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Green Belt Project Objective:
Improvement of the Invitation To Bid (ITB) 

Process Cycle Time

Six Sigma DMAIC Improvement Story

Team:

Ed Marquez (Sponsor)



Lean Six Sigma Problem Solving Process

2Define Measure Analyze Improve Control

The team utilized the 5-Step DMAIC problem solving process. 



Select Problem

3Define Measure Analyze Improve Control

Management reviewed many problems using a selection Matrix.

The team was chartered by management to reduce cycle time for the 
Procurement Process



Identify Project Charter
The team developed a team Project Charter.

Project Name: To Improve the ITB Process Cycle Time

Problem/Impact:

Internal customers complain that the Procurement Process takes too long.  Delays in 
procurement process adversely affect vendors and internal customers.  Delays can 
also adversely impact service delivery to county residents and visitors.  

Expected Benefits:
Reduced time to process procurement ITB requests. Improve client, dept and vendor satisfaction; 
improve operational effectiveness.

Outcome Indicator(s) Q1-  % of ITB related Contracts In Effect Timely

Proposed Target(s) Target=TBD

Time Frame: October 2012 thru March 2013

Strategic Alignment: Supports the County's Business Plan

In Scope: Invitation to Bid (ITB) requests (of Contracts under $500,000)

Out-of-Scope: RFP process and non-competitive Solicitations (and ITB Requests over $500,000)
Authorized by: Ed Marquez, Lester Sola

Sponsor: Ed Marquez

Team Leader: Neivy Garcia, Miriam Singer

Team Members: John Sarduy, Lester Sola, Melissa Adames, Mario Morlote, Michael W. Ruiz, Adil Khan (Subject 
Matter Expert)

Process Owner(s): Lester Sola
Mgmt Review Team: Ed Marquez, Lester Sola

Completion Date: 31-Mar-13
Review Dates: Monthly and Final Review  in Mach 2013

Key Milestone Dates: See Action Plan

Team

Schedule

Project Charter

Business 
Case

Objectives

Scope
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1.

2.



Develop Project Timeline Plan
Legend:

= Actual
= Proposed

The team developed a timeline plan to complete the Project.

Define Measure Analyze Improve Control

4.
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Oct Nov Dec Jan Feb Mar

1. Define

2. Measure

3. Analyze

4. Improve

5. Control

WHAT: Complete DMAIC Story Project by March 31, 2013
DMAIC Story

 Process Step
WHEN  

2012

    

         

    

3/30/13

 Completed 11/11/12

Completed 11/30/12

1/30/13

Completed 12/12/12



Monitor Team Progress

Team identified an indicator; 
developed a Flowchart and a 
Spreadsheet

The Team and Management used a Checklist to monitor team progress.

6Define Measure Analyze Improve Control

Histograms, Paretos, Flowchart

Single Case Bore; Fishbone ; RC 
Verification Matrix

Countermeasures Matrix; Barriers 
and Aids; Action Plan

Line Graph

Process Flowchart; Process Control 
Chart

Lessons Learned



Review Process Flow Chart

The team 
next 
looked 
closer 
how to 
capture 
indicator 
data.

The team 
construct
ed a 
Process 
flow chart 
describing  
the 
Process.
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Hidden Costs of Late ITB Related Contracts
The team identified info on costs of late ITB related Contracts
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1. Issuing extensions to modify existing contracts for additional time                     
and proration of funds where permitted…………………..…………………….$158,484

Define Measure Analyze Improve Control

Annual Cost

Hidden Costs = $1,029,697

2.  Indentify, access, and award alternate contract source for required 
goods/services for contracts with no extension authority…………………... $30,723

3. Establish emergency bridge contract for continuity of services                             
until new ITB is awarded. …………………………………………..……………….$90,000

4a. Establish non-competitive contract for continuity while new ITB                           
is awarded under $100K. (Phase 1 = Threshold Determination)………..…...$178,694

4b. Establish non-competitive contract for continuity while new ITB                            
is awarded under $100K. (Phase 2 = Negotiations and Award) ……….………$306,957

5a. Establish non-competitive contract for continuity while new ITB                            
is awarded under $100K. (Phase 1 = Threshold Determination) ……….………$76,040

5b. Establish non-competitive contract for continuity while new ITB                            
is awarded under $100K. (Phase 2 = Negotiations and Award) ……….………$188,800

See Appendix for detail Analysis



Identify Data Collection Needs
The team developed a data collection spreadsheet…

9Define Measure Analyze Improve Control

Miami-Dade Contract Procurement Status Summary
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Review Selected Indicator

The team next looked closer at the Gap.

