


make recommendations on JOC statute.

State’s regulations and practices with the goal of enabling public agencies to effectively utilize JOC.
The guidelines are recommendations, not requirements. They do not propose modifications to the statute.

guideline.



mmmmmmmmmmmm :

The topics outlined here logically follow a typical Washington State Public Owner’s creation of a JOC Program,
Request for Proposal (RFP) and the flow of a typical JOC Contract. The topics will discuss what a public owner
needs to consider while developing the RFP to managing a JOC contract. The guideline also includes specific
sections tailored to the contractor who has never done JOC work before. This is not meant to be all inclusive,
however these guidelines will hit a majority of the frequently asked items, questions and lessons learned by
public owners an d contractors.
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Definitions




There are several different unit price books (UPB) in the industry and some of those are: Gordian RS
Means, Gordian Construction Task Catalog (CTC), Saylor, Sierra West’s Cost Data and many other options
depending on the public agencies preference. The most common ones being used in Washington State
are Gordian RS Means, and Gordian Construction Task Catalog (CTC).

The term “Coefficient” is also known as a multiplier or an adjustment factor. It is often thought to be a
markup factor, but that is not the case. This numerical value is developed by the JOC Contractor and is
multiplied by the UPB. This value could be below or above one (1) depending on the UPB the owner has
selected.

Depending on the selected UPB for the solicitation/contract will determine if there is a CCl. Not all UPB’s
have a CCI.
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Incentive based — good performance by the JOC contractor yields more work; while poor work yields
less. This requires the public agency and the contractor to be committed to a successful execution of the
contract.

Simplified procurement — able to procure a contractor to perform multiple projects under one contract.
Where the individual projects are awarded using a more efficient and lower-level approval process.
Provides an “on-call” contractor for projects.

Transparent — a line-item proposal is supplied on every project.

The contractor can act as an extension of the public agencies staff.

Greatest benefit to utilizing JOC is the overall faster delivery of projects.

According to the JOC Performance 2016 Industry Survey by ASU, public agencies attribute 52% cost
savings of agency project management time.

JOC is not another quote for the work; furthermore, the JOC contractor is bound by a Unit Price Book
(UPB); therefore, it is difficult to compare the two directly and should not be compared.

Because the UPB is typically an industry standard it is difficult to procure specialty equipment with
options. There are UPB’s available that can be customized.

The use of “best fit” line items is necessary when the public agency and the contractor are not in
agreement on those line items.

The UPB is limited and may not include certain line items.

It is important to note that success is based on a programmatic approach to the contract and not on a

project.
What projects work and which ones do not depend on the individuals that are a part of the owner and
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contractor team.

e Align program volume with optimal number of contractor awards to maximize JOC efficiency (what is your
estimated utilization?)

¢ Consider and define collaborative design process and early contractor involvement (remember the JOC
contractor cannot be the engineer of record!)

e Agencies should consider what UPB to use based on anticipated type of work, and to address adding non
pre-priced items commonly used to the UPB. This must also be included in the RFP document.

*  When creating a JOC program, understand where pinch-points are for contractors and departments.

* Avoid unintended barriers for all parties (JOC administrator/team, contractor, JOC customer). Incorporate
enough flexibility to coordinate with any contractor or agency. If agency utilizes proprietary systems, ensure
equal access is available to any potential proposer.

*  Work best suited for JOC is work that does not require full design, think of “over the counter” permit types
of work.
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The public agency must have a method of tracking the 90% requireme ensure the criteria is met.
job order contractor must distribute contracts as q ny p bI amo g
qualified and available subcon ncluding certified minority and woma
owned subcontractors to the p rmitted by I aw

¢ Annual means a 12-month period, not January through December
* Additional information on tracking and reporting is included in later slides.

* At thistime, the only agencies that meet the maximum contract amount exception is DES, King County
and City of Seattle.
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Job order contractors shall pay prevailing wages for all work that would otherwise be subject to the
requirements of chapter 39.12 RCW. Prevailing wages for all work performed pursuant to each work order
must be the rates in effect at the time the individual work order is issued.

