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1. The Estimate
Do you know that feeling? You know, when the phone rings and someone on the other end starts to tell you all about this really exciting job, a document that only you can fix. And yes, you assure them that you can do it, it’s right up your alley, your area of specialty, fits right in with your schedule. . . 

And then comes that question—“So how much is it going to cost?”—and you freeze.

No doubt about it, good estimating is the key to everything. Knowing how to estimate, and being good at it, is a must for any editor. Poor estimating will whittle away at your job satisfaction, your self-esteem, your profit margin and your client-editor relationship.

While good estimating “ain’t rocket science,” there is a certain science to it, so to speak. But don’t worry, it’s an easy science. 

· What You Need to Know 

Before getting into the nitty-gritty of estimating, you must first assess the document to determine what kind of editing work is required. 

Editors either naturally have or should cultivate internally automated warning bells when they hear such comments as “it just needs a quick proofread” or “I edited it myself, but could you look it over.” The best way to respond to such statements is with a comprehensive estimate, a few sample pages of mark-up with clear explanations, and extreme diplomacy. 

Assess the document to see if it includes the following: 

· table of contents

· tables, figures

· text boxes, sidebars

· footnotes/endnotes

· bibliography/references

· index

The editor should consider the amount of elements (e.g. how many tables, endnotes) and what condition they are in. 

Assess the document to see if it requires the following: 

· rewriting

· research

· fact checking

· a style sheet

· formatting

Once you have reviewed the document, be prepared to tell the client what levels of editing are required to deliver the product the client expects. Is a substantive edit required (structural reorganization, analysis of content and information gaps, writing/rewriting), research (to collect information to address identified gaps), followed by a copy edit, and followed by a proofread? Will you be required to check page proofs after layout?

See Appendix 1, which describes the types of editing. These definitions can be helpful in educating your client and in establishing the level of edit that the client expects. 

Finally, if the client accepts your recommendations on how to edit the document, consider whether the following will also add to the costs:

· face-to-face meetings

· phone consultations

· inputting corrections 

· reading research material 

· correspondence (memos, evaluations, email, weekly reports to client) 

Likewise, in-house editors have to be aware of all these elements, whether they are managing a project, contracting it out, or doing the editing themselves. Assessing the document in these ways helps to plan workload, track deadlines, assess completed editorial work, and negotiate reasonable deadlines with contractors or colleagues. 

· Estimating the Cost 

First things first: establish your baselines. You must know standard estimating rules for editing, the actual length of the document, your own editing speeds, and your rates. 

Editing estimates are traditionally based on a 250 words per page. This accounts for a double-spaced page, 12 point font, with 1 inch margins all around. 

Every editor edits at their own speed, but the condition of the text will ultimately determine the speed with which it can be edited. You may be a very fast copy editor (7-8 pages per hour), but a document requiring a heavy edit will slow you down.

Standard ranges

· Reviewing document—10 to 15 pages per hour

· Substantive editing—1 to 3 pages per hour

· Copy editing—4 to 8 pages per hour

· Copy/stylistic editing—3 to 6 pages per hour

· Proof reading—6 to 10 pages per hour

Determine the page length/word count

Hard-copy—take a representative sample from the middle of the document, count the number of words on an average line and the lines per page. Multiply the words and lines for a total word count for the page. Then multiply by the number of pages. Make sure to measure the margins to make sure they are standard (1 inch all around).   

Electronic file—this is easy—select the word count function in your word processing program, then divide the total amount of words by 250 and you will have a page count. 
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* Always try to get a sample from the middle of the manuscript. The introduction and conclusion have likely been worked on the most and are the cleanest.

Example: A 65-page document

A rough rule of thumb states that copy editing generally takes 4 pages per hour and proofreading takes 8 pages per hour. 

	Factor
	Calculations
	Totals

	copy edit
	65 pages ( 4 pages per hour
	16.25 (round up to 17) 17 hours

	proofread
	65 ( 8
	8.13 (round up to 8.5)  8.5 hours

	your rate
	$50.00
	25.5 x 50

	Subtotal

7% GST

Total
	$1275.00

	
	$89.25

	
	$1364.25


Some editors will tell you to multiply your total hours by 1.5 or even 2%, because you will always discover there are more problems than you anticipated.  Adjust your pages-per-hour or rate to compensate.

