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Introduction to the Project Development Process
What is Project Development?
The Project Development Process (PDP) is the framework by which Caltrans identifies a transportation problem on the state highway system, and seeks to initiate and carry out specific projects to address the problems. The PDP is:

· A problem-solving process that involves collecting and verifying information, and gathering and analyzing input

· A process to build consensus and make decisions on solutions

[image: image2.bmp]The PDP, which begins with the identification of a project and ends when construction is complete, merges legal requirements, engineering requirements, and Caltrans management approvals. All projects, whether small or large, follow the project development process. 
One Vision, One Mission

Caltrans' mission is to improve mobility across California. 

The goal of the PDP supports this mission by integrating and balancing community, aesthetic, historic, and environmental values with transportation safety, maintenance and performance.

Through a collaborative, interdisciplinary approach, the process involves all project stakeholders, including the community. 

PDP Philosophy

The project development philosophy provides the people of California with a degree of mobility while minimizing economic, social and environmental impacts. The process seeks to:
· Improve transportation safety and efficiency 
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Achieve community goals and objectives 

· Address transportation needs of low mobility and minority groups 

· Eliminate or minimize adverse effects on the environment, natural resources, public services, aesthetic features, and the community 

· Support the State's economic development 

· Provide realistic financial estimates 

· Ensure cost effectiveness

Where do projects come from?

Transportation projects can originate from Caltrans district transportation planning branches, local and regional agency planning, public comments, political interests, developer interests, or emergencies. Most projects originate from Caltrans transportation planning processes, which involve:

1. Caltrans’ system management tools

2. Local and regional planning 

System management tools

Caltrans uses management tools to inventory and monitor the conditions of bridges, building facilities, operations, safety, congestion, pavement, and intermodal facilities. Two examples of tools that help Caltrans to initiate preservation and protection projects are:

Pavement Management System (PMS) stores Pavement Condition Survey information.  

Structures Replacement and Improvement Needs (STRAIN) report stores the current conditions of state highway bridges.

Local and regional planning
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Prior to the initiation of a project, planning occurs at the local level. Metropolitan Planning Organizations (MPOs) and Regional Transportation Planning Agencies (RTPAs) are responsible for planning the development and operation of an integrated transportation system in an urbanized area.

What does the PDP do?  

The process and policies that support the PDP originate from state and federal regulations. The process creates a balance between competing interests and serves as a roadmap for developing and executing successful projects.

Following a standard process provides these benefits:

Ensures the quality of projects

Meets expectations of stakeholders and customers  

Minimizes impacts on the environment and the surrounding community

Provides the greatest benefit to the community with the least amount of harm 

The PDP integrates multiple processes such as transportation planning, programming and project approval into one cohesive process designed to:

· Provide shared vision of the project goal

· Ensure effective communication among agencies and communities

· Clarify roles and responsibilities of participants

· Reduce last-minute changes throughout the project life

· Result in effective use of resources

· Maximize funding options and sources

· Improve project quality 

What does the PDP involve?
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All projects on the state highway system follow the project development process. Throughout the PDP, prior commitments and understandings are confirmed at each step, and change conditions are evaluated. 
It is important to note that the activities involved in the PDP and naming conventions for the PDP steps do not coincide one-to-one with phases in other processes, such as Project Management or Accounting.  

The six-step PDP process takes a project from evaluation and support through design and construction.

Project Evaluation and Support includes four steps aimed at defining, assessing and funding a project for transportation improvements. 

1. Project initiation:  This is the first formal step in developing a solution for a specific transportation problem. The project initiation step follows system and regional planning activities that identify and prioritize local, regional and statewide transportation objectives. The outcome of the project initiation step is a programmable project with a well-defined scope, cost and schedule documented in the Project Initiation Document. 
2. Programming: Programming uses the PID to prioritize projects and to determine if it is in a region’s or the State’s best interest to fund continued development of the project. For some projects, this programming step provides funding through construction.

3. Project approval and environmental document (PA&ED):  Caltrans usually makes a formal request for public input during this step so the project can be designed to meet the community’s needs. The public provides input based on the draft PR and draft ED for projects with significant impact or controversy.

· The Project Report (PR), a document based on the PID, serves as the engineering and decision-making document for approval of a single preferred alternative. The PR details project impacts in studies of the alternatives.