The agency must be confident when determining the minimum aggregate value of Work Orders they
anticipate to award within the JOC contract when developing the RFP. If, in the initial contract term, the
agency, at no fault of the JOC contractor, fails to issue the minimum aggregate value of work orders stated
in the RFP, the agency shall pay the contractor an amount equal to the difference between the minimum
work order aggregate value and the actual total of the work orders issued multiplied by an appropriate
percentage for overhead and profit contained in the contract award coefficient for services as specified in
the request for proposals. This is the contractor's sole remedy.
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* The public agency JOC contract management staff should develop a procedures manual, to include roles
and responsibilities, and the process to administer JOC from inception to closeout. This includes training the
staff on how to use the contract.

* Very common to state 1 work order of $350,000 - $500,000 worth as a minimum amount.

* Owners should think strategically about how often and when they would use a JOC, it is not the best tool for
only one small project.

CAPITAL PROJECTS REVIEW BOARD | JOC EVALUATION COMMITTEE | JUNE 14 2021

17



Align th I ram vol h the | number of d
effi (wh estimated utilization?) ith 1 d | If month
Establish cl delines for select ssign f multipl ded
Se hib h deline for les of publ d
documents.
Consider the timeline for the RFP process, including publication, evaluation, selection and award.
The RFP should be written to a llow any genera | contractor with experience managing various
rade / ubcontractors and strong local market kno I dge to qualify.
Public works e sho Id b referred, but quired (except mandatory L & | training).
i d M h d logy: Ask t h osers to describe what cost-estimating, tracking systems and
techniques their will employ d I r the Work Orders on time and within budget.
t that the f d b h they II ond to agency questions regarding Work Order proposal
ssssss
Scheduling Work Order Construction Approach' Require that the firm provides their construction
heduling a h. inim address the follow w will th and b
ncy scheduling needs; and h II they addre k I d timel ealisti hedul
expectations.
h blica hould consider f umb d of pa double-sided bound
bound; p d der of eval i listed; number of Is to be sub d; if
I nic co table.
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To meet the requirem of the RCW y umu

I de

on the selection commi e that has knowle dg nd exper e wit h df d I
laws around b t pra s con ing OMWABE, Veteran an d SmaII Business incI uuuuuu
This Idb omeone ff h agency, from a different agency, a tside party
h d p ty consultant.
F thos g s that do not have a DEI staff we recommend the following:
C OMWBE f omme d nsona represe tative from the diverse
business commu y b p fJOC valua process.
Con d ing relat h p wit h pro f nal organizations or diverse
bus d acy gro p h assist in h time such as:
htt p // mwb e.wa.gov/resources-small-bus es/more-resources/resource
IO
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three qualified firms submit coefficients. This is not a written rule — it is up to the individual public agency to
determine how many qualified firms move to the next phase.

The selection process requires the agency to be transparent and objective. It is important to allow adequate
time to conduct the process including the review and scoring of the finalist’s interview and coefficient(s).
Final proposals are publicly opened.

It is important to have as part of the solicitation, the scoring criteria to include weighting. It is typical that a
mathematical formula is used to determine the final score. That formula also needs to be included in the
solicitation.

Typical solicitation period for Contractor’s to submit qualifications is 3-4 weeks, sometimes longer.

Best Practices:

It is recommended to have a balanced selection panel of different stakeholders that will be working with
and using the contract. Panelists should have the knowledge and experience to evaluate responses to the
solicitation.

Develop a score card for the reviewers to use to score contractors proposals and interviews.

Develop an Excel spreadsheet to calculate all results from the individual score cards.

Remember as you proceed through the process that all responses to the RFP, all evaluator’s comments,
scorecards and final calculated results will be public records and subject to public disclosure upon request.
Records that are organized will assist with this process.

The public agency should consider publishing advanced notice of intent to solicit bids for JOC to give diverse
businesses additional time to consider participating in the solicitation.

