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RFP Evaluators Guide

www.state.ak.us/local/akpages/ADMIN/dgs/pdf/rfpguide.pdf

RFP EVALUATORS GUIDE

WHY 


You have volunteered or been selected to serve in the evaluation committee for a Request for Proposal (RFP).  The evaluation committee and its functions are an essential part of the process leading to the award of that RFP.

WHO

The Procurement Officer responsible for the procurement determines the number and makeup of the evaluation committee.  Generally speaking, committees are comprised of either three or five members, but they can be any size as long as there are at least three members.


The source of members for the committee is also at the Procurement Officers discretion, but at least three members must be State employees or public officials.  If you wish to have people on the evaluation committee who are not State employees or public officials, you should take care to ensure that there are no conflicts of interest.  Requests for non-residents to serve on the evaluation committee must be approved by the Commissioner of Administration.  Sometimes the Procurement Officer will include a mixture of members from several departments of diverse backgrounds in order to suit the nature of the RFP.

WHAT

What you will participate in is the awarding of points or ranking of the offers placed before you.  It’s possible that some offers will not be placed before you because they have been disqualified for some reason.


When the offers arrive before you they will have no points assigned except for the points awarded based on the Alaska Offeror’s Preference and possibly those assigned for price.

Your assignment of points taken together with the price points and Alaska Offeror’s Preference will determine the rankings that the Procurement Officer will work within to complete the award process.  You will not be responsible for determining the actual award, only the points assignments.


Evaluation of complex offers is intense, time-consuming, difficult work, which must be accomplished on a limited schedule.  You should expect to spend full workdays in committee session, and you should arrange your regular work to avoid interruptions to the committee’s work.


We can’t predict how long it will take, as that is dependent on how many offers there are and their quality.

WHEN


The exact time for the evaluation committee’s work can’t be scheduled precisely.  It depends on how quickly the Procurement Officer can review the offers for conformance to the Request For Proposal, how many offers there are, if there are any legal issues to be resolved before committee evaluation begins, and so on.

WHERE 

All evaluation committee deliberations will be conducted at a location selected by the Procurement Officer.

HOW

The exact procedures and evaluation topics have been designed by the Procurement Officer to suit the particular RFP.  The Procurement Officer will guide the evaluation committee members through the procedure like a kind of “Master of Ceremonies.”

The Procurement Officer is bound to follow the procedures laid out in the RFP and is limited to the evaluation topics and considerations that were published in the RFP.  Neither the Procurement Officer nor the evaluation committee are allowed to deviate from the procedure and evaluation requirements of the RFP.

ROLE OF COMMITTEE IN THE PROCUREMENT


The procurement role of the committee is to award points to the proposals so that they may be ranked.  Once ranked, the proposals will be ushered through the remaining process by the Procurement Officer until an award can be made or the procurement is canceled.

ROLE OF EVALUATOR IN COMMITTEE

You will be one of several evaluators on the evaluation committee.  Your duty is to apply judgment in awarding points to the proposals for the purpose of ranking them.  You will be limited to considering only the evaluation criteria published in the RFP.  The other evaluators may be from your agency, from other State agencies, or may include non-State employees.

ROLE OF PROCUREMENT OFFICER IN PROCUREMENT


The Procurement Officer will be the evaluation committee chairman.  The Procurement Officer may or may not award points for proposals.  The Procurement Officer has overall responsibility for all matters involving the procurement and its procedures.  

ETHICAL CONSIDERATIONS

We are not going to advise you with regard to the statutory ethics considerations.  If you are in doubt about your ability to act ethically on this RFP because of a conflict of interest or an ethical concern, you should immediately notify the Procurement Officer.  

Your awareness of a potentially ethical conflict may not arise until you are well into the evaluation process.  Even so, you should immediately notify the Procurement Officer.  If worse comes to worse, you may be excused from the evaluation committee either at your own request or the request of the Procurement Officer.  The Procurement Officer will err on the side of avoiding even the appearance of impropriety in the evaluation process, so there is non-personal stigma attached to either excusing yourself of being excused by the Procurement Officer.


