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Leveraging Low Bid Lane 
Contract Aggregation, BAFO Super Bids and Reverse Auctions 

Faced with ever-tightening budget constraints, more 
and more institutions are turning to negotiated RFPs to 
maximize price competition. Drawing on leading 
edge practices from across Canada and the United 
States, this webinar will explain how you can leverage 
BAFO RFPs to win unprecedented cost savings 
through contract aggregation, second-stage super 
bids and electronic reverse auctions.  
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Purchasing institutions are facing increasing pressure to 
obtain better pricing through contract aggregation. 
However, contract aggregation can create additional 
complexities in the procurement process. For example, it 
is hard to predict whether the aggregation of multiple 
contracts into a single bid opportunity will result in better 
overall pricing when compared to separately tendered 
smaller contracts.  

Challenges With Aggregated Super Bids 
Identifying Proper Opportunities for Aggregation 

 



Furthermore, the over-scoping or over-aggregation of 
contract opportunities can constitute an uncompetitive 
practice that undermines long-term competition in the 
marketplace. In these situations, purchasing institutions 
run the risk of legal challenges from small and medium-
sized suppliers who are locked out of larger aggregated 
competitions but could have offered better terms than 
their larger rivals if the aggregated contracts had been 
tendered according to smaller sub-categories.  

Challenges With Aggregated Super Bids 
Artificial Aggregation is Uncompetitive 

 



The best way to defend a contract award outcome in 
these situations, especially in areas where achieving 
better pricing through aggregation remains in doubt, is to 
compete super bids head-to-head against single 
category winners to determine the optimal contract 
award allocations across a particular portfolio.  

Challenges With Aggregated Super Bids 
Competing Aggregation vs. Single Category Awards 

 



However, competing aggregated super-bids against 
single-category bids on a head-to-head basis raises the 
following challenges: 
 
1.  Basic tendering formats do not enable multiple bid 

and award situations, let alone super bid runoff 
competitions between category winners and super 
bidders. These competitions typically require the 
adoption of advanced best and final offer (BAFO) 
negotiated RFP formats and the creation of 
customized bid evaluation rules.  

Challenges With Aggregated Super Bids 
Three Barriers to Super Bidding 

 



2.  Evaluating super bid pricing becomes exponentially 
more complicated when overall rankings also require 
the evaluation of non-price factors. Integrating non-
price factors into super bid evaluations causes 
further delays in designing and administering the bid 
evaluation process. 

Challenges With Aggregated Super Bids 
Three Barriers to Super Bidding 

 



3.  Super bids can cause contract award delays since 
purchasing institutions must go through two rounds 
of evaluation and wait for the submission and 
evaluation of best and final offers before proceeding 
with contract awards. 

Challenges With Aggregated Super Bids 
Three Barriers to Super Bidding 

 



As this presentation explains, these barriers to super 
bidding can be overcome through the deployment of 
advanced tendering technologies.  

Challenges With Aggregated Super Bids 
Smart Templates and Bid Evaluation Technologies 

 



Aggregated  
Super Bids: 

Key Concepts 



The following summary of an aggregated super bid 
process is based on recent high-profile projects that 
used this technique across multiple geographic areas, 
multiple institutions, or multiple institutional departments. 
When using aggregated super bid processes: 
 
1.  The first round of bidding is based on single-

category bids which are evaluated to establish initial 
category-by-category rankings. 

Aggregated Super Bids 
Five Key Concepts 

 





2.  The initial category-by-category rankings are used to 
identify opportunities for the aggregation of second-
stage super bids. 

3.  The first round of super bidding proceeds based on 
maximum contract aggregation (those categories 
that have the greatest number of the same top-
ranked bidders are bundled together to invite those 
bidders to submit super bids). 