Q1- % of ITB Related Contracts (under $500K) In Effect Timely
The team collected Q1 indicator data and reviewed performance trends:
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Fiscal Yr-End % = 40% 

=35%

Target = 75%

Define Measure Analyze Improve Control

3.
N = 145 Contracts under $500,000



ITB Procurement Requests (less than $500,000) resulting in 
Contracts Effective from Oct 2011 thru Sep 2012 
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Stratify the Problem
The team stratified 12 months of Executed Contracts using a histogram and found…
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The team looked closer at comparing the Late to the Timely Contracts.

… 56  Late Contracts(over 120 days) 
averaged 203.8 days.

Define Measure Analyze Improve Control

27 Contracts (under 120 days) 
averaged 88.3 days …



Stratify the Problem
The team compared the LATE Contracts to the TIMELY Contracts and found…
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The team looked 1st more closely at the 56 LATE Contracts in step 4: Bid 
Posting to Bid Closing that averaged 88.4 days in that step. 

Define Measure Analyze Improve Control

5th

step 
next

4th step largest delay



ITB Procurement Requests (less than $500,000) resulting in 
Contracts Effective from Oct 2011 thru Sep 2012 Averaged 88.4 days in Step 4 
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Stratify the Problem
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The team looked closer at these 44 Contracts.

The team stratified the 56 late contracts for step 4 and found…

Define Measure Analyze Improve Control

5.

44 (83%) Contracts took longer than 
40 days to complete step 4 (from 

Bid Posting to Bid Close) 

USL= 34



ITB Procurement Requests (less than $500,000) resulting in 
Contracts Effective from Oct 2011 thru Sep 2012 took longer than 40 days in Step 4 
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Stratify the Problem (Continued)
The team stratified the 44 Late Contracts many ways and found…
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Problem Statement: "26  ITB Procurement Requests (less than $500,000), resulting 
in  Contracts Effective from Oct 2011 thru Sep 2012,  took longer than 40 days from Bid 
Posting to Bid Closing and were issued as Formal Bid"

26  Contracts late in step 4  were 
issued as Formal Bids

Define Measure Analyze Improve Control

5.,6.,7.,8.



Identify Potential Root Causes
The team sampled 26 ITB Contracts and performed Single Case Bore analysis for ITB Process 
Step 4.  The team also found, and included, several delay factors for Step 5.
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The team next looked closer at these factors.
Define Measure Analyze Improve Control

9.



Identify Potential Root Causes
The team modified the Problem Statement and completed the Fishbone Analysis …

The team next looked to verify these 5 Potential Root Causes.

16Define Measure Analyze Improve Control

9.,10.



Verify Root Causes
The team collected data to verify the root causes and found….
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…all five (5) were validated as root causes.
Define Measure Analyze Improve Control

11.,12.



Identify and Select Countermeasures

The team selected 5 countermeasures for implementation.

The team brainstormed many countermeasures and narrowed them down to these for evaluation:

18Define Measure Analyze Improve Control

13.,14.



Identify Barriers and Aids

The team next sought to incorporate this analysis into the team’s Action Plan.

The team performed Barriers and Aids analysis on the selected Countermeasures.

19Define Measure Analyze Improve Control

15.



Develop and Implement Action Plan
Legend:

= Actual
= Proposed

The team implemented an Action Plan for the team’s Countermeasures.

20Define Measure Analyze Improve Control

16.

ISD



Standardize Countermeasures

The team 
incorporated 
the 
improvements 
into the 
Process.

The team 
looked 
ahead to the 
future.

