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GENERAL INFORMATION

This procedure is issued to establish effective guidelines for the development, solicitation, evaluation, and award of Request for Proposals (RFP) consistent with applicable laws and regulations. Provisions of this Procedure may also provide guidance for other types of major procurement projects.

AUDIENCE

Applicable to all Procurement Staff.

GUIDELINES

1. Purpose

Generally, A RFP is to be used as procurement vehicle when the end-user does not have a pre-defined product specification or service requirement, but rather a set of outcomes or deliverables needed to meet the project objective(s) (e.g., Software, Outsourcing). This allows the responding Vendors (Respondents) to use their best resources to propose solutions that meet the project objective(s). RFPs are normally evaluated by using a weighted criteria. 

2.
RFP Development Phase

A.
RFP Development


The Buyer shall work with the requesting Department in the development and review of the RFP. The Department shall be given a final draft of the RFP for approval before solicitation


The Evaluation Team, evaluation criteria, and evaluation weights shall be determined prior to solicitation. The weight for each evaluation criteria item must be determined by the Evaluation Team and the Buyer prior to the solicitation.  The weight shall be based on a percentages where the combined weights for all the evaluation criteria shall equal 100%. Under no circumstances shall the weight for cost/pricing be below 25%, unless approved otherwise by the Purchasing Supervisor. Determination as to whether the weights will be listed within the solicitation will be at the Buyer’s discretion.  Buyers must be aware of the effects of either decision.

B.
Forming the Evaluation Team



Prior to solicitation, the Buyer shall work with the requesting Department to form an “Evaluation Team” of knowledgeable personnel to evaluate and recommend an award of the RFP. It should be clear to Evaluation Team members from the outset that their duties will require significant time and effort. 



There is no restriction as to how many people there may be on the Evaluation Team. It is suggested that a minimum of three with a maximum of seven be considered. The number of persons on the Evaluation Team should be limited to the minimum required to do the job. Unusually large panels tend to make the coordination of activities more difficult. Additionally, a large group of persons having access to proposals during the period the proposal content is considered confidential, makes security and the integrity of the process more difficult to maintain. The team should be diverse with expertise and knowledge of the product or service being procured. 



The Buyer should advise the Evaluation Team that the Respondents must communicate only with the designated Buyer on any matter related to the RFP. Responses to technical questions are not to be provided to Respondents without first contacting the requesting Department for input and concurrence. 



The Buyer shall answer all questions pertaining to purchasing issues and procedures. The Evaluation Team is provided a copy of any written responses. The Evaluation Team must not contact Respondents directly and must refer all questions to the designated Buyer. Likewise, Respondents must maintain all channels of communication with the designated Buyer. Respondents who continue to directly contact the requesting Department and/or Evaluation Team members after a written warning from the buyer shall be deemed non-compliant and therefore non-responsive to the solicitation. This action shall result in the rejection of Respondent’s proposal. 



Any person participating in the procurement process on behalf of UTSA and acting under these procedures in the capacity of a Buyer, Evaluation Team Member or administrative support staff, and who may have access to contents of proposals and related procurement information, shall be required to execute a Non-Disclosure Statement (ref. Attachment A).

C.
RFPs over $100,000

All RFPs, where the anticipated total value exceeds $100,000, shall be, at minimum, reviewed by the Senior Buyer and the HUB Coordinator.  Written approval to proceed must be obtained from the HUB Coordinator.  

3.
RFP Solicitation Phase

A.
RFP Solicitation



RFPs shall be sent by e-mail, fax, or US Mail to those Vendors identified by the Department and Purchasing, and/or to all Vendors registered under the appropriate commodity code for the RFP. The RFP should be posted on the appropriate Web site unless legitimate Best Value justifications deem otherwise.  All HUB requirements must be met and maintained throughout the solicitation process.  The Procurement Assistant and Buyer must ensure copies of all receipt confirmations, (e-mail, fax, or formal bid list), are retained as a matter of record in the RFP File. A hard copy shall be mailed to all Vendors without e-mail or may be mailed to a Vendor upon written request. Additionally, a hard copy shall be filed in the “Bid File” maintained by the Procurement Assistant.

Buyer must ensure that the solicitation phase allows sufficient time for appropriate responses.

It may be beneficial to establish a deadline for respondent questions.  If this is deemed necessary, the requirement must be clearly stated within the RFP.  The deadline for questions should be established following the Pre-Proposal Conference, (discussed below), and sufficiently prior to the closing. 