Aggregated Super Bids 
Five Key Concepts 

 





4.  The aggregated contract is awarded to the top super 
bid (provided that its category-by-category scores 
also beat the initial top-ranked bids in the 
aggregated categories) 

Aggregated Super Bids 
Five Key Concepts 

 





5.  The process repeats until there are no more 
aggregation opportunities available, at which point 
any remaining categories are awarded to the best 
initial single category bidder. 

Aggregated Super Bids 
Five Key Concepts 

 







As the next section explains, to properly leverage 
enhanced price competition and contract aggregation, 
purchasing institutions need to part company with 
manual processes and deploy more advanced tendering 
formats and technologies.  

Aggregated Super Bids 
Technology Can Facilitate the Use of Super Bids 

 



 
 
 

Integrating 
Technology into 
Your Tendering 

Cycle 



Paperless Procurement: 
Clearing the Path to Paperless Bidding 

By Paul Emanuelli, Procurement Law Office 

The paper-based bidding process hasn’t changed 
much with the times. In fact, bid submission 
practices remain trapped in a tendering time warp, 
frozen throwbacks to the pre-internet era. That’s 
about to change. Inherent systemic inefficiencies, 
accelerating timeframes, trade treaty developments 
and technological innovations are all converging to 
convert our out-dated bidding systems into a 
paperless procurement process. 

This is a condensed version of an article by Paul Emanuelli that was  
previously published in the June 2011 edition of Purchasing B2b magazine. 



It’s a tale of two technological eras trapped within a single 
tendering cycle. While electronic posting may have 
become a mainstream standard for many public 
institutions, this technological advancement has only 
served to obscure the technological atrophy that 
continues to plague the bidding stage of the tendering 
process. While tender calls can be downloaded 
electronically at any time of day and night, public 
institutions continue to manage manual bid receipt 
processes, where bids are only accepted in paper form 
during business hours, at prescribed locations, within 
strictly enforced timeframes.  

Paperless Procurement 
Systemic Inefficiency and Waste 



In addition to being slow and inefficient, this paper-based 
bidding process creates a colossal carbon footprint. Add 
up the thousands of bidding processes run by public 
institutions every day, multiply those competitions by the 
number of suppliers who respond to each tender call, and 
then multiply that number by the multiple copies of each 
bid that has to be shipped to the purchasing institutions 
only to be shredded after the evaluation of tenders and 
what you get is a T-Rex sized mountain of waste. Time is 
running out on these soon-to-be-extinct paper-bound 
tendering practices.  

Paperless Procurement 
Systemic Inefficiency and Waste 



With ever-accelerating time-pressures, institutions need to 
increase tendering cycle efficiencies somehow. The 
planning and drafting stages of the procurement process 
are already squeezed to the breaking point, as are the 
post-bidding evaluation and contract finalization stages. 
This puts purchasing institutions under greater pressure 
to shorten the period between tender call posting and bid 
submission. However, in a system where the bidding 
window can determine whether a supplier responds to a 
tender call, and in an environment where lawsuits are 
fought over bids that are submitted even seconds after a 
bid deadline, timing is everything.  

Paperless Procurement 
Increasing Time Pressures 



Shortening the posting period threatens to undermine the 
open competition value-for-money objectives that lie at 
the heart of the public procurement process. Purchasing 
institutions need to buy some time somewhere without 
compromising open competition. Electronic bidding offers 
a clear solution for accelerating the bidding process while 
preserving an adequate window for bid submission.  

Paperless Procurement 
Increasing Time Pressures 



Those institutions that set their bid submission deadlines 
to the minimum amount of time required by local suppliers 
may actually be setting themselves up for a bid protest by 
engaging in a form of prohibited local preference. 
Enabling electronic bidding will help institutions address 
this risk by giving all eligible suppliers, regardless of 
location, an equal opportunity to submit their bids.  

