
E S T I M A T I N G

FROM HAND-TYPED TO AI
Shane Clark  ·  Operations Manager



A complete takeoff used to take

WEEKS DAYS HOURS
Now it takes hours with the new AI tools.
Every item. Every flag. Every job the same way.
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PRE-AI TOOLS ESTIMATING
Hand-typed Excel sheets and Word proposals












Where the hours go on one bid

Dig through the drawings,
build the takeoff 15–20 h

Write the scope,
proposal and quote 15–20 h

30–40 h
per bid, a 30 to 50 item job

15–20 h
of that just digging through drawings

From our estimators: a typical 30 to 50 item job. 15–20 h to dig through the drawings and build the takeoff, another 15–20 h for scope, proposal and quote.
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AI TAKEOFF USING COWORK
Drop the bid in, get the takeoff out



How I asked for it

W H A T  I  T Y P E D

“I’m an estimator at a misc. metals shop. I want a folder where I can 
drop in a set of drawings and specs and you do the takeoff the way I 
would. I’m going to tell you how I do a takeoff, step by step. Write 
that down as a rule book and follow it every time. Only use the prices 
in the price file I give you. If you’re not sure about something, flag it. 
Don’t guess.”

No code. That’s the first message. Everything after it was me explaining how I read a set of drawings, and Claude writing it 
down as the rule book.



What's in the takeoff folder

T H E  B R A I N

what it knows

SKILL.md

The rulebook. Everything we've learned about 
how to read a set of drawings. This is the big 
one.

BCM_ESTIMATING_REFERENCE.md

Our dictionary. Makes it name things the way 
our estimators name them.

BCM_IMPORT_FORMAT.md

The format rules so the file drops into the 
pricing app clean.

T H E  TO O L S

what it does

ocr_drawings.py

Reads flat drawings. Turns a picture of a 
dimension into a number the computer can 
read.

export_bcm_import_csv.py

Builds the file that feeds the pricing app.

T H E  I N S T R U C T I O N S

for us, not the computer

CHEAT-SHEET.md

The short how-to.

README.md

The long version.

OCR-STEP-README.md

How to run the drawing reader.

DISTRIBUTION-AND-UPDATES.md

How updates get pushed to everybody.
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THE ESTIMATING APP
From takeoff to quote in one place



How I asked for it

W H A T  I  T Y P E D

“I want to build an estimating app for our shop. Before 
you write anything, ask me 50 questions about how I 
want it to work. One at a time. When I’ve answered all 50, 
turn my answers into the prompt to build it.”

It asked. I answered. It wrote the build prompt from my 50 answers, and we built the app from that. Every feature since 
has been one more plain-English ask.



























Hours per bid, old way and new

Drawings & takeoff Scope, proposal & quote

17.5 17.5

3.5
2

Old way With AI

35 → 5.5
hours per bid

~30 h
back on every bid

Old way is the midpoint of 15–20 h and 15–20 h. With AI: half an hour to run it, 3 h checking flagged items, 2 h pricing. The proposal builds itself as you price.
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THE FUTURE OF BRICK CITY ESTIMATING
Drawings in, quote out, nobody retypes a thing






E S T I M A T I N G

FROM WEEKS AND DAYS PER BID

TO HOURS
Thank you.  Questions?

Shane Clark  ·  Operations Manager
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