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The Relationship Advantage
In construction, relationships aren't just nice to have—they're the foundation of sustainable business growth. Research

shows that strong GC-subcontractor partnerships reduce project costs, accelerate timelines, and dramatically increase

profitability for both parties.

70-90%
BUSINESS FROM

REPEAT CLIENTS

Industry Average

23%
MORE LIKELY ON-

TIME/BUDGET

With Strong Partnerships

25%
PROFITABILITY

INCREASE

Collaborative Projects

5:1
HEALTHY BID-WIN

RATIO

Industry Benchmark

What This Guide Covers

1 What GCs Actually Look For

The selection criteria that matter most—ranked by importance from industry research

2 The Prequalification Process

Documentation, financial thresholds, and safety benchmarks you need to meet

3 Performance Metrics That Matter

The KPIs GCs track and how top subcontractors optimize for them

4 Communication & Relationship Building

Response times, documentation, and the habits that build trust

THE BOTTOM LINE

Construction Industry Institute research on nearly 300 projects found that collaboration and intentional relationship-

building reduced total project costs by 10%, increased profitability by 25%, and decreased project completion

time by 20%.

Price is no longer considered the only important factor in subcontractor selection. Health and safety, past

performance, and insurance coverage are considered equally important and, in some scenarios, more important

than price.

— Construction Industry Institute Research

"
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What GCs Actually Look For
The days of "lowest bid wins" are fading. Research consistently shows that experienced GCs prioritize reliability,

safety, and track record alongside—and often above—price.

Top Selection Criteria (Ranked)

RANK SELECTION CRITERIA WHY IT MATTERS

1 Past Performance Track record predicts future results

2 Safety Record (EMR/TRIR) Liability exposure and project risk

3 Financial Stability Ability to complete without default

4 Current Workload/Capacity Availability and resource allocation

5 Insurance Coverage Adequate protection for all parties

6 Tender Price Competitive but not the only factor

7 Past Relationship Known entity vs. unknown risk

8 Resources & Equipment Capability to execute the work

Source: ResearchGate, Decision Criteria for Subcontractor Selection; ScienceDirect

THE LOWEST-PRICE TRAP

Selecting subcontractors based solely on lowest price often results in: claims for extensions of time, claims for

additional fees, less trust between parties, reduced quality in workmanship, and higher total project costs.

What "Past Performance" Really Means

Quantitative Factors

✓ On-time completion rate

✓ Punch list item counts

✓ Callback/warranty rates

✓ Change order history

✓ Budget adherence

Qualitative Factors

✓ Communication responsiveness

✓ Problem-solving approach

✓ Crew professionalism

✓ Jobsite cleanliness

✓ Coordination with other trades
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The Repeat Business Reality

Industry data shows that 70-90% of construction business comes from repeat clients. For subcontractors, this means your

first project with a GC is essentially an audition. Every interaction—from bid submission to final punch list—shapes whether you

become a preferred partner or a one-time vendor.
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The Prequalification Process
Before you can bid on work with most established GCs, you'll need to pass prequalification. This process has become

more rigorous as GCs work to minimize subcontractor default risk—which typically costs 1.5x to 3.0x the original

subcontract value.