Paperless Procurement 
Anti-Competitive Practices 



2020 Vision:  
How to Relaunch Your Tendering System 

By Paul Emanuelli, Procurement Law Office 

Do you feel trapped in a tendering time warp, 
working in an institution that clings to technological 
platforms created in the 1990s? Are you worried 
about keeping up with time pressures that seem 
destined to double between now and 2020? You 
are not alone. Fortunately, as this article explains, 
leading-edge innovations in tender call drafting, bid 
evaluation and price negotiations are taking the art 
of tendering to new heights of speed and precision.  

This article by Paul Emanuelli is from the 
June 2016 edition of Purchasing B2b magazine. 



Most organizations remained mired in outdated tendering 
templates that work on the same “fill in the blanks” logic of 
the standard form documents we once rolled into manual 
typewriters. Word processing software, high-powered 
computers and shared drive technologies only serve to 
obscure the fact that tendering templates remain dumb 
documents that require manual data entry, produce 
drafting gridlock and create version control chaos. These 
problems are made worse when your drafting team 
realizes mid-stream that they started drafting in the wrong 
template and now have to start over.  

2020 Vision:  
Smart Tendering Templates 



Smart templates that talk to drafting software represent a 
quantum leap in RFX drafting speed and precision, 
helping end-users develop project blueprints, 
automatically identify appropriate tendering templates, 
and assign drafting roles to different project team 
members. Smart templates take us light years ahead of 
current drafting procedures by enabling team members to 
concurrently upload their content to facilitate coordinated 
document drafting and editing and allowing for final 
document assembly with the push of a button.  

2020 Vision:  
Smart Tendering Templates 



Current bid evaluations tend to drag on for days. 
Evaluation team members get buried in a mountain of 
paper, inputting individual scores in spreadsheets, sitting 
through lengthy group scoring debates and waiting for 
someone to manually tally their individual scores into a 
final scorecard. Manual evaluations are also prone to high 
rates of human error and are associated with notoriously 
poor recordkeeping practices. In recent years, these 
evaluation procedures have become easy targets for audit 
reviews and legal challenges. The delays and risks are 
compounded when projects get more complicated and 
evaluation teams get larger.  

2020 Vision:  
Automated Evaluations 



Automated evaluation platforms help accelerate the 
evaluation process and enhance its defensibility in three 
key ways. First of all, electronic evaluation platforms 
accept online bid submissions and provide evaluators with 
direct access to those bids. This reduces the risks created 
when bids get lost in traffic jams and have to be rejected 
as late and also eliminates the mountain of paper created 
by physical bid submissions and evaluations.  

2020 Vision:  
Automated Evaluations 



Secondly, automated evaluation platforms allow individual 
evaluators to enter their scores and notes into a system 
that maintains a reliable audit trail. This enhances the 
defensibility of the evaluation process. Thirdly, automated 
evaluation platforms quickly identify areas with a 
significant divergence in scores. This helps evaluators 
quickly identifying potential problem areas, which reduces 
the risk of evaluation errors and cuts group evaluation 
times down from days to hours.  

2020 Vision:  
Automated Evaluations 



When it comes to price negotiations, best-and-final-offer 
tendering formats represents the current state of the art. 
Two or three short-listed finalists engage in concurrent 
negotiations with the purchasing institutions and are 
typically given about a week to submit their final price 
offers. These final offers are then scored to identify the 
best bid. As cutting edge as this may appear compared to 
a “one-shot” bidding process, two-stage tendering 
remains a primitive first step in the evolution to electronic 
reverse auctions. 

2020 Vision:  
Online Price Negotiations: Reverse Auctions 



In electronic reverse auctions, multiple finalists (not just 
two or three) can compete head-to-head in real-time 
online auctions.  These finalists are given multiple 
opportunities to bid down their prices to beat their 
competitors. In addition to price only competitions, 
purchasing institutions can pre-load the technical scores 
of finalists into the system so that each bidder knows in 
real-time exactly how much it needs to lower its price to 
overtake the total score of its competitors.  

