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many people as necessary at the beginning of the esti-
mating process. Don't let a job requiring a quick tum-
around stifle the right conversation. Leaving
unknowns to guesswork can spell a significant loss, so
be sure to ask the right questions.

Identify Critical Components and Risk Factors.
Some details present greater potential for error than
others. Even the best-prepared job quote can end with
unknowns. In the estimating process, the risk for such
unexpected activities must be assigned a proper finan-
cial assessment to ensure a margin that is reasonable,

safe, and profitable. It may be possible to eliminate a
risk factor by identifying it and dealing with it upfront.

Leverage Systems and Processes. In business
today, information is king. Systems and processes
allow you to use information to your advantage and to
make sure nothing important falls through the cracks.
Maximizing the use of information and processes
requires discipline to input the information honestly
and realistically, to follow the steps needed to gener-
ate reports, and to use the results provided. Systems
and processes are in place for the very purpose of elim-
inating guesswork and error, but discipline is required
to make the best use of them.

Leverage Knowledge and Experience. Whether
you refer to it as tribal knowledge, black art, or profes-
sional equity, somewhere in your company art and sci-
ence intersect. However, those intangibles can be dif-
ficult to quantify.
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The Non-negotiables

No matter what your track record is in estimating
consistency and accuracy, some rules of thumb
should not be ignored. Whatever skills you cur-
rently possess, it never hurts to take a look at
where some fine-tuning can occur.

Have a Process in Place; Stick to the Process.
When you have a proven process for determining
accurate production costs and time, make the best
possible use of it each and every time you sit in
the estimating chair. If you don’t have one, devel-
op it. Don’t let internal or external pressures cause
you to miss out on the advantages of a proven sys-
tem. If the one you use is working well, ask what
you can do to make it better.

Analyze, Analyze, Analyze. Never stop dig-
ging into your information. Never give up on
improving your processes. Always atrempt to give
visibility to the numbers. Too many companies
spend time on work that earns them a 3 percent
margin, when they should be focusing on the jobs
earning them 15 percent, said Shoptech’s
Ventura. Constant analysis will lead to realistic
assessments of where the profits are coming from,
or not coming from.

Tmprove Communication. Communication is the
umbrella over every other process. In the modem
shop, the wall between the office and the shop floor is
coming down. In the estimating process, it has to.

and experience found in the company must be used in
every way possible to contribute to estimating accura-
cy. Build it into the software. Create processes that
will cause it to surface. Walk around on the shop floor
to discover these pockets of expertise. Hold a face-to-
face meeting with individuals to learn about their
depth of knowledge. There is no substitute for seeing
a project through the eyes of seasoned professionals.

Go Deeper. The other side of knowledge and expe-
rience is careful analysis. More than simply assigning
cost to a process, knowing what is behind the num-
bers can deliver a competitive advantage. For exam-
ple, knowing the exact setup time for a part ensures a
precise estimate. Discovering how setup time may be
reduced can create a winning combination of higher
margins and the ability to prevail in competitive bid-
ding. Something as simple as a stroll across the shop
floor or a thoughtful conversation may result in a
more lucrative contract.

& ion is the way forward. When it comes to a
job quotation, it is always better to find out now than
to be surprised later. The answer to greater accuracy
may be a phone call or a meeting away, and elimina-
tion of guesswork adds profit to the bottom line.¢

Steven Rainwater can be reached at steve@ureesidecom
‘munications.com.
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