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Introd ​uction

End-of ​-year budgeting is here again and your project that has been
postponed for several years has finally been made a priority. As with
many, the project needs to be started before the actual year-end so
that the funds can be separated across two fiscal years. Unfort ​una ​‐
tely, time is running out and you need to send out a request for
proposal (RFP/RFQ) as soon as possible. To do this, you gather the
few drawings you have, even though they are not up to date, and try
to gather your thoughts on how to write the scope of work.. A
successful project is built on commun ​ica ​tion. Be sure to give all of
your relevant inform ​ation to your prospe ​ctive bidders up front and
never assume that leaving a critical piece of the project out will result
in a lower cost. Most companies that I have worked with or competed
against have been honest, hard-w ​orking, and strive to maintain a
high level of quality. Do not be the roadblock in your organi ​zation, but
instead, put in the work so that the project goes smoothly and under
budget.

Source: https: ​//i ​nno ​vat ​ive ​con ​tro ​ls.c ​om ​/bl ​og/ ​7-t ​ips ​-be ​tte ​r-c ​ont ​rol ​s-a ​‐
nd- ​ins ​tru ​men ​tat ​ion ​-rf ​prf ​q-r ​esults

1. Use Qualified Resources

It seems that this should go without saying, but it is very important
that the inform ​ation in the RFP is accurate and complete. Using an
internal or external resource is fine but they must know or be able to
quickly learn the system, scope, and goals in order to provide the
data for the RFP. If you are a procur ​ement agent, adding a scope
paragraph that only states to ‘upgrade the system’ will not be suffic ​‐
ient.

2. The Scope Defines the Cost

Only way to reduce cost is to reduce scope. The small differ ​ences in
vendor rates and travel time do not affect the final prices very much.
That is why whenever there is a large variance between proposals,
you should see red flags. It means that there is a good chance that
one of the bidders did not understand the scope and therefore did not
include portions of the requir ​ements in the price.
I personally prefer bullet point scope defini ​tions. Indivi ​dually identify
the specific duties to be performed and the expect ​ations you have for
each of those duties. Do not genera ​lize! Be as specific as possible.
The more detail you can give, the more accurate the proposals and
the less risk of change orders after the fact.

 

3. Overview Archit ​ectures

Provide existing control system archit ​ectures and future expected
archit ​ect ​ures. This is critical to your suppliers unders ​tanding of the
scope of work. Again, the more detail, the better the submis ​sions.
Generally, a supplier will want to know the relati ​onship of how each
piece of hardware and software are connected. At times, it also helps
to identify commun ​ication protocols and distances; perhaps for
choosing between copper and fiber cables for your ICS network.
It is not necessary to provide fancy 3D models of everyt ​hing, just a
simple one line will do just fine. Below is a portion of a simple control
system archit ​ecture. Something is better than nothing, so at least
draw out the main control system components and put a logical
connection line between each component that is physically
connected in the plant enviro ​nment. This is not meant to be a
physical dimens ​ional repres ​ent ​ation, just a logical connection
diagram.

4. Have a Realistic Timeline

Most integr ​ators have more than one customer and stay very utilized.
When it comes to control system projects, suppliers need time not
only to design and build but also to receive the materials. You can
never assume a 4-6 week lead time, especially when you want a
custom item. Give yourself 10 weeks for materials and always ask
for each vendor's project duration calendar. Compare each calendar
the same way as the proposals. If something is way off then it is
possible that there has been a misund ​ers ​tanding of scope or expect ​‐
ation.. An example of a portion of a duration schedule is below
outlining task name, start date, end date, predec ​essors, and
duration. All of these items are critical to unders ​tanding feasible
timelines.

5. Bill of Material (BOM) for All Bidders

There is a wide range of options for developing a material list
including low and high-end materials, multiple products for achieving
results, and “add-on” possib ​ilities that could change how the project
is implem ​ented. I find that companies tend to be happier with their
proposal submis ​sions when a prelim ​inary BOM is given to each
bidder. Any flaw in the BOM can easily be changed and updated to
all bidders or can be adjusted after the fact. In either case, your
proposal request will generate more accurate proposals due to the
fact that each bidder will price the same materials and only their
markup will show. That is why you are bidding right?. A single BOM
also gives the bidder the opport ​unity to provide options that are much
clearer. In many cases, this is a simple add/deduct section in the
proposal where each bidder can suggest altern ​ative methods for
cost savings or future proofing.
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5. Bill of Material (BOM) for All Bidders (cont)

If you prefer a single manufa ​cturer such as Rockwell, Siemens, or
Emerson, ask for the local business unit or distri ​butor to provide you
a suggested BOM. This helps keeps things straig ​htf ​orward and
allows for your materials for the project to stay within your region,
which the distri ​butor has to support anyways..

6. Online Bid Query Form & Pre-Bid Meetings

It seems to be quite common to have a pre-bid meeting just a few
days after RFP release. Unless being used to eliminate bidders, this
is completely unreal ​istic if your goal is to get the best price for your
project while lowering risk. I suggest having the pre-bid meeting near
the middle of the timeframe with no less than one week after RFP
release. Likewise, it doesn’t make sense to have that meeting the
day before project deadline either.
Also, consider a bidder query form that is online and shared with all
bidders such as Google Sheets. Be sure not to give edit permis ​sions
to bidders on the answer form but just allow input of questions on one
form, then answer them on another. All inputs are tracked and this
provides very efficient commun ​ication and higher proposal accuracy.
If using electronic bid software, make sure that everyone is comfor ​‐
table with the process and unders ​tands how to submit and receive
inform ​ation.

Remember, most suppliers work with a dozen different online portals
and many are not user-f ​rie ​ndly. There have also been cases where
one bidder could see other bids before the deadline, so this must be
tested prior to project start.

7. Risk Should Be Considered More Than Price

Low price seems to be the nicest looking bid, but there are many
factors that make up a project. The highest weighted consid ​eration
should be risk, not price.
Create a weighted qualit ​ative checklist that allows you to rank your
proposal based on what is important to you. In any area of a proposal
that throws that checklist out of balance, ask the supplier to explain in
more detail. You can add anything to your checklist, even intang ​ibles
such as trust and bidder person ​ali ​ties. The company that is awarded
the project should be your partner and you will have to be able to
work with them throughout the project lifecycle.
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