Owners could run a couple of scenarios ahead of advertisement to identify and make
corrections to the weighting of the criteria to address any unfair scoring scenarios. (e.g.

coefficient and pricing scored in a way that allows the contract to go to the lowest bidder.)
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* Itisimportant to fully read and understand the solicitation documents prior to the pre-bid conference. This
allows for adequate time to ask questions and request answers prior to the deadline for submitting
questions.

e |tisimportant to understand the volume that is anticipated for the contract. This will help when assessing
staffing and other general conditions items that are a part of the coefficient being applied to the UPB.

¢ Understanding the types of work will help the contractor understand the types of projects to illustrate past
performance. Itis also important to understand that from a coefficient standpoint. Not all sections of the
individual UPB’s costs associated with certain types of work will vary.

* Like all solicitations it is always important to know who might be your competition.

Best Practices:

* If the pre-bid conference is mandatory, include emphasis on this in the RFP. It is recommended that you
schedule at least 2 pre-bid conferences to accommodate contractor’s schedules. Also include in the RFP
what action the agency will take if a proposal is received by a firm that did not attend the pre-bid
conference, such as disqualification.
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It is important that the contractor’s proposal aligns identically to the solicitation. This not only helps the

contractor in verifying they have responded adequately to the solicitation, but it helps the public agency
score the solicitation.

Identify interview process and questions early (weighted vs non weighted questions).
Qualifying questions can be asked about specific proposals, however, ensure this is identified as an agency

The interview process should also be detailed and may require its own milestone schedule.






Contract Procurement Process -

Process for the Interview




* It will be important to determine your strategy on presenting. Is a formal slide presentation needed or is
there a better way to present the material.

* Understand your audience. This will be key in determining your presenting strategies.

* Make sure that you have responded to the public agency’s questions.

* Itisalways a good idea for the interview team to practice presenting the presentation before interview.

* Be sure to understand from the Agency ahead of time what type of presentation materials
are allowed during the interview.

Best Practice:

* |tis also recommended that the JOC team talks through their Inclusion Plan and discusses
how they intend to meet their inclusion goals proposed.
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S of the Coeff1c1ent

TypicaIIy, the firms that have been selected to present are also asked to supply coefficient(s). Usually, the

oefficient(s ) submitted at the same time as the interview or at a date and time as determined by the
agency. O IIy a public g cy wiII score the presentation and then request the highest ranked
firms from th t ew phas supply coefficients t date and time as determined by the agency.
Dep d ngo th agen yth typ calre q este d oefficients standa d hours; non-standard hours; non-
pre-pric dSmg s mayin Id oeffic tfwkg high se df ilitie ote
Iocatio other agency specific ements.
It

mpttt eiterate her thtth oefficient is not a “mark up” of costs. The coefficient is
dJ stme ttht applied to the UPB.

Ensure that staff is well trained in the use of the Unit Price Book and Coefficients. There are companies
available to provide the training.

It is important for the contractor to understand all the items that are required to be a part of the
coefficient to ensure nothing is missed.

For those contractors who have little to no experience in developing a coefficient a best practice is to take

projects that have been completed and develop a line-item estimate using the UPB. Once the line-item
estimate is completed compare the cost of the completed vs the price from the UPB. It is also important

to analyze major divisions of work as well, because some sections of the different UPBs pay differently in
some divisions then others.
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UPB to better understand how the UPB is used. There are also third-party companies that can provide
training.
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Contract Procurement Process
Diverse Business Participation

A JOC program may increase the opportunity to utilize minority, women and disadvantaged businesses

RCW 39.10.430 amended in 2021 to include prioritizing outreach efforts to include minority and
woman-owned contractors.

For purposes of this discussion “inclusion” refers to the strategies used by both the agency and the JOC

contractor to facilitate the use of diverse businesses

Inclusion starts, as discussed, with the selection and contracting process. Past performance on projects

of similar scope and size should give an indication of success on a new contract.

Goals don’t have to be dollars or percentages. Goals and inclusion strategies could be things like new
businesses, technical assistance and capacity building, the number of diverse businesses (e.g., not just
the same diverse finish carpenter on every work order but several in different categories).

Also note subcontracting processes in general. How are teams selectin g enga g g b ntracto
during scoping and proposal development. Perhaps there are goal expectations around |ncIu5|ve

business practices. Pieces like “quick pay” practices.

OMWABE website has p cific section with re g ards to best practices to increase participation by small
and diverse busines n pu bI agency pro ent.

Partner with the contractor to attend regio I utreach events: such as the Greater Pierce County
Purchasing Forum, WSDOT Outreach, and AII e No thw st.

Advertise the JOC bid solicitation on https://omwbe.wa gov

Other resources for outreach: Business Impact NW, King C ty Small Contractors and Supplie
WSDOT Small Business Services Program, USDOT Small Bus P ogram, The P ement Te h cal
Assistance Center. In addition, the Capital Project Advisory R ew Board (CPARB) Business

Equity/Diverse Business Inclusion Committee can assist with outreach efforts for both the agency and
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contractor. Other resources are on the following slides.

Monitor the contractor’s subcontracted inclusion results regularly to review participation percentage and
partner to increase if necessary.

If the agency has goals stated, ensure that the contractor has authentic and real inclusion strategies. Don't
force the conversation but agree to a thoughtful and intentional plan.

Contractor:

A large list of qualified and dependable firms are important to the success of the JOC contractor.

Outreach events are an important part in finding new firms.

It is important to work with the public agency Diversity, Equity and Inclusion representative, or similar
position.

It is also important to document the efforts in outreach and contacting diverse business firms to bid the
different projects under the JOC contract.

The JOC contractor shall publish notification of intent to perform public works projects at the beginning of
each contract year in a statewide publication and in a legal newspaper of general circulation in every county
in which the public works projects are anticipated. Additional publications are encouraged to ensure a wide
outreach to potential subcontractors, including diverse businesses. Refer to Appendix A for additional
resources.

Attempt to remove barriers for diverse businesses such as limiting subcontractor bonding and insurance
requirements as much as possible.
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The best JOC contract will have a streamlined Work Order process that everyone has agreed to.

This is the typical process of a work order from start to finish. You will see that the biggest difference in
this contracting method versus another is the scope development and pricing phases.

The most important part of the process is a detailed scope of work that everyone agrees to. This scope
not only demonstrates the team’s understanding of the project but is also the basis of the line-item
estimate. The more detail the easier it is to validate the line-item estimate.

Unit prices from the UPB can not be negotiated. Negotiations can include refining the scope of work, and
the line items and quantities to complete the scope of work.

Agency develops a group that will determine what projects will be issued to the contractor.

Hold a pre-construction meeting to kick off the contract.

Set up a JOC steering committee to meet at a minimum of quarterly to discuss process, workload, diverse
business participation, issues and any other notable topics.

Both the agency and contractor should have a JOC champion for the contract and these two will be joint
chairs of the steering committee meeting.

Encourage the contractor to conduct value engineering and recommend changes to the scope of work
that gains efficiency and provides potential cost savings.
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*  Performance criteria, level of design needed for permit, coordination on the owner side (e.g., will the






JOC Work Order Imt1al Slte V151t and Scope

Development

This slide details ome of the p cific sthat maya d sho Idb red at an initial site visit.

It is important at the in|t|al site visit to wa Ik h gh the different eleme f h e wo k nd be prepar d

that this may take more then wIk especially if you dlgwth t that is not defined a

this stage.

It is imperative that the JOC ¢ collabor the develo pm of the detailed scope of work for

the project. Th|s may take time d d ng o h d I of the projec d the numbers of questions that

are developed and need to be answered by t h e public agency.

Bring any documents, specifica ions and as-builts that will help the team to understand the existing

conditions; for example, electrical panels to be used to connect to, location of water, sewer and other

utilities to be tied into.

If a designer is a part of the project, it would be a good idea to have the designer at the site visit with the

ccccccccccc

Invite the key stakeholders to the site This will help with scope development and or refinement.

Make th actor awa f ny par I r makes and mo d Is of equipment that the end user wants to

be used on the p ojec Th g d time to make h ractor aware if there is any schedule and

budget constraints for the projec

Itis imp t that h or develops a scope of work and add any other details necessary

regardles fwh d f om the agency. This shows the contractors understanding of the project
and, also II ows h o get buy in from the key stakeholders before pricing.

It is |mpor o thi k h gh the project in detail. This helps with minimizing change orders. InJOC

ing, ¢ h nge order not always in the interest of the JOC contractor. This is typically due to the
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UPB and the subcontractor prices.

* Itisalways a good idea to get input from subcontractors on the scope of work.

* This is the contractor’s opportunity, based on the scope of work, to utilize diverse business subcontractors
and vendors.

Best Practices:
* The key to a well ran project is a detailed scope of work; where all key stakeholders have reviewed and

approved the scope.
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In all intent and purpose the ownership of these steps are on the JOC contractor.

This is where the JOC contractor takes the scope of work and begins to develop his line-item proposal,
schedule and other supporting documents together.

The more detail and specificity the contractor has in the scope of work, the easier it is to develop and
review the line items proposal.

Remember your established work order flow and roles and responsibilities of your team members.

The estimating phase is the most time consuming and underestimated process. This is largely due to
developing a detailed price proposal and adding the specific items to the proposal to allow for a thorough
review.

When developing your line-item price proposal you will find that there are assumptions that need to be
made regardless of how good it is believed the scope is. Make sure you are documenting those
assumptions, so you can come back to them. This is commonly where there is a difference between the
contractor’s proposal and the public agency’s independent estimate.

Your price proposal needs be able to stand alone and give the public agency what they need to
understand your line-item proposal and your understanding of the project. The better you do this the
quicker the agency can review the proposal.

The scope of work is alighed with the proposal and the proposal is filtered in the same break down as the
scope of work.

Add detail notes to include how you got to the quantities on your line-item proposal.

When budgets are tight it is always a good idea to develop option items.
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¢ Use software designed for JOC Contracting and integration of the UPB data.
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JOC Work Order - Proposal Submission
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It is a best practice for effective and well run JOC contracts when the agency and contractor can
collaborate and work through problems in a positive manor. The key is when both sides “trust” each
other.

It makes sense to have a set agenda developed for a steering committee meeting and one for a work
order meeting. This ensures that everyone stays on task and what to expect.

Again, understand your expectations and make intentional program management decisions. Perhaps your
contracting teams can support the overall program and multi-year contract management, while your
project delivery personnel are focused on the individual work orders.

The JOC contractor works with the agency to develop an agenda for the steering committee and work
order meeting. Most times the agenda for a work order meeting is the same one used for other projects.
Develop a spreadsheet to track the individual work order by contract year, contract amount and diverse
business utilization at the minimum. Work with the agency to determine other items that need to be
added.

To be able to maximize the contract it takes being proactive, being open to discuss concerns and providing
a quality project on time.

Develop a steering committee with a senior management team of the agency and the contractor. This
meeting is typically conducted quarterly, however some agency’s hold them more frequently or less
depending on the need.

When there is conflict on how the JOC process is working or not, it has been found to be valuable to bring
the project management staff together from both organizations to determine ways to make the process
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more efficient. This meeting should be run by senior management from the public agency and the

contractor.
* There are software solutions such as B2G Now and LPC Tracker that the public agency could utilize to

validate contractor’s diverse business inclusion tracking.
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Slide Summary:

* Above are references that were used in the development of this guideline.

* As a part of the guidelines you will find sample JOC Solicitations, Contracts, and other documents around
JOC.
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APPENDIX A
Diverse Business Outreach Distributi

Slide Summary:
Diverse Business Outreach List for Public Agency and Contractor
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APPENDIX A
Diverse Business Outreach Distribution List

Slide Summary:
Diverse Business Outreach List for Public Agency and Contractor
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Slide Summary:
Diverse Business Outreach List for Public Agency and Contractor
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