Standard Documentation Requirements

DOCUMENT TYPE WHAT'S REQUIRED WHY IT'S REQUESTED

Tax Documentation IRS W-9 form Verify legal business entity

Safety Records OSHA 300A forms (3 years) Assess safety performance

EMR Worksheets Last 3 years from insurer Workers' comp risk profile

Insurance COIs Current certificates Verify adequate coverage

Financial Statements Balance sheet, AR/AP Assess financial stability

Bonding Letter From surety company Confirm bonding capacity

Source: Procore, Subcontractor Prequalification; Highwire, 2025 Guide

Safety Benchmarks You Need to Meet

≤1.0
TARGET EMR SCORE

Industry Avg = 1.0

≤2.3
TARGET TRIR

Construction Avg

≤1.8
TARGET DART RATE

Construction Avg

1.25+
EMR RED FLAG

Explanation Required

Financial Thresholds

Key Ratios GCs Check

Current Ratio: Should be above 1.0

Quick Ratio: Target 1.1-1.4 range

Debt-to-Equity: Above 2.0 is a red flag

Bonding Capacity

General formula: 10-20x working capital

Example: $1M = $10-20M capacity

Letter required: For scope $500K+

SUBCONTRACTOR DEFAULT REALITY
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Only 35.9% of construction businesses that started in 2011 were still operating 11 years later. Up to 96% fail before

reaching 10 years. GCs know these statistics—which is why prequalification exists.
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Performance Metrics That Matter
GCs don't just evaluate you on project completion—they're tracking specific metrics that determine whether you

become a preferred partner or get replaced.

What GCs Track

CATEGORY METRICS TRACKED TARGET

Schedule Arrival time, phase completion, milestones 100% on-time

Quality Punch list items, callbacks, rework rate First-time quality: 100%

Safety Incidents, near-misses, safety meetings Zero incidents

Professionalism Jobsite cleanliness, coordination, conduct No complaints

Administration Submittals on time, RFI responsiveness Same-day to 24hr

THE 100% FIRST-TIME QUALITY STANDARD

Subcontractor quality performance is measured by the percentage of work completed as first-time quality vs. requiring

fixes. The objective is 100%. Every punch list item, callback, or rework instance is tracked.

How Top Subcontractors Stand Out

Characteristics of Preferred Subs

✓ Easy to work with: responsive, proactive

✓ Open to alternatives: suggests solutions

✓ Highly organized: documentation, scheduling

✓ Technology adoption: BIM, project tools

Value-Adds That Win Work

✓ Value engineering input

✓ Proactive coordination

✓ Flagging conflicts before problems

✓ Suggesting cost-effective alternatives

The Technology Factor

Technology adoption differentiates preferred subcontractors. 74% of contractors now use BIM, and two-thirds report positive

ROI. One case: BIM use on a museum project reduced construction time by 14 months and identified 590 clash detections

before construction, saving $801,565.
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Communication Best Practices
Communication breakdowns are responsible for one-third of construction project failures. The subcontractors who

master communication become indispensable partners.

THE COST OF POOR COMMUNICATION

One-third of construction project failures are attributed to communication breakdowns. For GCs, this translates

directly to cost overruns, timeline delays, and damaged client relationships.

Response Time Expectations

COMMUNICATION TYPE EXPECTED RESPONSE BEST PRACTICE

Urgent issues Same hour Phone call + written follow-up

RFIs & Submittals 24-48 hours Acknowledge receipt immediately

Schedule questions Same day Provide specific dates

Change order requests 24-48 hours Itemized with documentation

General inquiries Within 24 hours Even if just to acknowledge

Documentation That Protects You

Always Document

✓ Verbal instructions (follow up in writing)

✓ Scope changes of any size

✓ Delays caused by other trades

✓ Site condition changes

✓ Material substitution approvals

Change Order Requirements

✓ Itemized breakdown (labor, material)

✓ Quantities and unit rates

✓ Clear markup breakdown

✓ Schedule impact if applicable

✓ Approval signatures before work

THE #1 CHANGE ORDER MISTAKE

Performing work without a signed change order is the most critical error subcontractors make—it often leads to

payment denial. Even with verbal approval, get it in writing before starting additional work.

Chain of Communication
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Establish and respect the chain: Owner → GC → Subcontractors. Owners should not communicate directly with subs, and subs

should defer to the GC when owners attempt direct contact.
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Mistakes That Kill Relationships
Understanding what gets subcontractors dropped is just as important as knowing what wins work. These deal-

breakers consistently end GC relationships—often permanently.