· The accompanying environmental document (ED) summarizes environmental impacts of the proposed alternatives.

4. Second programming:  Complex projects require a second programming step. This step uses reports from the PA&ED to select a preferred alternative that meets the purpose and need of the transportation problem, and to decide whether to fund the project through construction. A project is ready for the next step once it is funded through construction or programmed.

Design and Construction includes two steps in which all the documents produced so far are used to finalize design details, draw up construction plans for bidding, acquire the necessary property rights and permits, and build the project based on the selected alternative. 

5. Design: Upon obtaining project approval the design step begins. Design involves obtaining subsequent approvals and agreements; forming a buildable and biddable project; writing an engineered construction contract document; identifying and acquiring right of way; and securing environmental permits. During this step, the project Plans, Specifications and Estimates (PS&E) are developed.

6. Construction and closeout:  Before construction can begin, the CTC or other sources provide funding, and the contract is advertised and awarded. During construction, the selected contractor builds the project. The project reaches a complete status when any claims are resolved, project records completed, and right of way commitments fulfilled.

What is the Project Development Team? 
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The project development process uses a multi-disciplinary approach called the project development team (PDT). In collaboration, the project manager (PM) and the PDT carry out the project plan involving resources, tasks and schedule.  

The PDT is responsible for communicating project decisions and commitments throughout the life of a project.

The PDT includes functional representatives within Caltrans as well as the community, local agencies, Federal Highway Administration (FHWA), and other state and federal agencies. Specific task assignments for the PDT members vary by the nature of the task.

Key points of contact on the team are the project sponsor, project engineer and project manager. Depending on the nature of the project, the PDT may be made up of some or all of these parties: 
Project sponsor

Project engineer (PE)

Project manager (PM)

Functional unit representatives

Advisors and consultants

Coordinators
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Who is on the PDT?
Project Sponsor

Project sponsors finance project development or a portion of the project, and may be a Caltrans district, State Highway Operations and Protection Program (SHOPP) manager, a local agency, regional transportation agency, a private developer, or Caltrans Transportation Planning contact. 

Project Engineer

The project engineer (PE) is a licensed professional responsible for developing or writing the project development documents: project initiation document, project report and project specifications and estimates.

As an integral part of the PDT, the PE:

Organizes, analyzes and compiles information submitted by functional units

Presents viable alternatives and an implementation plan to the PDT

Signs and seals the project development documents

Project Manager

The project manager:

Coordinates the cost, scope and schedule of the project

Leads the project development team

Ensures that all steps in the PDP are properly completed

Functional Unit Representatives
Functional unit representatives are responsible for carrying out tasks related to their respective areas, and for providing information about the project, project need and potential constraints. The project engineer usually represents the design unit.
*Construction

*Environmental

*Landscape Architecture

*Maintenance

*Right of Way
   (Utilities, Acquisition, et al.)

*Surveys
Division of Engineering Services –
   Office Engineer (DES-OE)

FHWA

Hydraulics

Materials/Geotechnical

Public information officer 
   (community outreach)

Structures Design

*Traffic

*Transportation planning

District Office Engineer (DOE)

* Core PDT members.
Advisors and Consultants
When needed, advisors or consultants outside of Caltrans provide technical advice on their areas of expertise related to the project. Examples of advisors are:

CHP

Legal 

Local/regional agencies

Public

Tunnel expert

Construction contractors

Coordinators

Coordinators have delegated (from Deputy Director) approval authority for certain project features and processes. Their role is to facilitate statewide consistency.

Design Coordinator

Environmental Coordinator

Project Management Coordinator

Right of Way Coordinator


Where do I find more information?