21
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Implement Process Control System
The team developed a Process Control System to better monitor the process on-going.

The team looked ahead to the future.
22Define Measure Analyze Improve Control

21.,22.,23.

Process Control System 

Process Name:  Procure  ITB Related Contracts 
for County Departments 

Process Owner:   Lester Sola   

Process Customer:  All County Departments Critical Customer Requirements:  Timeliness of 
Procuring Contracts 
Current Sigma Level:  TBD Process Purpose:  Process Invitation to Bid 

(ITB) requests and procure contract      Outcome Indicators:  Q1, Q2, Q3 
Process and Quality Indicators Checking / Indicator Monitoring 
Process Indicators 

 
Control
Limits Data to Collect 

Timeframe 
(Frequency) Responsibility

Quality Indicators 
Specs/ 
Targets

What is Checking Item  
or Indicator Calculation 

When to 
Collect 
Data? 

Who will 
Check? 

Contingency Plans / 
Misc. 
 Actions Required 

for Exceptions 
 Procedure 

References 
P1 # of Days FROM Requisition 

Posted TO Solicitation 
Drafted 

2 days (date Solicitation Drafted)-
Date Requisition Posted) 

By Event Lester Sola  Procurement 
Date Base 
system 

P2 # of Days FROM Solicitation 
Drafted to ISD Approval 

15 
Days 

Date Drafted by ISD)- (Date 
Solicitation Drafted) 

By Event Lester Sola  Procurement Date 
Base system 

P3 # Days FROM ISD Approval 
TO Advertisement Posted 

2 
Days 

(Date Advertisment Posted)-
(Date ISD Approval) 

By Event Lester Sola  Procurement Date 
Base system 

P4 # of Days FROM 
Advertisement Posted TO 
Forward for Mgmt Approval 

15 
Days 

(date Foresrd to Mgmt 
Approval)-(Date 
Advertisement Posted) 

By Event Lester Sola  Procurement Date 
Base system 

 
P5 # of Days FROM Forward to 

Mgmt Approved TO Award 
Recommended 

30 
Days 

(Date Award recommended)-
(Date Forward to Mgmt 
Approved) 

By Event Lester Sola  Procurement Date 
Base system 

 
Q1 % of ITB Related Contracts 

Approved Timely 
75% 100*(# of ITB Related 

Contracts Approved 
Timely)/(# approved) 

Monthly Lester Sola  Procurement Date 
Base system 

 
Q2 # of Days Bid Contract 

Executed Late 
0 120-[(Date Contract 

Executed) -(Date Request 
Posted)] 

By Event Lester Sola  Procurement Date 
Base system 

 
Q3 # of Days to Execute Bid 

Contract (from Request 
Posted) 

120 
days 

(Date Contract Executed)-
(Date Request Posted) 

By Event Lester Sola  Procurement Date 
Base system 

 
        
Approved:        Date:     Rev #:     Rev Date:    
 

And 



Identify Lessons Learned

Lessons Learned

2) Data Integrity is very important as the teams analyze problems.  
Incorrect dates, for example, painted an incorrect picture until 
discovered during the Single Case Bore Analysis.
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Next Steps
1) Look at the Advertisement step for further improvements to the 
Procurement process.

1) The DMAIC Process with it’s Tools and Techniques (i.e. Paretos, 
Flowcharts, etc.) were Very Effective in helping the  team see the 
problem clearly and follow data to identify and address the Root 
Causes.

Define Measure Analyze Improve Control

24.,25.



Delegate advertisement authority to procurement 
contracting managers for solicitations of all value.
 As of December 13, 2012, advertisement authority was delegated

to procurement managers for solicitations of all value.
 This pilot has yielded an average overall savings of one week off

the entire cycle time.
 FY2012-2013 = Average Processing Time Solicitations < $500k

 Q1   (October – December) =  125 days for 33 awarded contracts 
 Q2* (Partial Jan-Feb) = 118 days for 23 awarded contracts
Delegation of advertisement authority is averaged to save two weeks between
project initiation from the user department and advertisement of the solicitation.