On the other hand, if you stay throughout the process either knowing or suspecting you have an ethical conflict in participating, you could be jeopardizing an important State project and the hundreds of hours of time invested in it by both the State and the Offerors.


Indeed the consequences of sticking it out could very well result in adverse publicity, personal embarrassment, embarrassment to the Governor’s administration, possible court action, or worse.  It’s far better to disclose problems at the earliest possible time, and allow the opportunity to make any adjustments to keep the process fair to all competitors.

NON-CONFLICT OF INTEREST FORM
Once the proposals have been received and it is clear which companies are involved in the RFP, the Division of General Services (DGS) recommends that the Procurement Officer and each member of the proposal evaluation committee sign a “Non-Conflict of Interest” form. This form must be signed before any committee member, including the Procurement Officer, begins their evaluation of the proposals.  The signed forms must be maintained in the procurement file. The form and other procurement documents are available at DGS’ web site: 

http://www.state.ak.us/local/akpages/ADMIN/dgs/policy.htm

PROCUREMENT CODE CONSIDERATIONS


The Alaska Procurement Code is found in statute at AS 36.30.  You are not required to read or know it in order to participate in this evaluation committee.  The Procurement Officer will be your guide through this process and is responsible for seeing that the Code and its regulations are followed precisely.


Please feel free to read the Code if you are curious, as it may help you to better understand the balancing of economy, the needs of the agency and the need for fairness to the bidders, which you will see, played out as this procurement is made.

PENALTIES


The State’s procurement system spends hundreds of millions of dollars per year, and is one of the main ways money is transferred from the government to private hands.  With that much money, it’s not surprising that the government wants to minimize the possibilities and opportunities for corruption in misdirecting some of it.  


Because procurement is an activity that involves the spending of very large sums of money, it is a Class C felony to willfully circumvent the Procurement Code.

NUMERICAL SCORING SYSTEMS DO NOT NEED EXPLANATION


If the Procurement Officer has chosen a numerical scoring system, you are not required to provide a written explanation of your individual scores (2 AAC 12.260 b).  However, this does not open the door to arbitrary or capricious scoring.  If the Procurement Officer sees scores that appear unusual, you may be asked to explain them, or reconsider if an error seems apparent.  You should always have a reasonable, rational, and consistent basis for your scores, as you might be required to explain them to a hearing officer or judge in the event of a protest.  

NON-NUMERICAL SCORING SYSTEMS REQUIRE EXPLANATION


If the Procurement Officer has chosen a non-numerical rating system, the Procurement Officer requires that your decision as an evaluator be explained and documented.  Non-numerical rating systems are usually chosen because evaluation criteria are difficult to categorize or are too uncertain or too subjective to determine a reasonable numerical rating system.  With a non-numerical rating system it will be necessary, for the sake of fairness to the competitors, for you to explain in writing how you came to rank the individual offers the way you did.   Your explanation must be rational and consistently applied from competitor to competitor.


Your explanation must be to the satisfaction of the Procurement Officer.  The Procurement Officer will not tell you how to exercise your independent judgement, but will make sure your written description of how you ranked the offers is rational, understandable, consistent with your ratings, and is not in conflict with the terms of the or requirement of the RFP.  The Procurement Officer will not write or re-write your explanation on your behalf; it must be in your own words.

PROTESTS, APPEALS, AND LAWSUITS


Protests, Appeals, and lawsuits are a part of procurement life.  It is likely that one or more of these actions could occur over the procurement for which you serve as an evaluator.  Such actions may or may not center on your activities as an evaluator, but generally they are not.  Most actions are related to procedural issues and involve only the decision of the Procurement Officer.  However, it’s not uncommon for a protester to review the scoring of individual evaluators.  That’s why it’s essential that you work hard to score the offers in a consistent and explainable manner.

COMMUNICATIONS WITH PROPOSER OUTSIDE COMMITTEE


When it comes to this procurement, your world begins and ends in the committee.  If the Procurement Officer has provided for the proposers to have communication with the evaluator, it will be done while the committee is in session so all members can benefit for the communication at the same time.  