B.
Vendor Questions and/or Inquires


The Buyer shall provide all questions and answers of general interest to all solicited Vendors by written addendum. If questions arise after receipt of proposals, communications shall be restricted to the Respondents only and may be communicated in various forms. 

NOTE: The Buyer is under no obligation and should not answer any hypothetical or speculative "what if" questions.

C.
Pre-Proposal Conferences

Based on the scope and technical requirements of an RFP a Pre-Proposal Conference may be required. If a Pre-Proposal Conference is conducted, modifications to the solicitation may result. A Pre-Proposal Conference provides an opportunity to: 

· Review the requirements

· Facilitate a clear understanding

· Promote competition 

The Buyer must first determine if a Pre-Proposal Conference is mandatory. Although sometimes necessary, mandatory Pre-Proposal Conferences are not encouraged as it may limit competition. 

Prior to the actual Pre-Proposal Conference, the Buyer should meet with the end users who are responsible for answering questions or entering into discussions related to the RFP. The meeting is used to coordinate participation and establish ground rules so that the Pre-Proposal Conference is conducted in an organized, meaningful and professional manner. It is also used to ensure representatives are working together to better serve the needs of UTSA. 

The Pre-Proposal Conference is a meeting of potential Respondents, the Buyers and the requesting Department’s technical representative(s). The RFP shall state the time and place of the Pre-Proposal Conference. The date is usually set for about 10 days after potential Respondents have received the RFP. 

The Pre-Proposal Conference must be documented.  A sign-in sheet must be present and detailed notes should be kept.  If necessary, the conference may be recorded. Recording gives the occasion a certain importance and earnestness and may hold unnecessary remarks to a minimum. The recording is a ready reference and check-list for the Buyer if there is a need to publish addenda. 

At the Pre-Proposal Conference, the Buyer serves as chairperson and is primarily responsible for addressing matters related to the purchasing process including the RFP evaluation and award. The Buyer should have persons present to answer technical and site specific questions relating to the actual acquisition. An attendance roster is recorded at each Pre-Proposal Conference to collect the attendee name, company represented and contact information. An agenda should be prepared detailing the following: 

1.
Opening - After calling the Pre-Proposal Conference to order the Buyer introduces the UTSA representatives and explains what their responsibilities are in the proposed acquisition. 

2.
Introduction - Next, attendees may be requested to introduce themselves, give their name and title, and identify the company they are with. 

3.
Housekeeping - Announce administrative information regarding taping of the Pre-Proposal Conference audio, video, or both. In addition, the Buyer should also state that oral explanations and comments made in the meeting are not binding and that any/all changes to the RFP shall be issued to all parties in writing.

4.
RFP Overview and Review – A UTSA representative gives an overview of the project. Review of the RFP itself serves as the focus for the conference. The Buyer indicates that the purpose of the Pre-Proposal Conference is for clarification of the RFP and that the complete document will be covered. The Buyer reviews the document, page by page, if necessary, permitting attendees an opportunity to ask questions as each page is reviewed. This is imperative for an orderly Pre-Proposal Conference and to ensure all questions are answered and/or all points are addressed. A Buyer accepting "shotgun" questioning may be confused, and worse, the prospective Respondents may be confused. 

5.
Recap and closing – Some questions are answered immediately. Some questions may not be easily answerable and the Buyer must only give an answer that will withstand rigorous scrutiny after the Pre-Proposal Conference. All questions must be addressed in any subsequent addendum. 

Some suggestions may be offered or objections made which must be taken under advisement. The Buyer will indicate to the attendees that there will be a response in writing, made in a timely manner before the scheduled opening or, if necessary, the opening is rescheduled. No decision on complicated or sensitive matters should be made in haste at the Pre-Proposal Conference. It may be necessary to further research the matter to provide the correct answer. On occasion there may be a participant who is unnecessarily argumentative or aggressive. The Buyer must be polite but firm to avoid confrontations. 

NOTE: Questions concerning the RFP may be requested prior to the pre-proposal conference in order to identify the type of questions that may be asked.

Some projects will necessitate a site visit of UTSA by potential Respondents, such as those with installation requirements. The point of contact for arranging a site visit is normally the buyer. A general site orientation “walk through” may be appropriate for the pre-proposal conference with a site visit scheduled later. 