Procurement Pilot

YEAR OVER YEAR AVERAGE CYCLE TIME COMPARISON
FY 2011-2012 Q1 = 141 days FY 2012-2013 Q1 = 125 days
FY 2011-2012 Q2 = 164 days FY 2012-2013 Q2 = 118 days

24



What can and will we do better?
 Capture additional data pertaining to “project initiation” to account for the work

being conducted on the front end between PM and user departments.
 Reassess and re-establish new measures and goals for procurement cycle times.

 Conduct outreach training with user departments to improve technical specification
and scope writing.

 Implement additional measures for award of solicitations of all values to be issued
within three days of the award recommendation being filed.

 Implement lessons learned on solicitations of all values and methods.

Recommended Improvements

25

Processing Time Target Goals FY2012-2013 
“As-Is”

ITB Solicitation Value Cycle Time Goal

Up to $500k 120 days

$500k - $1million 186 days

Over $1 million 300 days

Processing Time Target Goals FY2012-2013 
“Recommended”

ITB Solicitation Value Cycle Time Goal
Up to $250k 90 days
Up to $500k 120 days

$500k - $1million 180 days 
Over $1 million 260 days



 Revise our approval processes, procedures, and delegation
matrix to better asses risk to speed up the process.

 Amend Section 2-8.1 (b) of the Miami-Dade County Code to
increase the Mayor’s delegated authority to award and reject
bids or proposals for the purchase of supplies, materials or
services (other than professional services) from up to $1
million to up to $5 million.

Recommended Improvements Continued

26



ACTION Board of County Commissioners 
(Board) Mayor Director

Internal Services Department
Advertise Solicitations - No approval required per County Code 

Section 2-8.1 
- No approval required per County Code 
Section 2-8.1 

- Authorization for all values per County 
Code Section 2-8.1

Competitively 
Awarded Contracts

- Approval required for values greater than 
$1 million per 
County Code Section 2-8.1 A.O. 3-38

- Authorization for values over $500,000 up 
to $1 million per County Code Section 2-8.1 
and A.O. 3-38.  

- Authorization for values up to $500,000 
per A.O. 3-38

Bid Waiver and 
Sole Source Purchases

- Approval required for values greater than 
$250,000 per 
County Code Section 2-8.1 A.O. 3-38

- No authorization required.

- All values greater than $250,000 require 
Mayor's recommendation to the Board to 
waive competitive bidding. 

- Authorization for bid waivers and sole 
source purchases up to $250,000 per 
A.O. 3-38

Emergency 
Purchases

- Ratification required for all Emergency 
Purchases over $250,000 per A.O. 3-38

- No ratification authorization required. - Authorization for all values up to $250,000 
provided the Director of the user
department certifies the emergency per 
A.O. 3-38

Modifications to Contracts that were not 
competitively awarded:

1. Bid Waiver or Sole Source Purchases 
of all values

- Approval required when modification 
increses contract value to more than 
$100,000

- Approval required when modification 
increases by more than 20% if contract value 
is greater than $100,000 per A.O. 3-38.

- No authorization required. - Authorization for established contracts 
valued less than $100,000 when the 
modification does not exceed $100,000 
regardless of percentage change.

- Authorization for BCC approved contracts 
valued over $100,000 when the 
modification does not exceed 20 percent 
per A.O. 3-38

Modifications to Contracts that were 
competitively awarded: 

1. Competitive Awarded Contracts  under 
the County Manager's Authority (Under 
$1 million)

2. Board Awarded Contracts (Over $1 
million)

- Approval required when modification 
increases contract value to more than $1 
million

- Approval required when modification 
increases by more than 20% if contract value 
is greater than $1 million per A.O. 3-38

- Authorization for BCC approved contracts 
valued over $1 million when modification 
does not exceed 20 percent.

- Authorization for established contracts 
valued less than $500,000 when the 
modification does not exceed $500,000 
regardless of percentage change.

