



Guidelines for Municipalities and School Districts in Selecting Architects and Construction Managers

Introduction

The Connecticut General Assembly has mandated a specific process for the selection of Architects and Construction Managers for local school building projects using state funds. 

Prior to 2007, municipalities and regional school districts were free to use their own procurement process for selecting architects and construction managers. In 2007 the Connecticut General Assembly passed a law for local school building projects funded by state grants. It required municipalities and school districts select architectural and construction management firms by low bid.  But the next year that legislation was replaced by Public Act 08-159, Section 17 (see Attachment 1). The new law mandates a two-stage selection process: first qualifying firms and then selecting the best firm based on price and qualifications.
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Illustration 1. Selection flow chart.

Qualifications-Based Selection (QBS)

Qualifications-Based Selection is a fair, objective and legal process for selecting the services of design professionals or construction mangers who are most qualified for a particular project, based on competence and experience. Under the QBS process, the owner selects the most qualified professional and then negotiates a scope of services, fee and contract. If the owner and professional fail to reach an agreement, the owner negotiates with the next qualified professional. The process described in this document is not a pure QBS process as price is included in the selection criteria rather than fee negotiated after the selection. Neither is it a low-bid process as the qualifications of the professional must be included in the selection criteria. 

Connecticut QBS Council
The Connecticut QBS Council has been assisting municipalities in adopting QBS for their procurement of professional services for more than 15 years. The QBS Council is a nonprofit organization and is funded by the state’s design professional associations (American Institute of Architects of Connecticut, American Council of Engineering Companies of Connecticut and the Connecticut Association of Land Surveyors). The Council provides information and a facilitator service free of charge. The Council does not endorse or recommend particular professional firms. 
QBS: A Guide for Project Owners is a document provided free to the public by the Connecticut QBS Council. This guideline will reference the Guide which is a good source of information about QBS. The Guide may be downloaded from the Connecticut QBS Council’s website: http://www.ctqbs.org/Publications/publications.html .
The information contained in this publications has not been endorsed by the Connecticut Department of Education. It is important that school building committees and municipalities review all state statutes, municipal ordinances, Department of Education regulations and policies, etc. before proceeding with the selection process. 

Chapter 1. Establish a Detailed Process

Some general guidelines
1. Because the procurement process mandated by the legislation is detailed, it is important that the process be well thought out, explained to the participants and the public, open and fair and well documented. This will reduce the number of complaints and legal challenges and will reduce the chance that the state Department of Education may refuse to reimburse costs upon audit. The process should be reviewed by the municipality’s legal counsel and adopted by the town council or other legislative body.
2. Because the selection process requires a price proposal, the project must be well defined. The project scope must be firmly established, the site selected,  and a schedule for design, funding approval and construction outlined. This is not the time to have a project which includes studies of multiple alternatives. (For example, should we convert the existing high school to a junior high school and build a new high school or rehab the existing high school?)  All the necessary subsurface studies, environmental reviews, etc. should be completed. The better defined the scope of the project, the better the architect or construction manger will be able to respond to the selection criteria and the better you will be able to select the best firm for your project. 
3. Read the “Defining the Project” chapter of the “QBS: A Guide for Project Owners” available from the Connecticut QBS Council. 

Before you begin, you should define:

1. The selection committee. Is it the entire building committee or a subcommittee? Who will make the decision at each step? 

2. The qualification criteria. (See below.)

3. The selection criteria. (See below.)

4. The schedule for the selection process.

The new process entails: 

1. Establish detailed process (deadlines, qualifications criteria and selection criteria) and have it adopted by governing body.

2. Publish RFQ in newspaper with outline of process, deadlines, qualifications criteria and selection criteria.

3. Collect responses to RFQ. 

4. Identify qualified firms and issue them RFP. Notify firms not qualified. 

5. Collect responses to RFP from qualified firms (Responses should include: team members, qualifications and price proposal). 

6. Apply selection criteria, detailed scope of services,* to determine short list of four most responsible qualified proposers.

7. Interview the teams.

8. Select the “most responsible qualified proposer…who is qualified by the awarding authority when considering price and the factors necessary for faithful performance of the work based on the criteria and scope of work including the request for proposals.” 