D.
Addendum

If needed, an Addendum to the RFP may be issued to correct any inconsistencies in the RFP, revise elements of the RFP, and/or respond to inquires by potential Respondents that may be of interest to all potential Respondents. The Buyer is responsible for coordination of the subject matter and issuing the Addendum. The addendum is mailed to all Vendors solicited and anyone who has requested a copy of the RFP.  The addendum should also be notated on the Web solicitation.  

Prior to issuing an addendum, the Buyer must consider the period of time remaining until RFP opening date. If additional time is needed for the potential Respondents to respond, the addendum is also used to extend the due date of the RFP.

4.  RFP Closing 

Proposals will be opened publicly to identify the names of the Respondents, but will be afforded security sufficient to preclude disclosure of the contents of the proposal, including prices or other information, prior to award.  After opening, an award or awards may be made on the basis of the proposals initially submitted, without discussion, clarification or modification, or on the basis of negotiation with any of the Respondents or, at University’s sole option and discretion, University may discuss or negotiate all elements of the proposal with selected Respondents which represent a competitive range of proposals.  These and other options are discussed below.

Note:  Procedures regulating solicitation, receipt and award of construction proposals are maintained within separate guidelines and may differ from the process established within this policy.     

If the procurement is $100,000 or greater, the respondent's required HUB documents must be reviewed by the HUB Coordinator.  Responses not meeting HUB requirements will be maintained for file documentation, but will not proceed to the evaluation phase.     

5.
Evaluation, Clarification and Negotiation Phase
A.
RFP Evaluation

1. After the RFP has closed, the Buyer who conducted the closing shall keep the responses in his/her possession. 

2.
The buyer will distribute copies of all responses to the RFP and the scoring matrix to the previously identified Evaluation Team.  It is recommended the buyer meet with the evaluation team during this distribution in order to further explain the process. Each Team Member is entitled to one score for each of the evaluation criteria item identified in the RFP (e.g., References, Scope of Work, etc.) for each proposal submitted, excluding cost. The Buyer will evaluate and score Cost. The scoring will be based on a point system from 0 – 4.

3.
Check of References

The Evaluation Team may contact a number of references for the Respondents. A subcommittee is normally appointed by the Evaluation Team to accomplish the task. 

A written questionnaire identifying the referenced questions to be asked is developed. A brief summary of the answers is recorded on the questionnaire. If necessary, additional and follow up questions are asked. If the reference volunteers information outside the questions, the information may be recorded. Upon completion, the subcommittee members sign the documents and report the information to the team.

4.
Upon completion of the scoring, each Evaluation Team member is to return their individual evaluations to the Buyer, who will tabulate the results and identify the top rated Respondent(s) for award consideration. The results will be tabulated by taking the average of the Evaluation Team scores for each evaluation criteria item and multiplying it by that criteria item’s weight; for example:

	Respondent No. 1
	Avg. Score
	Weight
	Total Points

	Qualifications
	4.0
	10%
	0.40

	Scope of Work
	3.5
	30%
	1.05

	Staff & Deliverables
	2.0
	35%
	0.70

	Cost
	3.0
	25%
	0.75

	Total:
	
	100%
	2.90



The Total Points awarded for Cost shall be determined by the Buyer. Determination of awarded cost points shall be calculated by taking the lowest “Total Project Cost” proposed by a Respondent and dividing it by each Respondent’s “Total Project Cost” and then multiplying it by four (4), the maximum points allowed; for example:

	COST SCORES
	Respondent 1
	Respondent 2
	Respondent 3

	Total Project Cost:
	 $            200,000.00 
	 $            225,000.00 
	 $            250,000.00 

	Calculation of Points:
	(200,000/200,000) X 4
	(200,000/225,000) X 4
	(200,000/250,000) X 4

	Cost Points:
	4.00
	3.55
	3.20


B.
Oral Presentations by Respondents

Oral Presentations by Respondents are used to clarify or verify the Respondent’s written proposal and should be used when appropriate. They may be restricted to only those Respondents in the competitive range of scores after the initial evaluation of all proposals. 

The Buyer, in coordination with the requesting Department, shall develop discussion points and questions for the Respondents to address during their Presentation. Oral Presentations without previously established ground rules tend to become a marketing sales pitch. Therefore, the Buyer should set the agenda to: 

· Address the non-compliant issues in the proposal

· Attempt to identify unnecessary elements of cost or requirements that may not be necessary to solve the problem described in the technical specification; and other discussion objectives established in preliminary planning meetings

It is the responsibility of the Buyer to forward those discussion points and questions to the respective Respondents with sufficient time to prepare for and address issues during the Oral Presentation. 