2020 Vision:  
Online Price Negotiations: Reverse Auctions 



Rather than waiting a week to receive and evaluate a final 
slow motion bid, electronic reverse auctions enable 
multiple bids from a larger group of competitors and 
convert the process from days to minutes. This results in 
significant price improvements over dramatically 
accelerated timeframes and allows the purchasing 
organization to declare its winners in real-time.  

2020 Vision:  
Online Price Negotiations: Reverse Auctions 



It doesn’t take 2020 vision to recognize that time 
pressures will continue to accelerate at unprecedented 
rates in the next few years. To keep up with the pace of 
change, purchasing institutions need to invest in the 
technological innovations that will enable them to take 
tender call drafting, bid evaluations and price negotiations 
to the next level of speed and precision.  

2020 Vision:  
Accelerating the Tendering Cycle 



UN Model Law Launches  
a New ERA of Online Bidding 

The 2011 UN Model Procurement Law defines an 
“electronic reverse auction” (“ERA”) as “an online 
real-time purchasing technique utilized by the 
procuring entity to select the successful 
submission, which involves the presentation by 
suppliers or contractors of successively lowered 
bids during a scheduled period of time and the 
automatic evaluation of bids.” As the new UN 
protocols recognize, public institutions should be 
leveraging the use of technology and enhancing 
price competition by utilizing ERAs to seek 
multiple real-time bids from competing suppliers. 
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Automated 
General  
Vendor 
Gating 

Process 

Centrally Administered 
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 To reduce unnecessary duplication, the purchasing 
institution should implement an automated general 
vendor gating process for universally recurring 
prequalification criteria such as basic vendor 
background information (e.g. incorporation information, 
contact information, tax compliance, proof of insurance, 
GST registration numbers etc.).  

Conceptual Process Flow Diagram 



Streamed 
Prequalification 
Processes by 

Deliverable Category 
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2 

 

 Vendors that are pre-screened in a 
particular category of deliverables 
(e.g. consulting services) can then 
be invi ted to part ic ipate in 
prequalification processes for 
particular sub-categories within that 
g e n e r a l  c a t e g o r y  u s i n g 
prequalification criteria applicable to 
that sub-category.  

Conceptual Process Flow Diagram 



Centrally Administered 

Master 
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with 2nd 
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Master 
Agreements 

with 2nd 
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 V e n d o r s  m e e t i n g  t h e 
prequalification criteria for a 
particular sub-category can then be 
invited to enter into standardized 
Master Agreements.   

 
 These Master Agreements should 
contain second-stage competitive 
protocols governing the selection 
processes for awarding discrete 
assignments to particular suppliers.  

Conceptual Process Flow Diagram 



Conceptual Process Flow Diagram 
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Selection Processes 
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Locally Administered 
 

 To draw down from the Master 
Agreements the purchasing institution 
should use automated second stage 
processes that include electronic 
competitive invitations to prequalified 
suppliers, the electronic submission of 
supplier responses and the electronic 
selection of suppliers and execution of 
service level agreements.  
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Electronic Reverse Auctions:  
Innovations in Purchasing 

By Sarah Alexander, Procurement Law Office 

In the world of auctions, the bidder with the highest 
bid is deemed a winner. Prices are driven up to the 
seller’s benefit and the auction winner comes out 
often paying more than expected. What if this 
process were applied in reverse, to drive down 
prices for the benefit of a buyer of goods and 
services so that the lowest bidder is the winner? 
How could this be done, and what would be the 
benefits of introducing reverse auctions into the 
procurement process? 

This article by Sarah Alexander previously appeared on 
on The Procurement Office Blog in October 2015 and 

was published in the April 2016 edition of Purchasing B2b magazine. 



As this article explains, advancements in technology have 
created a new space for supply chain management to 
revolutionize their sourcing strategies and practices 
through electronic reverse auctions (“reverse auctions”). 
In the future, this game-changing technology will 
revolutionize the way purchasing institutions conduct their 
procurement processes, offering the benefits of increased 
cost-savings and enhanced competition. 