9. Notify selected firm and firms not selected. Negotiate contract. 

*Selection criteria must include:

· due consideration of the proposer's pricing for the project, 

· experience with work of similar size and scope as required for the order or contract,

· organizational and team structure for the order or contract, 

· past performance data, including, but not limited to, adherence to project schedules and project budgets and the number of change orders for projects, 

· the approach to the work required for the contract 

· documented contract oversight capabilities

· criteria specific to the project
Chapter 2. Qualifications Process
Qualification Criteria:

Before receiving a detailed proposal from an architect or construction manager, the law requires that the owner determine which firms are qualified to participate in the selection process. 
For architecture firms, qualifications would include proper license and registration with Department of Consumer Protection. In addition you may wish to establish criteria having to do with experience with similar projects to the project you are building. For example, you may want to require that the architecture firm have designed at least X number of high schools of at least X square feet and $X in construction costs. Where the project was built may or may not be important, but if the project is in an urban location or a very rural location, that may be important. 

For construction management firms, they must be qualified by the Department of Administrative Services Prequalification program. Like the architecture firm, you may want them to have completed a similar school project in size, type and cost. 

The more restrictive the criteria you establish, the fewer firms will be able to respond and the fewer firms you will be able to include in your selection process. 

Publish the RFQ

The new law requires that the owner publish the Request for Qualifications in a local newspaper (See statute and the QBS Guide for additional information.)
Evaluation of Qualifications

The owner should establish a panel to evaluate the responses to the RFQ. The panel should include municipal staff who are qualified to evaluate the qualifications and volunteers from the building committee. They need not be the same panel members who will be on the selection committee later in the process. 
The panel should verify the claims made in the responses by checking the licenses, prequalifications and projects listed in the responses. 

The panel should report to the owner’s building committee a list of firms which meet the qualifications criteria and the list should be approved by the building committee. Firms which fail to meet the criteria should be notified in writing. Firms which meet the criteria should be sent the Request for Proposals along with the schedule and selection criteria. 

Chapter 3. Selection Process
The Request for Proposals: Each of the firms which have met the qualifications process criteria should be sent a Request for Proposal (RFP). Responses should include: information about the team members, qualifications for this project and a price proposal. 
See QBS Guide chapter on “Preparing the RFQ.” 

You will want to request the information that will enable you to narrow down the firms to the four finalists. Remember that the criteria in this phase must include: 

· due consideration of the proposer's pricing for the project, 

· experience with work of similar size and scope as required for the order or contract,

· organizational and team structure for the order or contract, 

· past performance data, including, but not limited to, adherence to project schedules and project budgets and the number of change orders for projects, 

· the approach to the work required for the contract 

· documented contract oversight capabilities

· criteria specific to the project
Evaluating the Responses: If you have more than four firms responding to your RFP, you will have to short-list the firms down to four. This will require the selection committee to review the responses to the RFP based on the selection criteria above. The QBS Guide has sample evaluation forms for this purpose. 

Check references using a uniform method before developing a short list. Seek recommendations and opinions of previous clients regarding budget and schedule experience, dependability, attitudes of key personnel, concern for efficiency, economy and environment, sensitivity to community, and quality of service. A reference check form is shown in the QBS Guide, Appendix, page A.12.
The selection committee should identify the four short-listed firms and notify them to set up interviews. Notify firms not selected to be interviewed. Examples of these notifications are included in the QBS Guide. 

Conduct Interviews: The interview process can be the most informative part of the selection process. It is a chance to learn more about how the team will operate, if the team members are likely to be able to work well together, to discover if the team members have a good understanding of what the owner is trying to accomplish. The QBS Guide has a good chapter on the interview process, including checklists and evaluation forms. 
Selecting the Best Firm: Using the evaluation criteria, the selection committee should be able to score the firms using a weighted scoring system that maintains the objectivity of the selection process and identifies the “most responsible qualified proposer.” 
Sample Interview Questions and Score Sheet 