NOTE: the previous example is an estimate for editing time, and does not include the time required to input changes in an electronic file or other requirements of a contract (meetings, etc.).

Inputting corrections

The time required for inputting corrections will vary depending on the heaviness of the edit. If the document has required a heavy edit—lots of stylistic changes as well as copy edits—then it may take as long to input the changes as it took to edit the document. To be safe in your estimate, you should double your time if you are required to do the inputting. If the edit is light, you are fair and safe by calculating that inputting will take half as long as it took to edit. If you complete the work in less time than originally estimated, you can present this to the client as a savings.

Now that you have estimated how much time it will take to edit and input corrections, don’t forget about the other elements to consider: 

· rewriting

· research

· fact checking

· a style sheet

· formatting

· face-to-face meetings

· phone consultations

· reviewing author/client changes

· reading research material 

· correspondence (memos, evaluations, email, weekly reports to client) 

Each required element will add more time to the estimate. Remember to confirm with the client how many drafts/rounds of corrections they expect. This can be one of the most difficult parts of estimating a job if the client has a tendency of sending numerous drafts of corrections and requesting new reviews of corrected text. 
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Things to watch out for

Computers allow for the easy generation of documents with variable margins, word/letter spacing, and various fonts and font sizes, which can throw off the standard 250 words per page. Bitter experience will teach you that the word count of an apparently double-spaced page can be as high as 325-350 words per page. That kind of variation adds up, especially in a long document.

If you are presented with a hard-copy manuscript, do your word count as described earlier. If you find that you have a manuscript with 300 words per page, adjust your estimate accordingly.

Here’s how to determine the actual page count and estimate when given a 65-page hard-copy document, with approximately 300 words per page. 

	Factor
	Calculations
	Totals

	300-word pages
	300 x 65
	19,500 words

	Adjustment
	19,500 (250 words per page
	78 pages based on 250 words/page

	copy edit
	78 ( 4 pp/hr
	19.5 hours 

	proofread
	78 ( 8 pp/hr
	9.75 hours 

	your rate
	$50.00
	29.25 hours x $50

	Subtotal

7% GST

Total
	$1462.50

	
	$102.38

	
	$1564.88



Another factor is the difficulty of the material. Four pages an hour for copy editing and eight pages per hour for proofing are rough averages. If the material is technical and/or full of numbers or even specialized vocabulary, the going will be slower. Consider whether the document is jam-packed with tables, figures, numerals, and jargon.

A word about on-screen versus hard-copy editing

When on-screen editing first began to be used, proponents claimed that editors could edit 30% faster. This has not been my experience. On-screen editing takes equally as long as hard-copy editing. 

Eye fatigue is a big factor for on-screen editing. Some editors find they do not edit as accurately (e.g. often missing periods, commas) on-screen. This necessitates a proofreading of the hard-copy document before handing it over to the client, which eats up any time saved by editing on-screen. 


· Estimating Time—developing a schedule and workplan

Once you know how many hours are required to complete an editing job, you must be realistic about how long it will take you to do and how much time the client will require to review drafts, provide new information, etc. 

Ask yourself: 

· How many hours a day can you edit with accuracy?

· What other demands do you have on your time (other contracts, family, volunteer work, relaxation) that will prevent you from dedicating consecutive days to a job?

· Will the edited draft be reviewed by one client or a committee?

· Is research time required, or is the client to provide new material?

· Are there any holidays during the period of work?

· Does the document need to be translated? 

All of these factors will affect the schedule for completing the document. Clients usually want the work done yesterday, but be firm in educating your client about the time required to complete the editing steps you have identified. If the client doesn’t ask you for a workplan or schedule, you would be wise to prepare one for your own use and benefit. 

A Gant chart is a good scheduling tool, but requires specialized software. 
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The following simple approach may help you to develop a workplan and schedule.

	PHASE I – SUBSTANTIVE EDIT
	TARGET COMPLETION DATES

	Week 1 (April 15-19)

· Consultations with client

· Review document(s)

· Substantive edit begins
	· April 15

· April 15-16

· April 17-19

	Week 2 (April 22-26)

· Report on progress

· Substantive edit continues
	· April 22

· April 22- 24

	Week 3 (April 29-May 3)

· Submit substantively edited draft to client

· Client review of draft
	· April 29

· April 29-May 1

	Week 4 (May 6-10)
· Consultations with client

· Client corrections incorporated
	· May 6

· May 6-7

	PHASE II – COPY EDIT
	TARGET COMPLETION DATES

	Week 4 cont’d.