This course summarizes numerous references found in other guidance materials used to develop projects. Listed below are samples of the resources available to you.
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A policy on Geometric Design of Highways and Streets (AASHTO Green book)

· Bridge Memo to Designers Manual

· CADD Users Manual of Instruction

· Contract Item Cost Data Summary 

· Engineering Service Center Directory

· Highway Capacity Manual


· Highway Design Manual

· MUTCD and California Supplement 

· Plans Preparation Manual

· Project Development Procedures Manual

· Project Development Procedures Workflow Tasks

· Project Management Handbook

· Right of Way Manual

· RTL Guide

· Standard Plans

· Standard Special Provisions

· Standard Specifications

· Survey Manual

· User’s Guide to Photogrammetric Products and Services

· Workplan Standards Guide 7.0c (previously WBS Guide)
Project Initiation

What is Project Initiation?
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Project initiation is the first formal step in developing a solution for a specific transportation problem. This step follows system and regional planning activities that identify and prioritize local, regional and statewide transportation objectives. The outcome of the project initiation step is a programmable project with a well-defined project scope, cost and schedule.

The project initiation document (PID) summarizes project information and recommendations. The PID is used to obtain one or more of the following:

· Management approval for inclusion in a programming document

· Conceptual approval of the "Purpose and Need" and range of alternatives
· The potential area of impact (footprint) for alternative development or the combination of alternatives that will be studied
A PID is required for all major projects prior to inclusion in a state programming document. When a district director approves a PID, the action approves the definition of the project as a candidate project; this approval does not ensure that the candidate project will successfully compete with other projects for programming. 

What is a Project Initiation Document?

The project initiation document (PID) is an engineering decision document that:
· Identifies the purpose, need and feasibility of a project

· Serves as a record of agreement on project cost, scope and schedule

· Is used for programming funds

The PID links transportation planning to programming for Caltrans-sponsored projects, and provides conceptual approval of locally funded projects. The project initiation step sets the stage for solving a transportation problem. Once a project is programmed, the PID recommendations for scope, cost and schedule become the delivery commitments.

Why use a PID?
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The purpose of the PID is to:

· Describe need and purpose of a transportation project 

· Link transportation planning to programming

· Define the design concept for the project 

· Identify stakeholders and customers (e.g. community)

· Ensure viable solutions are consistent with the vision for a given corridor

· Establish the project cost, scope and schedule 
· Describe the study footprint
· Provide conceptual approval

· Communicate assumptions and risks in remaining project phases

A PID must be written for any improvements proposed on the state highway system to obtain two items:

3. Caltrans management approval as a candidate project for program funding, or

4. Conceptual approval of a proposal to be funded by others
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A cooperative agreement is required when a future PDP phase will involve the exchange of funds, effort or materials between Caltrans and another agency. The PID will be the authorizing document for the cooperative agreement. A cooperative agreement, ready to sign, must be attached to the PID.

What are the steps in Project Initiation?
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When a project sponsor identifies a need or deficiency and provides Caltrans with the perceived scope of the proposed solutions, the sponsor also identifies potential funding sources. Many parties, including the project sponsor, may be involved in carrying out the steps. The project manager coordinates the steps. 

5. Once the appropriate funding area has the preliminary project information, the deputy district director in Project Management assigns a project manager. 

6. The project manager obtains expenditure authorization for the project initiation (“K” phase).

7. Functional managers formulate an initial work plan that ensures people, equipment and materials are available to complete the project initiation step on schedule. 
8. The project manager forms the project development team (PDT). 

9. The PDT formulates the need and purpose of the project, reviews the project workplan, determines the project development category, and selects the appropriate PID format for the project.

10. PID level design is performed; viable alternatives are generated.

11. The environmental planner consults the PDT to determine environmental document requirements for each alternative.

12. The PE writes the PID using information provided by the PDT. Depending on the nature of the project, the project sponsor may opt to write the PID with Caltrans’ direction.

13. The project manager submits the PID for approval.

What is the PID format?
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Several formats are available for project initiation documents, and the project study report (PSR) is the most common. The PSR outline serves as the foundation for all PIDs. The standard outline has been adapted into specialized formats for specific types of funding and transportation needs.

As a rule of thumb, the PSR(PDS) is the preferred PID format.

Standard PID Outline

The PID outline is designed so that it is easy to locate important information in the text. Attachments contain analyzed information that is organized to support or clarify information in the body of the report. Actual studies with raw data (e.g., TASAS data, Table B), preliminary calculations and any detailed analyses should be part of the project file, not part of the PID.