- Authorization for Mayor approved contracts 
valued between $500,000 and $1 million 
when the modification does not exceed $1 
million regardless of percentage change per 
A O  3-38

Current Delegation Matrix 



TYPE OF ACTION ALL VALUES APPROVAL AUTHORITY
Advertisement All Values PM Managers
Supplemental Agreements (Continuity) All Values PM Managers

Contract Modifications 
(re: Additional/Added Services, LW, Cycles, 
etc.)

Up to $250K
Up to $500K
Over $500K

PM Division Director
PM Assistant Director
ISD Director

Contract Modifications
(re: All   Successor Contracts)

All Values ISD Director

Rejections Up to $250K
Up to $500K
Up to $1M
Over $1M

PM Managers
PM Division Director
PM Assistant Director
ISD Director

Competitive Awards Up to $250K
Up to $500K
Up to $1M
Over $1M up to $2.5M
Over $2.5M to $5 M
Over $5M

PM Managers
PM Division Director
PM Assistant Director
ISD Director
Mayor
Board of County Commissioners

Non-Competitive Awards Up to $150K
Up to $250K
Over $250K

PM Assistant Director
ISD Director
Board of County Commissioners

Pre-Award Site Visits - (First Time) Over $500K only
(exceptions considered)

PM Managers / Contracting Officers

Market Research for OTRs Over $250K only  - (6 month pilot) PM Managers / Contracting Officers

Pre-Advertisement Bid Review Renewals – Two Weeks
New Purchases – One Week

Contracting Officers / Client Departments

Post-Advertisement Bid Review Only when Technical spec. issue e.g. (“or equal”) is a 
consideration – Two weeks

Contracting Officers / Client Departments

Recommended - Delegation Matrix 



 We strongly feel that the impact of the proposed 
recommendations will yield: 

Reduction in the time required to complete 
procurement solicitations; 

Overall improvement of the procurement process; 
 Increased client satisfaction.

Closing Remarks

29

Thank you for your time and consideration. 
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1. Issuing extensions to modify existing contracts for additional time and proration of funds where permitted. 

Personnel Involved

Initiator (I)/ Approver 
(A)/Quality Control (QC)/ End 

User (U)
Estimated # of Hours 
to complete task

 Avg. Hourly 
Rate Per 
Position 

Frequency of 
occurrence over Fiscal 

Year Total Cost
PCO I  3 35.00$            145 15,225$          

Vendor A 1 ‐$                ‐$                 
PM Manager A 2 59.00$            17,110$          

PM Division Director A 2 74.00$            21,460$          
ISD Assistant Director A 2 97.00$            28,129$          

ISD Director A 2 114.00$           33,060$          
Vendor Assistance QC 7 35.00$            35,525$          
Client Department U 1 55.00$            7,975$            

20 158,484$        

2.  Indentify, access, and award alternate contract source for required goods/services for contracts with no extension authority. 

Personnel Involved

Initiator (I)/ Approver 
(A)/Quality Control (QC)/ End 

User (U)
Estimated # of Hours 
to complete task

 Avg. Hourly 
Rate Per 
Position 

Frequency of 
occurrence over Fiscal 

Year Total Cost
PCO I 16 35.00$            11 6,160$            

Client Department I 8 55.00$            4,840$            
Vendor I / A 6 ‐$                ‐$                 

Small Business Review A 2 38.00$            836$                
PM Manager A 4 59.00$            2,596$            

PM Division Director A 3 74.00$            2,442$            
ISD Assistant Director A 2 97.00$            2,134$            

Asst. to Director A 2 75.00$            1,650$            
ISD Director A 2 114.00$           2,508$            

Asst. to Mayor A 2 57.00$            1,254$            
Mayor A 2 84.00$            1,848$            

Vendor Assistance QC 10 35.00$            3,850$            
Client Department U 1 55.00$            605$                

60 30,723$          
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3. Establish emergency bridge contract for continuity of services until new ITB is awarded. 