· Copy edit begins

· Etc.
	· May 8





Checking your estimating accuracy

Checking your estimating accuracy is not as hard as you think. It simply requires keeping detailed time sheets. See Appendix 2.

Use the following table to determine your accuracy. 

	Task
	Responsibility
	Time Estimated
	Actual Time
	Comments

	Substantive edit
	me
	25 hrs
	27 hrs
	Forgot to include review of client’s changes

	Copy edit
	contractor
	40 hrs
	50 hrs
	Forgot to include formatting in estimate; contractor works slower than I do

	Project management
	Me
	15
	35
	Client expected more than planned. Coordinating and attending committee meetings, and liaising with the translator and French editor required a contract amendment.


Sometimes all your hard work and diligence at putting together an estimate can fly out the window as the contract unfolds. The next section shows how conditional clauses can protect you against unspoken expectations and their related costs.

2.  Conditional Clauses Can Save You Money
So, you have spent a lot of time preparing your estimate, but didn’t include terms and conditions. Keep in mind the Japanese proverb—“One coin saved, a hundred losses.” Conditional clauses protect you against unexpected requirements that could cost you money that you can’t recoup from the client. The following are self-explanatory.

Keep in mind the extra billing clause: if you are in the middle of a contract and your client calls you and asks you to do related work, but work not originally agreed upon, verbally clarify before doing the work that it will be considered extra and billed as such.  

· Do not assume your client realizes it is extra work. 

· Do not assume your client has budgeted for this extra work.

· Do not silently accept and bill later—this kind of misunderstanding could seriously undermine your professional rapport with your client.

Your client may withdraw the request and you may feel you have lost business, but you will have maintained your client’s trust.

Finally, for your own protection, I advise you to set up a letter of agreement or a contract with all your clients. Government clients will always prepare the contract, and you may not be able to convince your government client to include your conditional clauses, but don’t let that stop you from trying. 

When contract requirements begin to exceed the proposal and estimate, do not be shy in negotiating an amendment to the contract.

For non-governmental clients, I advise you to use the Standard Freelance Editorial Agreement provided by the Editors’ Association of Canada at www.editors.ca/pubs/contract.htm. It is a contract template that can be adapted to the specific requirements of each editing job.

Appendix 1—Types of Editing

Developmental/Project Editing. Co-ordinating and editing a project from proposal or rough manuscript to final manuscript, incorporating input from authors, consultants, or reviewers. May include the following: 

• budgeting

• hiring

• design supervision

• production co-ordination

Rewriting. Creating a new manuscript or parts of a manuscript on the basis of content and research supplied by Author. May include the following: 

• research

• writing original material

Substantive/Structural Editing. Clarifying or reorganizing a manuscript for content and structure. May include the following:

• research

• writing original material

• negotiating changes with Author

Stylistic Editing. Clarifying meaning, eliminating jargon, polishing language, and other non-mechanical line-by-line editing. May include the following:

• checking or correcting reading level 

• creating or recasting tables or figures

• negotiating changes with Author

Copy Editing. Editing for grammar, usage, spelling, punctuation, and other mechanics of style; checking for consistency of mechanics and for internal consistency of facts; inserting head levels and approximate placement of art; editing tables, figures, and lists; notifying Designer of any unusual production requirements. May include the following:

• Canadianizing

• metrication

• providing or editing art manuscript

• providing or changing system of citations

• editing the index

• writing or editing captions or credit lines

• writing or editing running heads

• obtaining or listing permissions needed

• providing front matter (prelims), cover copy, or CIP data

• editing preface or foreword

• negotiating changes with Author

• seeking approvals from clients’ representatives

Fact Checking/Citation Checking/Reference Checking. Checking accuracy of facts and quotes by reference to original sources used by Author or to other reference sources.

Indexing. Producing a key to the contents of a work. Includes reading and analyzing the work; choosing subjects, concepts, and other elements that together form a systematic guide to the information contained in the work; arranging these elements into entries consisting of headings and subheadings and their locators (for example, page numbers); and arranging the entries alphabetically or in some other searchable order.