1. Table of Contents

2. Introduction

3. Background

4. Purpose and Need

· Need Statement

· Purpose Statement

5. Corridor and System Information

6. Alternatives

7. Environmental Determination and Environmental Issues

8. Right of Way

9. Programming Recommendation

10. Funding/Scheduling

11. District Contacts

Appendix – Supporting material

In addition to the standard PID outline, standard tables and focused guidelines have been developed for projects that use SHOPP funds. These tables have been developed to streamline the effort needed to compile information for non-complex projects and to extract information needed to manage the SHOPP program.

Although the outline(s) and guidance provide a framework for the PID, each report should be adapted to present the information necessary to document project assumptions, decisions and recommendations.

Guidance regarding the format and content for the project initiation document is found in the Project Development Procedures Manual, Chapter 9, Article 4 – Procedures, Figure 5 and the Appendices.
PID Formats by Project type
STIP Projects:

	If the Environmental Evaluation requirement is a:
	The required PID format is:

	Categorical Exception
	PSR

	Negative Declaration
	PSR(PDS)

	Environmental Impact Report
	PSR(PDS)


For SHOPP Projects:

	Program
	Type of PID

	Projects for Equipment Facilities
	Facility Report 

	Roadway Rehabilitation 
	PSSR (Pavement Rehab)

	Pavement Preservation “Capital Preventive Maintenance” 
	Capital Preventative Maintenance Project Report for CAPM 

	Bridge Rehabilitation 
	PSSR (Structure Rehab) 

	Bridge Seismic Restoration
	PSSR (Seismic Restoration) 

	Urban Freeway Maintenance Freeway Access 
	PSSR 

	Safety Projects


	PR template modified to include any information needed for the PID requirement 

	New Highway Planting
	PSR Data Sheet “New Highway Planting”

	Highway Planting Restoration
	PSR Data Sheet “Highway Planting Restoration” 

	Minor A
	Project Report

	Minor B
	EA Project Report

	All Others 
	PSR


Locally-funded Projects:

	Project complexity
	The required PID format is:

	Complex
	PSR, PSR(PDS)

	Non-complex
	PEER


Who does what for PID approval?
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An approved PID is authorization to continue to initial programming, or for a local agency to proceed. Approval at this step does not constitute authorization to start environmental studies or any other advancement of work. The following steps take place to obtain the district director’s (or designee’s) approval:

1. Members of the project development team check schedules and cost estimates for their respective functions.

2. [image: image15.jpg]Project Development Process




Project engineer signs and seals the project document as complete, attesting to the recommendation, conclusion and decisions in the PID.

3. Project manager signs the coversheet for recommending approval and submits it for approval. 
4. The district right of way deputy director signs a statement on the cover sheet indicating the Right of Way Datasheet is complete, current and accurate. 

5. District director (or designee) approves the PID with a signature.

6. Project manager forwards a copy of the approved PID to the project sponsor. 
7. The project engineer records all decisions, reports, historic reference, and PDT members’ names in the Project History File.

Programming

What is programming?
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The Project Development Procedures Manual, Chapter 4, defines programming as:

The process of setting priorities for funding projects envisioned in long-range transportation plans, and committing revenues over multi-year periods to these transportation improvements.

The Division of Transportation Programming represents Caltrans in business activities with the California Transportation Commission (CTC). Specifically, it manages and administers transportation programs, and allocates funds for transportation projects.

The Division of Transportation Programming places a project into one or more of several transportation planning programs depending in part on the nature of the project and the identified fund sources. 
From the project sponsor’s perspective, a programmed project is a commitment to the users of a transportation facility.

Programming applies only to projects that involve state or federal funds. The CTC does not program 100% locally or privately funded projects.

While programming is not an official phase, per statutes, it is a vitally important step in getting a project from inception to completion. 

What funding programs are available?
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State funding programs support projects affecting the state highway system, including projects that originate at the regional level. Since state highway projects affect the national highway system, many state projects involve matching federal funds. Consequently, many projects originating as state-funded programs are included in a federal funding program. 
State funding programs
State funding programs support projects affecting the state highway system, including projects that originate at the regional level.

Interregional Transportation Improvement Program (ITIP)

A five-year program developed by Caltrans that includes projects developed through the Interregional Road System Plan, Intercity Rail, Sound wall, Toll Bridge, and Aeronautics programs. The ITIP provides continuity in transportation facilities from one community to another.

