit Sample Questions in the RFQ/RFP
	Done  |_|                  
	

	· Discuss evaluation process
	Done  |_|                  
	

	· Confirm scoring strategy 
	Done  |_|                  
	

	· Do you need interviews?
	Done  |_|                  
	

	Finalize RFQ/P 
	Done  |_|                  
	Week 3

	Schedule Evaluation and Interview Team, book rooms
	Done  |_|                  
	

	Publish the RFQ/P (on the website, in the newspaper)
	Done  |_|                  
	Release Date

	Pre-Proposal Conference 
	Done  |_|                  
	Release + 1 week

	Deadline for Questions 
	Done  |_|                  
	Release + 2 weeks

	Deadline for City to Reply to Questions
	Done  |_|                  
	Release +2 weeks

	Proposals Due 
	Done  |_|                  
	Release + 3 weeks

	Review Responses for any immediate issues (minimum qualifications, lateness, etc)
	Done  |_|                  
	RFP Due + 1 day

	Evaluation 
	Done  |_|                  
	RFP Due + Days 2,3,4

	Select Most Competitive Proposers 
	Done  |_|                  
	RFP Due + Day 4

	Interviews if any
	Done  |_|                  
	RFP Due + Day 5, 6

	finalize award decision
	Done  |_|                  
	RFP Due + Day 7

	Announce intent to award
	Done  |_|                  
	Award Day

	Obtain Final Documents from Vendor (W-9, etc)
	Done  |_|                  
	Award + 1

	Negotiate and Sign Contract
	Done  |_|                  
	Award + 10





 The First Steps

Start-Up

Is it an RFP or RFQ?  Select an RFQ (select on their qualifications only) or a Request for Proposal (evaluates and scores various factors, such as pricing, experience, technical strengths).

Name the Team:  The Team helps draft specifications and may evaluate, score and interview if needed.  Invite team members.  Select those willing to commit time, readily available during the project, and have expertise.  Check for any conflict of interest. Three to seven is an effective team size.
	
Rough out a Schedule:   Make a rough schedule of major steps.


Drafting the RFQ/P Package
	
You (and your team) will now make decisions and begin to write some of the information you will be inserting into the RFQ/P document:

Background Statement:  Write a brief (perhaps two-paragraph) background statement.  Explain why the City wants this, what started this (an ordinance, Mayor’s initiative, etc), the history and purpose.  

Deadline, schedules:  Specify timelines for deliverables, and whether deliverables have firm deadlines or are negotiable.  Consider any transition time for a new provider.

Minimum Qualifications:  are there any minimum qualifications interested firms must have?  This should be rare because it w will automatically eliminate firms that might otherwise be very capable of performing your work.  Be clear the difference between what you require of the Company and instead, what you require of their Project Manager employed by the company. 

· Examples of Minimum Qualifications that might be appropriate in special situations:  
· The Company (or, if you want the Project Manger experience instead, be clear you intend this to mean the Project Manager and not the company) must have been in the business two consecutive years, without interruption.
· The Company must have a licensed electrician at time of bid. 
· Examples of inappropriate Minimum Qualifications:
· Company must be responsible, experienced and capable.
· Company must have good references. 

Solicitation List:  Prepare a list of all the consultants you intend to seek.  Search for women or minority owned firms.    

WMBE:  Be sure you include the WMBE Inclusion Plan.  If a federal project, you would use the Consultant Inclusion Plan – Federal.  PCSD can provide you additional advice about when it is appropriate to use the federal form in lieu of the traditional WMBE Inclusion Plan.  Remember it requires at least 10% of your evaluation points.
 




Preparing the RFP Vendor Questions
Now prepare questions you wish to ask of Consultants to understand their abilities and qualifications.  

RFQ/P Design - Evaluation and Scoring
Decide and describe your selection and scoring process. Review and confirm with your team.  Basic Guidelines:
1. Keep scoring simple and easy to understand.  You may have a complex project, but design no complex scoring system.  Complexity adds risk for errors, reduces transparency of decisions, and increases protests.  Do not use complex formulas, weighting, special rankings, and detailed criteria.  Avoid highly detailed and/or mathematical scoring formulas.  

2. Use simple scores.  No weighting.  Total possible scores will automatically reflect the value of each criterion. You will not need a weighting or ranking process to do that.   If total possible points are 100, give more points to the most important items.  We therefore eliminate additional weighting and ranking calculations.

3. Figure out how you plan to score.

· Each question (or group of questions) should be assigned possible points (see sample below). Review and confirm this reflects the priority for your project. A&E selections may not use pricing.  Pricing is negotiated after you select an A&E firm.

	
	Total possible points

	Pricing 
	150

	Management Response (experience proposal plan, staffing, etc.)
	250

	Technical Response
	500

	WMBE
	100

	Grand Total
	1,000



· References are probably best as a pass/fail and performed after you pick your otherwise highest-ranked company.
· Scores are done on comparative basis; the best response – when compared to all the others - gets the highest points. 

4. Confirm how you will score.  Each person individually?  Or the team agrees on a score?  

· The standard approach is Team consensus.  Team members review responses and discuss until the team gets to consensus.  This approach:
· Reduces the exposure of any individual member since no individual scores are taken, particularly if a public disclosure request arrives;
· Reduces potential for errors in tabulations;
· Simplifies the scoring process;
· Allows experts at various items to have a decisive input.