Electronic Reverse Auctions 
Innovations in Purchasing 



Reverse auctions are real-time online bidding events 
between a purchasing institution and prequalified 
suppliers for a range of products and services, including 
anything from rock salt to office furniture. In real time, 
suppliers can see the bids of other suppliers and 
decrease their selling prices to secure the purchasing 
institution’s business, until an optimal market price has 
been reached.  

Electronic Reverse Auctions 
What Are Reverse Auctions? 



As the Institute for Supply Management explains, reverse 
auctions involve only suppliers selected through a 
prequalification process, and suppliers “compete in 
presenting bids to the buyer for the supply of goods or 
services whose specifications for design, quantity, quality, 
delivery, and related terms and conditions have been 
clearly defined.” Leveraging technology, reverse auctions 
are accessed online through web browsers via private 
software companies known as “market makers”. These 
market makers facilitate the auction process for 
purchasing institutions, and provide support, training and 
software to suppliers participating in the bidding process. 

Electronic Reverse Auctions 
What Are Reverse Auctions? 



Embracing innovation has its benefits, from the reduction 
of purchasing costs to increased efficiency, reverse 
auctions go beyond traditional methods of procurement by 
enhancing the procurement process and potentially 
accessing a global supplier base in dynamic real-time 
competition. Notably, reducing purchasing costs is a 
priority for institutions. The savings from reverse auctions 
are not to be understated, as they can have a significant 
impact on reducing purchasing costs. Within the United 
States, which is seen as a leading jurisdiction for the use 
of reverse auctions, research indicates that average cost 
savings range between 10 and 40%. 

Electronic Reverse Auctions 
Cost Savings 



For example, the Department of General Services in the 
State of Pennsylvania was the first government entity in 
the United States to use reverse auctions. It reportedly 
saved $2.5 million on a $30 million rock salt purchase. 
The University of California ran its first reverse auction to 
purchase 25,000 gallons of ethyl alcohol for their research 
centers. It had previously spent $400,000 per year on the 
commodity and through its reverse auctions it was 
reportedly able to reduce its costs to $125,000 per year. 
As these examples illustrate, leveraging technological 
innovation and implementing advanced procurement 
processes can result in significant savings. 

Electronic Reverse Auctions 
Cost Savings 



In addition to cost savings, reverse auctions increase 
transparent competition by creating a real-time virtual 
space for suppliers to view competing bids as they are 
posted. When compared to the anachronism of traditional 
one-shot physical bids, this creates a far more competitive 
environment that encourages suppliers to outbid their 
competition on price. This direct dynamic also provides the 
opportunity for the parties to reduce transaction time since 
many reverse auctions conclude within three to eight 
hours. For example, American Airlines reportedly used 
reverse auctions to reduce its price negotiation time from 
three weeks to twenty minutes. 

Electronic Reverse Auctions 
Enhanced Competition 



Market and process efficiency are also enhanced through 
reverse auctions by removing the barrier of geographical 
limitations and opening up the procurement process to a 
global search for the best price. While traditional bidding 
often bottlenecks opportunities to local suppliers who are 
best positioned to submit physical bids within tight 
tendering timeframes, the innovation introduced by reserve 
auctions has created the opportunity for suppliers around 
the globe to compete.  

Electronic Reverse Auctions 
Enhanced Competition 



Not only does this increase the volume of competitors but, 
as noted by the Office of Federal Procurement Policy, 
reverse auctions allow smaller companies room to 
compete across broader geographic boundaries. 
 
As illustrated by numerous U.S. examples, reverse 
auctions offer purchasing institutions the opportunity to 
reduce costs, decrease negotiation time and enhance 
competition. Given their inherent benefits, it is only a 
matter of time before the use of reverse auctions spreads 
to other jurisdictions around the world. 

Electronic Reverse Auctions 
Enhanced Competition 
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