Picture Research. Locating suitable photos or artwork. May include the following:

• reading manuscript and composing picture list

• setting and maintaining budgets

• searching for artists’ references

• obtaining pictures and permission releases

• arranging for and supervising set-up shots

• editing and choosing pictures

• writing captions, labels, or source lines

• organizing pictures for scanning

• returning pictures

• negotiating usage fees

• sending final usage letters

Permissions. Locating source information and obtaining permission releases for copyrighted material. May include the following:

• reading manuscript and composing list of permissions needed

• setting and maintaining budgets

• negotiating usage fees 

Production Co-ordination. Co-ordinating and supervising design, formatting, and proofreading stages, and ensuring integration of design and content. May include the following: 

• preparing printer’s specs or obtaining quotes

• formatting

• proofing

• inputting changes

• checking vandykes/blues or other types of proofs and film

Proofreading. Checking proofs of formatted, edited material for adherence to design and for minor, mechanical errors in copy (such as spelling mistakes or small deviations from style sheet). May include the following: 

• incorporating or exercising discretion on Author’s alterations

• copyfitting

• checking accuracy of running heads and folios

• checking page breaks

• inserting or checking page numbers to contents and page references

• marking colour breaks

• flagging or checking location of art

(Source: the Editors’ Association of Canada, Standard Freelance Editorial Agreement, www.editors.ca/pubs/contract.htm)

Appendix 2—Record of Hours
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When doing a global word count, some versions of MSWord and WordPerfect do not count words in text boxes. More recent versions of these programs may have fixed that particular oversight. The programs will perform a word count of individual text boxes. Factor this into your estimate of length.





Exercises





1.  You have been asked to give an estimate for a 118-page document. This document was written in-house by one project officer, who you will be working with. 





The client wants a print-ready document delivered. It is not being laid out in a design software, but it must be ready to print and distribute once you turn it over. You determine that it needs a substantive edit, a copy/stylistic edit, formatting and a proofread. 





Develop an estimate. Factor in all the elements of work that you are accustomed to encountering. 








2.  You have been asked to project manage and edit a document that is a four-part research study, with each part written by a different author. The document is currently at 100 pages and the fourth part of the study has not yet been submitted. It is expected to be about 50 pages. 





The document will be published in English and French, tumble format. You are told: 


the final manuscript must be shorter,


you will be required to work with the authors in drafting changes, 


a committee has been mandated to oversee the study and you will be required to report to the committee on a regular basis,


the committee will approve the drafts.





Develop an estimate for your project management and editing services. 











Develop an estimate for the French and English editing and provide a





Conditional Clauses





This estimate is based on an assessment and costing of the sample provided.





This estimate is based on editing 2 drafts of the document with a maximum of 2 rounds of corrections. Additional editorial revisions will be billed as author alterations at the same per diem/hourly rate listed in the rate structure. 





Any work not stipulated in the estimate will be considered extra and billed at the same per diem/hourly rate listed in the rate structure. 





Extra work (not specified in this estimate) will not be performed without first confirming the work/action with the employer. 





Any extra, unexpected expenses (e.g. courier, photocopy, courier, long distance charges) incurred will be paid for by the client. 





While the editor will make every effort to bring questionable material to the attention of the client, the client agrees to indemnify and save harmless the editor from any all claims or demands, including legal fees arising out of any alleged libel or copyright infringement committed by the client in creating the work. 





Deliverable dates and times are conditional upon the client meeting targeted submissions and review times outlined in the editor’s proposal, dated [xx]. 





The client is ultimately responsible for the final text. The editor is not responsible for errors introduced after the final text has been delivered. 





All work performed and billed is subject to GST. 





The client will be invoiced monthly for work completed within the past 30-day period. All invoices are due within 30 days. The editor reserves the right to withhold completion or delivery of work until appropriate fees are paid. 

















Exercise





1. 	Use the earlier estimate that you prepared for the 118-page document and develop a schedule, based on starting the work tomorrow. What personal and work-related factors must be considered for you to complete the work? How many weeks will it actually take before you can deliver the finished document.





2. 	Use the earlier estimate you prepared for a four-part study (approx. 150 pages) and develop a schedule for the editing (French and English), translation, design and layout of the work.
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