· Individual points and scores.  Team members score individually and discuss among team members only if desired. Scores can be adjusted if the scoring member learns anything new from talking to team members. Tabulate points and top candidates are the highest scored. This approach ensures:
· Each member has an equal voice;
· No team member provides influential discussion or information.

5. Do you need to conduct interviews?  Or can you decide with the results of your paper scoring?

If you are not sure whether you want to interview, the RFQ/P can reserve it as a City option.  However, if you indicate that interviews will be performed, then you must do so. Be sure your team has time available and is prepared to interview within one to two weeks after the RFQ/P submittal.  

Do you plan to add up the Written Proposal Score + the Interview, then the total wins?  Or will the interview stand-alone?  This is significant to the outcome, so think carefully about the decision. 

Rescoring:  Sometimes we learn new information in an interview or demonstration.  Do not rescore the written result, unless that was discussed before the evaluation team began.

Book the Rooms

Block out time on your Teams’ schedule to evaluate responses and interview time slots.  Do this early because everyone’s calendar is busy.  Lots of advance time is needed to get team members in the room together.  

Finalize the RFP/Q
· If advertising is needed, for those RFQ/Ps selected above the thresholds and are not Consultant Roster selections, post on the City Consultant portal and advertise in the Daily Journal of Commerce.  EBid should not be your posting point, unless you have complex blueprints or must track every person that views your RFQ/P.
· Conduct a pre-bid conference. Lead the Q&A session.  Take notes of every question and answer
· Issue a “Q&A” to document all the questions and answers you give, and post onto the website next to your RFQ/P.  Changes your requirements, then you issue an Addendums.  

Responses Arrive
Verify responsiveness (response arrived on time, mandatory forms were returned, Consultant Questionnaire submitted, etc) and responsibility (they have a reasonable financial profile and are not debarred).   

Review the Consultant Questionnaire to ensure there are no “red flags”.  Should you require a background check for a particular scope of work (on any and all employees of the firm), then you would do so at this point or after initial selection decisions. The Consultant Questionnaire should be requested and reviewed of every company before you award.

Evaluation and scoring begins.  Provide copies of the eligible responses and begin reviews.     Meet, score, total and award. 
· Evaluation should begin promptly after responses arrive and continues on consecutive days until done. 
· To open the meeting, distribute the “Evaluation Letter” to the Team.  
· Score every item as you promised when you planned your scoring.  Don’t skip scores; provide a score for each item.
· When Evaluation is done, collect the scores, add them up and document decisions.
· To select competitive firms for interviews, go from the highest-scored down the list in consecutive order until the Evaluation Team determines there are enough firms to consider. Pay attention to where WMBE firms are when you make the cut-off, to ensure WMBE firms are given an opportunity to present if they are reasonably competitive.
· Dispose of personal notes not important to the decision.  
· Collect and keep the Forms or checklists that document decisions.  
· Ensure scores are carefully documented and easy to understand, and will place all the scores and forms into the contract file.

	
Interviews/Demonstrations
· Interviews immediately follow scoring.    
· If the RFP/Q promised an interview, they must be conducted.  No matter how obvious the selection results, the interviews would have to be performed. Interview all top candidates in consecutive order of competitiveness.
· Distribute an interview “Do’s and Don’ts” Letter to your interview team.  			

Negotiations and Award: Check for the “contract exceptions” that the Proposer’s gave to you with their submittal.  Consult with Law for the Team if needed.  If negotiations fail, resume only with the next highest ranked Proposer.  Execute the contract with your Department head signature (or appropriate delegated officer) and the Consultant signature (an official officer of the company).  The signors may date their signature, however it is unnecessary since the contract effective date shall prevail.

Contract Invoice Preparation: The Project Manager or your AP Office will contact the Consultant Billing preparation representative, who is named by the consultant on their Consultant Questionnaire.  Provide the billing person a sample invoice, and the invoice preparation checklist so help ensure they have good instructions on how to prepare an invoice.  Remind them that the Invoice Date they print on the invoice should be accurate as to when they actually send the invoice, and that it is important they keep attach clean records and documents with their invoice.
[bookmark: _GoBack]

	Confidentiality and Conflict of Interest
All documents, decisions, information and opinions are to be equitable and fair for all firms.  Do not share private information.  Once responses are received, all information is confidential and not to be shared to anyone outside of Team meetings. Do not have conversations, meals or contact with competitors or others about the evaluation until the contract is signed.  

Remember that Team decisions and materials are subject to public accountability.  Perform a fair evaluation of each proposal and set aside prejudices. Do not make, written or verbal, any derogatory or slanderous remarks.  Make only those remarks or notes that you would be willing to share.  The process is to be fair to all, to be thoughtful and deliberative.  It is an important responsibility that preserves the integrity of the public bid process.  


Please do Not:
· Do not discuss any aspect or any opinion of this process, the Proposers, proposals, or proposal ranking outside of the Committee forum;
· Do not accept gifts/meals or any type of gratuity or service from any Proposers;
· Do not give preferential treatment to any Proposer.

Conflict of Interest:  Please understand the policies regarding conflict of interest, to ensure that neither you nor your potential team members could be perceived to cause a Conflict of Interest. 
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