The Deal-Breakers

1 Quality Issues Requiring Rework

When a GC spends more time fixing your work than doing it themselves, you become a liability.

2 Safety Incidents or Near-Misses

GCs are liable for jobsite accidents. One serious incident can end a relationship instantly.

3 Schedule Failures

Missing milestones affects every other trade. GCs remember who caused delays.

4 Poor Communication / Unresponsiveness

Going dark or providing vague answers creates uncertainty GCs can't afford.

Do's and Don'ts

DO THIS

Communicate proactively—especially bad news

Provide solutions alongside problems

Document everything in writing

Maintain consistent crew quality

Meet or beat schedule commitments

Keep jobsite clean and organized

Respond within 24 hours—always

NEVER DO THIS

Surprise the GC with problems last minute

Perform extra work without written approval

Send B-team crews to important projects

Miss deadlines without advance warning

Blame other trades publicly

Go over the GC's head to the owner

Let insurance or certifications lapse

THE 100% RULE

100% of surveyed subcontractors consider a GC's payment reputation when bidding. The relationship works both

ways. Deliver quality work, communicate well—and expect fair treatment in return.
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Building Long-Term Partnerships
The most successful subcontractors don't chase every bid—they cultivate deep relationships with a focused group of

GCs. This strategic approach yields better margins, more consistent work, and sustainable growth.

Strategic Relationship Building

Focus Your Efforts

Identify 5-10 target GCs whose work aligns with

your capabilities

Research their project types and typical

subcontractor needs

Understand their values: Price vs. quality vs.

reliability

Build relationships before bidding

Deliver Consistently

Treat every project as an audition

Send your best crews to priority relationships

Over-communicate progress

Ask for feedback after completion

The Preferred Subcontractor Advantage

BENEFIT HOW IT WORKS IMPACT

Negotiated work Invited without competitive bid Better margins

Early involvement Input during preconstruction Fewer surprises

Payment priority Faster processing, fewer disputes Better cash flow

Reference value GC recommends you to others Organic growth

Volume consistency Steady work pipeline Better planning

The Numbers Game

Industry benchmarks suggest a 5:1 bid-hit ratio is successful (winning 1 in 5 bids). But preferred subcontractors often achieve

3:1 or better with key GC partners—because they're bidding on work they're pre-positioned to win.

Projects utilizing strong collaborative practices were 23% more likely to finish on time and on budget, with 10%

lower total costs and 25% higher profitability for all parties.

— Construction Industry Institute, Study of Nearly 300 Projects

"
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Your Action Plan
Implementing these strategies requires consistent focus on the fundamentals that matter most to GCs.

Immediate Actions (This Week)

✓ Audit your prequalification package—ensure all documents are current

✓ Check your EMR and TRIR scores—know your numbers

✓ Review your insurance coverage against typical GC requirements

✓ Set up a system to respond to all inquiries within 24 hours

Short-Term Focus (This Month)

✓ Identify your top 5-10 target GCs and research their preferences

✓ Implement a change order documentation process

✓ Create a standard project closeout checklist to minimize punch lists

✓ Train crews on communication expectations and safety protocols

Ongoing Practices

✓ Track your own KPIs: on-time completion, punch list counts, callbacks

✓ Request feedback after each project—formally, in writing

✓ Attend industry events to build relationships before bid opportunities

✓ Invest in technology that improves coordination and documentation

About Toricent Construction

Toricent Construction is a management consulting firm dedicated to helping subcontractors scale their businesses in Alaska. We

connect skilled tradespeople with general contractor partnerships and use data-driven insights to facilitate growth.

Contact

Toricent Construction

Anchorage, Alaska

info@toricentlabs.com

Services

GC Relationship Development

Subcontractor Growth Strategy

Performance Analytics (FieldFuze)
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(907) 346-0123

toricentlabs.com

Bid Management Support

Disclaimer: This guide is provided for informational purposes only. © 2026 Toricent Construction. All rights reserved.