Personnel Involved

Initiator (I)/ Approver 
(A)/Quality Control (QC)/ End 

User (U)
Estimated # of Hours 
to complete task

 Avg. Hourly 
Rate Per 
Position 

Frequency of 
occurrence over Fiscal 

Year Total Cost
Client Department I 8 55.00$            45 19,800$          

PCO I 16 35.00$            25,200$          
Small Business Review A 2 38.00$            3,420$            

Vendor I / A 6 ‐$                ‐$                 
PM Manager A 3 59.00$            7,965$            

PM Division Director A 2 74.00$            6,660$            
ISD Assistant Director A 2 97.00$            8,730$            

Vendor Assistance QC 10 35.00$            15,750$          
Client Department U 1 55.00$            2,475$            

50 90,000$          

 Phase 1 = Threshold Determination     Phase 2 = Negotiations and Award

Personnel Involved

Initiator (I)/ Approver 
(A)/Quality Control (QC)/ End 

User (U)
Estimated # of Hours 
to complete Task

 Avg. Hourly 
Rate Per 
Position 

Frequency of 
occurrence over Fiscal 

Year Total Cost
Client Department I 40 55.00$            47 103,400$        

PCO I 30 35.00$            49,350$          
Vendor I / A 1 ‐$                ‐$                 

PM Manager A 5 59.00$            13,865$          
PM Division Director A 3 74.00$            10,434$          
Vendor Assistance QC 1 35.00$            1,645$            

80 178,694$        
Client Department I/A 25 55.00$            47 64,625$          

PCO I/A 50 35.00$            82,250$          
Vendor A 30 ‐$                ‐$                 

Small Business Review A 2 38.00$            3,572$            
PM Manager A 16 59.00$            44,368$          

County Attorney A 6 135.00$          38,070$          
PM Division Director A 4 74.00$            13,912$          
ISD Assistant Director A 2 97.00$            9,118$            

Asst. to Director A 2 75.00$            7,050$            
ISD Director A 2 114.00$          10,716$          

Asst. to Mayor A 2 57.00$            5,358$            
Mayor A 2 84.00$            7,896$            

Vendor Assistance QC 10 35.00$            16,450$          
Clerk of Board A 1 38.00$            1,786$            

Client Department U 1 38.00$            1,786$            
155 306,957$        

Phase 1 Sub‐total:

4. Establish non‐competitive contract for continuity while new ITB is awarded under $100K.    

Phase 2 Sub‐total:
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 Phase 1 = Threshold Determination     Phase 2 = Negotiations and Award

Personnel Involved

Initiator (I)/ Approver 
(A)/Quality Control (QC)/ End 

User (U)
Estimated # of Hours 
to complete Task

 Avg. Hourly 
Rate Per 
Position 

Frequency of 
occurrence over Fiscal 

Year Total Cost
Client Department I 40 55.00$            20 44,000$          

PCO I 30 35.00$            21,000$          
Vendor I / A 1 ‐$                ‐$                 

PM Manager A 5 59.00$            5,900$            
PM Division Director A 3 74.00$            4,440$            
Vendor Assistance QC 1 35.00$            700$                

80 76,040$          
Client Department I/A 40 55.00$            20 44,000$          

PCO I/A 60 35.00$            42,000$          
Vendor A 40 ‐$                ‐$                 

Small Business Review A 2 38.00$            1,520$            
PM Manager A 18 59.00$            21,240$          

County Attorney A 6 135.00$          16,200$          
PM Division Director A 4 74.00$            5,920$            
ISD Assistant Director A 4 97.00$            7,760$            

Asst. to Director A 4 75.00$            6,000$            
ISD Director A 2 114.00$          4,560$            

Asst. to Mayor A 2 57.00$            2,280$            
Mayor A 2 84.00$            3,360$            

Vendor Assistance QC 10 35.00$            7,000$            
Clerk of Board A 1 38.00$            760$                

Agenda Coordinator A 6 38.00$            4,560$            
Asst. to Mayor A 6 57.00$            6,840$            

BCC Action A 8 44.00$            7,040$            
Vendor Assistance QC 10 35.00$            7,000$            
Client Department U 1 38.00$            760$                

226 188,800$        

5. Establish non‐competitive contract for continuity while new ITB is awarded over $100K.   

Phase 1 Sub‐total:

Phase 2 Sub‐total:


