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willing to wait until the project enters
the construction phase before being
paid for services, including the
preliminary engineering report. (This
report will be necessary for financing
and must be approved by the state
regulatory agency before the project
gets under way.) In other words, is the
firm willing to do the work and
receive payment if and when funding
is approved? Will the firm help your
community prepare its loan or grant
applications? How successful has the
firm been in securing funds for similar
projects? Be skeptical if a firm
guarantees that 100 percent funding
can be obtained for the project.

Ask if the engineer is involved in
other projects that could impact the
completion of your town’s project.
Will he or she be available to attend
community meetings and discuss the
project with citizens? Will additional
hiring, subcontracting, or other
services be required to complete the
project? Will he or she allow the
system’s operators to observe the
construction process and provide *
input?

Will the engineer provide start-up
assistance, training, and follow-up
engineering services? Will operation
and maintenance manuals be
developed and include such things as
the project design, operating and
maintenance procedures, emergency
procedures, and safety requirements?
What experience does the firm have
in working with state and county
environmental agencies?

Make Choice, Negotiate

The sum of each engineer’s
experience, qualifications, and
suggested solutions should be used to
make a decision, as should your
feelings about how well you’d work
together. Do not choose an engineer
based solely on cost. What appears to
be a bargain may not prove to be the
most cost-effective, long-term
solution.

After you’ve made a choice, you

may want to incorporate your
evaluation forms into a written record
that details why you chose a particular
firm.

You're now ready lo negotiate a
contract and payment schedule with
the selected candidate. However, don’t
yet inform the others that they were
not chosen, for you may not be able to
reach a satisfactory agreement with
your first choice.

Elements to be negotiated and
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The Qualifications-Based
Selection (QBS) process for hiring
consulting engineers is based on the
idea that engineering proposals
*should be weighed first on compe-
tence, creativity and performance
and second on negotiation of a fair
and reasonable price,” says an
American Consulting Engineers
Council (ACEC) publication.

A supporter of this method,
attorney and contract law specialist
David Hatem said, “The irresistible
temptation in this economic climate
is to use price as an important or
predominant consideration. I would
suggest to you, however, based upon
my experience, that that would be a
big mistake.

“Professionals can brmg toa
project high standards of quality and
creativity which, often times, may be
curtailed if price is a predominant or
exclusive consideration in the
selection of the design professional,”
he said in a presentation given last
year to the annual convention of the

. Massachusetts Municipal
Assocxatxon
. Indeed, design can have a major
‘ ;1mpact on all other prOJect costs,
mcludmg long-term operation and

process help ensure the best design?

two levels of QBS we find impor-
tant.” First, he said, most of the
citizen groups who are trying to
purchase engineering services have
little experience at it. The QBS
facilitators at least “provide them
with a procedure to help them know
what they are buying.” Secondly,
“seldom does a municipal buyer have
the knowledge necessary to
understand the scope of work.” Bids
are all over the board, he said, and
the decision makers *“don’t know if
they’re comparing apples to apples
or apples to oranges.” There is a
tendency to take the low bid, he said,
which can prove to be more costly in
the long run.

According to an ACEC
document, there are three specific
QBS steps:

» The owner or community
representatives identify the one firm
considered to be the best qualified to
perform the work, using whatever
criteria they deem important, but

-

Qualifications Based Selection:

Choosing Engineers for Their
Expertise, then Establishing Costs

maintenance. So, how does the QBS

According to Connectlcut sQBS..
: Facxhtator Ted Burghart “There are .

without consideration of fee.

* Representatives from the
firm and, in this case, the com-
munity confer to define the precise
scope of work. The owners tell the
firm what they want done and the
engineer asks questions and
explains the various steps
involved. This process may take
more than one meeting,

+ The owner or community
representatives and the engineer
establish an acceptable fee only
after the scope of work has been
finalized. If the fee is too high,
design options can be reviewed,
modified, or eliminated to reduce
costs; however, the owners should
be told of the risks such changes
may pose. Likewise, the firm will
explain if modifications are not in
the community’s best interest.

If an agreement on price
cannot be reached, follow the
process discussed in the accom-
panying article. The only
difference in the selection process
is that cost becomes a factor only
after the most qualified firm and
the scope of work have been

identified. However, when making

a request for qualifications, which
is similar to the request for |

_proposals, you might also request
- resumes of key people, a list of "
- professional affiliations, and a list

of specific qualifications and " -
performance records.

With more than 35 years
experience in building, construc-
tion, design, and hiring architects,
Burghart said he is eager to share
his expertise with others at no cost.
Although funded by a consortium
of state engineering and architec-
tural organizations, the QBS
facilitators are “totally independent”
of them, he said. Unfortunately,
paid QBS facilitators are available
in only two other states, Oregon

and Wisconsin; however, there are -

several volunteer facilitators in
other states, he said.

For more information about
QBS facilitators, call Burghart at
(203) 263-4686. Also, the American
Society of Civil Engineers and the

"ACEC each publish a manual -

about QBS. Each manual costs $8,
which includes mailing costs. For-

more information, call the NDWC:: .

at (800) 624-8301. W i
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Planning, Care Necessary When Choosing a Water Project Engineer

Continued from page 5
specified in the written contract
include:

» the types of engineering services
that will be rendered;

« a date of when these services will
be completed;

« the cost of the services provided
and exactly what these costs include;
and

« your town’s payment schedule
(check with your funding agency, as
these requirements may vary).

Be sure to ask the firm if there are
circumstances that could significantly
change the cost estimates.

Consider Options

Before your community thinks
about signing any agreements, check
with your prospective funding agency
and ask if they have sample forms and
documents. Farmers Home Administra-
tion (FmHA)/Rural Development
Administration (RDA), for example,
have a standard form of contract that is
required for their projects.

Likewise, be cautious of signing
what you believe to be a preliminary
agreement; it may turn out to be a full-
fledged, binding contract. Have an
attorney examine the contract, and
refuse to enter into it until you're
satisfied with and understand all aspects
of the agreement.

Ask if the firm is willing to enter a
clause that states payment will be made
when the community receives funding.
Without such a clause, your community
may be held to a contract, even if

there’s no money to proceed. Such a
breach in contract could result in a
lawsuit and, hence, additional expenses.

You will find that engineering
costs may be specified in a number of
ways:

« an hourly charge and costs of
materials,

« a flat fee for the work specified, or

« a percentage of total construction
COosts.

Mancl warned against the latter: “If
the consultant charges a percentage of
the cost of the project, look for some-
one else. They should be paid for the
hours they work,” she advised.

If your community agrees to pay an
hourly charge and the cost of materials,
a “not-to-exceed” clause can be entered
into the contract to guard against time
and cost overruns. This clause states
that the costs will not exceed a speci-
fied dollar amount.

Some funding agencies may
requirc making payments after certain
stages of the project are completed. For
instance, payment may be required
after the preliminary engineering report
is finished, after the state has approved
the proposed design, after certain
percentages of the job arc actually
completed, and after the final con-
struction inspection.

Use Outside Resources
Remember, the cost of the project
is open to negotiation. You may ask
your RDA or FmHA office for an
engineering fee schedule to determine

if the engineer’s costs are reasonable

for the services to be provided, or you
may check with your state’s Board of
Examiners for Professional Engineers.
If you plan to perform some of the
work yourselves, make sure the
engineering firm understands and
supports this approach.

Mancl suggested these additional
tips for small communities when
beginning the engineer selection
process:

1) Remember that the consultant
works for the community, not the other
way around.

2) Make sure the consultant has
had experience with other small
communities.

3) Check the consultant’s ref-
erences and visit one of these
communities and its water system.

4) Be prepared to spend more on
an engineer to get a well designed,
appropriate facility.

Finally, don’t be afraid to look and
ask for help. Your area RCAP, state
drinking water regulatory agency,
county Extension Service office, or
regional council of governments may
be able to answer your questions,
provide printed materials, or steer you
in the right direction.

For the number of your regional
RDA, RCAP, state Housing and Urban
Development, or cooperative Extension
Service office, call the NDWC at (800)
624-8301. &

RDA Announces Administrator, Regional Directors, Office Locations
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Southeast Region
(serving Alabama, Florida, Georgia,
South Carolina, and Puerto Rico)
280 Beaufort Street, NE
Aiken, South Carolina 29802
Temporary telephone: (803) 649-3496
Regional director: William Bell
Deputy directors: Glenn Walden;
Benjamin Stepp

Western Region
(serving Alaska, California, Hawarl,
.Idaho, Nevada, Oregon, Utah, Washing-

, ton, American Samoa, Guam, Marshall |

Islands, Micronesia, Northern Mariana
i Islands, and Palau)
317 South 7th Street, 2nd Floor
., Klamath Falls, Oregon 97601
Telephone: (503) 885-2450
.1 Regional director: John Hatch
l-1 Deputy directors: Marty Wold;
Larry Smith o

ool !

Southwest Region

(serving Arizona, New Mexico,

Oklahoma, and Texas)
1709 Avenue H
Levelland, Texas 79336
Telephone: (806) 894-0336
Regional dircctor: John Pennington
Deputy directors: Jack Cox;

Rick Wetherill

Mideast Region
(serving Delaware, Kentucky,
Maryland, North Carolina, Tennessee,
Virginia, and West Virginia)
1102 Third Avenue
River Tower Building
Huntington, West Virginia 25701
Telephone: (304) 526-4490
Regional director: John Musgrave
Deputy directors: Gary Wilson;

| David Poe
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Northeast Region
(serving Connecticut, Indiana, Maine,
Massachusetts, Michigan, New
Hampshire, New Jersey, New York,
Ohio, Pennsylvania, Rhode Island,
Vermont, and Virgin Islands)

922 North Elmira Street

Sayre, Pennsylvania 18840

Telephone: (717) 888-3542

Acting regional director: Dick
Mansfield

Deputy directors: Dick Mansfield;
Donnie Thomas

Delta Region
(serving Arkansas, Louisiana, and
Mississippi)
1221 Washington Street
Vicksburg, Mississippi 39180
Telephone: (601) 634-1744
Regional director: Pete Perry
Deputy directors: Mike Taylor;
Frank Shoemake W