All members of the Evaluation Team should be present for each Presentation and the presentation must be documented for the file.  The Presentation may be recorded for those not able to attend. The Respondent’s answers are restricted to statements of facts. Discussion is permitted and a Respondent may change their proposal to make it compliant with the UTSA’s requirement or make it more attractive to the UTSA through additional inducements that may enhance the Respondent’s score in the evaluation areas specified in the RFP, (any changes will be documented in the Best and Final Offer stage discussed below). 

The Respondent may be required to document an answer if written clarification is determined to be in the best interest of UTSA. All documented answers must relate specifically to questions asked. Distracting or immaterial information must not be introduced into the RFP process through requests for clarification. 

If discussions result in changes to the RFP, these changes are formalized and expressed in writing in the content of the Best and Final Offer (BAFO) as established below. Extreme care must be taken to preclude allowing the advertised requirement or scope to be materially modified (significant alterations of specifications). Care must also be taken to ensure the equality established for all Respondents is not destroyed through the discussion or response clarification process.   Details of competing proposals must not be discussed during presentations.

NOTE: If the Buyer feels it is necessary, the discussion may be temporarily suspended and the appropriate representative(s) may be asked to exit the room and discuss the situation with the Buyer. This is usually done when the Buyer feels the validity of the RFP process is being compromised. 

After the Oral Presentations, all Respondents that presented may be re-evaluated based on the Evaluation Criteria and process by the Evaluation Team. 

C.
Respondent Site Visits

An on-site visit of a Respondent’s site may be required. The purpose is to verify facts presented in the proposal, whether stated in the RFP or not. The Site Visit may be restricted to only those Respondents in the competitive range of scores after the initial evaluation of all proposals. 

Arrangements for tests and inspections must be coordinated with the Respondent by the Buyer. Costs of travel and per diem for UTSA employees and any consultants assisting UTSA is borne by UTSA. It is a violation of purchasing ethics and administrative code to allow the Respondent in competition for an award, to pay for any travel, meals, lodging or other benefit for a state employee.

After the conduction of the on-site visit, all Respondents visited may be re-evaluated based on the Evaluation Criteria and process by the Evaluation Team.

D.
Best and Final Offer 
A Best and Final Offer (BAFO) may used following negotiations, clarifications, Oral Presentations, Site Visits, etc. to clarify UTSA’s requirements and/or the Respondent(s) proposal and pricing. BAFOs may be restricted to only those Respondents in the competitive range of scores after the initial evaluation of all proposals. The BAFO must allow the Respondent to: 

· Modify the initial offer

· Update pricing

· Include any added value 

The BAFO may be in the form set forth as suggested in Attachment B, or a letter with attachments. Regardless of format, the BAFO must address all pertinent changes and all submittal instructions. 

The Buyer may include in the BAFO a list of modifications or clarifications to the requirements of the RFP agreed to by UTSA. While the BAFO may, in some cases, be tailored to individual Respondents, care must be taken that all Respondents remain on the same competitive level and are responding to substantially and materially the same conditions and requirements. 

All discussions, negotiations, and clarifications cease upon issuance of BAFOs. Changes are not allowed in proposals or prices after BAFOs are received, unless the Purchasing Supervisor makes a written finding that re-submission would be in UTSA's best interest.

After receipt of the BAFO, all Respondents submitting a BAFO shall be re-evaluated based on the Evaluation Criteria and process by the Evaluation Team.

6.
RFP Award Phase

A.
After the responses to a RFP has been evaluated and tabulated, or re-evaluated after Oral Presentations, Site Visits, Negotiations, and/or BAFO, the Buyer in most circumstances should prepare a “RFP Award Recommendation Memorandum”(ref. Attachment C), for the file.  This memo must be approved and signed off by, at minimum, a position whose signature delegation exceeds that of the buyer completing the RFP. 

B.
The “Recommendation Letter” shall be reviewed and approved by the Evaluation Team and then forwarded to the appropriate procurement personnel mentioned above for final review and approval.


C.
Once approved, the Buyer shall award the RFP and proceed with preparing a Contract/Agreement, if applicable.

EXCEPTIONS
1.
Any exceptions must be in writing and authorized by the Purchasing Supervisor

Attachments:

A:  Non-Disclosure Form

B:  BAFO

C:  Award Letter  
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