	Category
	Rating
	Weight
	Total

	1. Project Team

a. Qualifications and relevant individual experience


b. Time commitment of key members to project


c. Principal level involvement in project
	3.5
	10
	35.00

	2.
Design Management/Organization

a. Team organization


b. Project Management Plan


c. Coordination of various disciplines


d. Demonstrated ability to meet budget requirements


e. Change order history on similar projects


f.  Quality Assurance/Quality Control plan
	4.0
	10
	40.00

	3.
Design Ability/Potential

a. Firm’s perception of design opportunities in project


b. Sensitivity to existing building characteristics


d. Approach to maximize energy conservation opportunities


e. Awareness of problems in renovation
	4.5
	10
	45.00

	4.
Demonstrated Design Experience

a. Demonstrated capability on similar project


b. Fire safety, ADA, environmental and safety standards


c. Value analysis and life-cycle cost analysis


d. Sustainable Design Experience


e. Past performance on other projects (reference check)


f. Design integrity of past projects
	3.7
	10
	37.00

	5.
Special

a. Familiarity with cooperative use of building


e. Others
	4.0
	10
	40.00

	6.    Pricing


a. Pricing for the project
	4.762
	10
	47.62

	
Grand Total:
	244.62


You may want to give different weights to each criteria category. We have chosen to give equal weights to each category just as an example. 

State Rating Criteria Matched to Questions: 

· due consideration of the proposer's pricing for the project(6a)

· experience with work of similar size and scope as required for the order or contract (4a)

· organizational and team structure for the order or contract (2 a through l) 

· past performance data, including, but not limited to, adherence to project schedules (2d, 2f, 2j) and project budgets (2g) and the number of change orders for projects (2i, 2l)

· the approach to the work required for the contract (1a, 1b, 3a, 3b, 3c, 3d, 3e, 3f, 4e, 4f)

· documented contract oversight capabilities (1a, 1b, 1c, 1d, 2a, 2b, 2c, 2d, 2f, 2g, 2h, 2i, 2l, 3g, 4c, 4e)

· criteria specific to the project (1b, 2l, 3a, 3b, 3c, 3d, 3e, 3f, 3g, 3h, 4a, 4c, 5a, 5b, 5c, 5d)
Two methods to give a score for pricing of the project:

A. First Method

1. List each firm’s price lowest to highest.

2. Divide the lowest price by each firm’s price to get a decimal number

3. Multiply that number by 5 to get a rating for that firm

4. Multiply the rating by the weight to get a total score for the pricing category. 

5. The proposer with the highest total score is awarded the contract.

Example: 

	Price
	Decimal
	Rating
	Total Score

	Firm A: $2,000,000
	1.000
	5.000
	50

	Firm B: $2,100,000
	0.952
	4.762
	47.62

	Firm C: $2,250,000
	0.889
	4.444
	44.444

	Firm D: $3,000,000
	0.667
	3.333
	33.33


B. Second Method:

The fee of each proposal is divided by the total points for items 1 through 5 to determine the Cost per Unit of Quality for each proposal. The proposal with the lowest Cost  Per Unit of Quality is selected. 

Example: 

	Price
	Quality (items 1-5)
	Cost per Unit Quality

	Firm A: $2,000,000
	197
	10152.28

	Firm B: $2,100,000
	204
	10294.12

	Firm C: $2,250,000
	215
	10465.12

	Firm D: $3,000,000
	195
	15384.61


Interview Questions and Score Sheet (Continued) 

Instructions to Interviewers: During the interview, rate each firm on a scale of 1 to 5 with 5 being the highest in each of the five categories. Enter the score under Rating. The pre-assigned Weights are established with a maximum of 10 points for each category. At the completion of the interview, multiply the Rating by the predetermined Weight for each category and enter the Total. Add all the Totals to establish your Grand Total. The person in charge will combine all of the interviewers’ Grand Totals. Assuming that all ten categories were weighted at 10, a maximum of 50 points could be earned if a firm received the maximum Rating of 5 in each category.

Interview Summary Form 

For use by the person in charge of the interviews to compile each interviewer’s scores of firms participating in the interview process.

Enter the Grand Total for each firm as recorded by each interviewer on the Interview Score Sheet. After all entries are entered and totaled, divide the combined total for each firm by the maximum possible score.
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	Firm A
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