It’s not appropriate for you to have direct communication with any of the proposers outside of the formal in-session communications arranged by the Procurement Officer.  Any attempt by one of the proposers to have direct or indirect communication with you outside of a committee session should be avoided and reported to the Procurement Officer.

INDEPENDENT JUDGMENT


Procurement regulations require that “each committee member shall exercise independent judgment” (2 AAC 12.260 (h)).


What does that mean? In part it means that you have been entrusted with an essential part of an important public decision.  The emphasis is on “you” in this regard.  The role was not given to your friend, your colleague, your supervisor, or anyone else but you.  It’s yours and yours alone and it’s to be exercised only by you.


Does this mean you can’t seek to increase your knowledge before you award points by asking questions and seeking appropriate information?  Certainly not.  The prime requirement is that you exercise your judgment in a manner that is not dependent on anyone else’s judgment or wishes.


For example, if someone tells you who they want you to give the most (or fewest) points to, and you do it to please them, you have allowed your actions to be dependent on that other person’s wishes.


It’s possible you will hear from other persons not on the evaluation committee (even if you don’t want to) about what you should do in awarding points to this or that proposal.  For the most part these contacts by others will not rise to the level of serious concern unless you feel your independence is being compromised in some manner or your decisions are being influenced to the point of being dependent on another person’s desires.


The exercise of independent judgment applies not only to possible influences from outside the evaluation committee, but also to influences from within the committee.  It’s normal and acceptable for there to be debate, even passionate debate, within the committee about how well a proposal meets the evaluation criteria.  As an independent evaluator you may be swayed by debate in making your judgment about many points you wish to award, and that is perfectly OK.


However, evaluators may not act in a concerted way to either favor or disfavor a particular proposal or group of proposals, as this would be in opposition to the requirement that evaluators act using independent judgment.


Attempts by anyone, including colleagues, subordinates, and superiors, to influence you to improperly favor or disfavor a particular proposer, such as awarding or withholding points in a manner that might affect the outcome of the committee results, must be reported to the Procurement Officer immediately.

NOT BASED ON DISCRIMINATION


Procurement regulations require that “evaluations not be based on discrimination due to the race, religion, color, national origin, sex, age, marital status, pregnancy, parenthood, disability, or political affiliation of the offeror.

TIMELINESS AND ATTENDANCE OF COMMITTEE DELIBERATIONS

It’s essential to the progress of the committee’s work that you are on time when the committee is in session and that your attendance be complete.  Committee operations are short-term, highly focused, and highly scheduled; they may also involve out-of-town travelers, and possibly expensive consultants.  It’s important to be there in time for every session.

REPLACEMENT OF COMMITTEE MEMBERS


It’s important for you as an evaluator to review your commitment to follow through on this duty.  No one’s best interests are served, and an important procurement might be crippled, if you aren’t sure you can complete your assignment on the evaluation committee.  Please carefully consider what you have read in this guide and let the Procurement Officer know if you have any reservations before you start.


The Procurement Officer is empowered to replace any member on the committee or reconstitute the committee in any way the Procurement Officer deems appropriate.  Any committee member may request to be replaced at any time, which can be granted or denied by the Procurement Officer.

POINTS ALREADY EARNED BEFORE EVALUATION COMMITTEE CONSIDERATION


In some cases, proposals may be presented to you that have had some points awarded before you receive them.  For example, the points awarded for the Alaska Bidders Preference are determined by the Procurement Officer prior to committee deliberations.  In these instances, such points are not subject to adjustment by the committee.

PRICES MAY NOT BE REVEALED UNTIL AFTER FIRST SCORING


In some cases the price may not become known by the committee until after it has compiled its first scoring.  In general this is done to avoid the possibility of the prices influencing the scoring when non-price criteria are being considered.

COMPARING OFFERS


At first glance it may seem obvious that proposals should be compared to one another in order to select the best one.  While it’s true that a certain amount of comparison naturally occurs during the evaluation process, proposals must be evaluated or scored using the criteria set out in the RFP.  In addition, evaluation committee members should record brief comments that lend insight on why they awarded points or failed to award points based on RFP evaluation criteria for a particular item.
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