Regional Transportation Improvement Program (RTIP)

A five-year list of proposed transportation projects submitted to the CTC by the RTPA as a request for State funding. RTIP projects involving federal funds also will be in the FTIP once the project is selected for the STIP.

State Transportation Improvement Program (STIP)

Caltrans uses the five-year STIP program to assess and prioritize state transportation needs. Project proposed by regional agencies in their own RTIPs and projects proposed by Caltrans in the ITIP together create the STIP. 
RTIP + ITIP = STIP

STIP projects involving federal funding also appear in the Federal and Federal/State Transportation Improvement Programs (FTIP and FSTIP).

For additional information on STIP requirements, see the STIP Resource Page.
State Highway Operations and Protection Program (SHOPP) 

A four-year program limited to projects related to state highway operations, and focusing primarily on rehabilitation and safety. Any SHOPP projects involving federal funds also appear in the FTIP and FSTIP.

Other State Programs

Several other state funding programs are available. For more information on those programs, see the PDPM Chapter 4
Federal funding programs
Since many state projects involve matching federal funds, projects that originate as state-funded programs are included in a federal funding program.

Federal Transportation Improvement Program (FTIP)

The FTIP is a five-year list of all projects proposed for federal funding under the Federal Transportation Act within the planning area of an MPO. An MPO develops the FTIP. Regional Federal funds are reimbursable federal funds allotted to local agencies and are separate from the state programming.

STIP + SHOPP + Regional Federal Funds = FTIP

Federal/State Transportation Improvement Program (FSTIP)

The FSTIP is a five-year list of transportation projects proposed for funding under Federal Transportation Act. The FSTIP is the product of a cooperative effort between the State and MPOs in consultation with local non-urbanized governments. The FSTIP includes all FTIP projects as well as other federally funded rural projects.

FTIP + federally funded rural projects = FSTIP

Caltrans approves funds for rural projects included in the FSTIP.
When does programming take place in the PDP?

A project is ready for programming once the district director has approved the PID and the project sponsors have received a copy. Programming takes place in one or two steps, depending in part on the complexity of the project and the identified funding source. Possible funding sources include:

STIP

SHOPP

FTIP/FSTIP

Local or Private

In most cases, the Project Initiation Document (PID) provides an indication of the need for either one or two programming steps. This is only a rule of thumb; many circumstances can lead to exceptions to the rule. 
STIP Funding
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STIP funded projects have two programming options:

14. Complex projects requiring environmental studies [PSR(PDS)] are programmed first for support costs up to the Project Approval & Environmental Document step. A second programming step is needed for design and construction steps.

15. Projects that can be completed or constructed within the 5-year STIP cycle are programmed one time for both support costs and construction costs up to completion.

Federal programming comes after the state programming.
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SHOPP Funding

SHOPP funded projects have two programming options:

16. Programming for non-complex projects (such as a PSSR) that do not require environmental studies takes place after the PA & ED step. This is because, in these cases, the project initiation and the PA & ED are combined in the PSSR. These projects typically require a Categorical Exempt/Exclusion.

17. Programming for complex projects (PSR) that require environmental studies takes place before the PA & ED step and secures funds through construction. 
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FTIP/FSTIP Funding (Federal Programming)

Projects proposed to use federal funds or highway trust funds are programmed after the state programming is completed. These projects are listed on and programmed into the FSTIP, and approved by Federal Highway Administration (FHWA). 
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Local or Private Funding

The CTC does not program projects with 100% local or private funding. 
Note: Whenever there is an exchange of effort, funding, or materials between the State and another local entity for work on the State Highway System, a cooperative agreement is necessary.
What are the PID requirements for project funding?

The PID proposes the commitment of funds in a manner that maximizes the use of transportation funds. An approved PID is required in order to program project funds into the State Transportation Improvement Plan (STIP) or the State Highway Operations and Protection Program (SHOPP).

In most cases, the project initiation document (PID) used to define the project provides an indication of the need for either one or two programming steps. This is only a rule of thumb; many circumstances can lead to exceptions to the rule.

State $
Funding for projects involving money from the State Highway Account must be programmed by the CTC with recommendations provided by Caltrans or regional agencies. STIP and SHOPP projects use state money and usually include federal matching funds.

Local $
For a project using 100% local money – not state funds – that is not considered regionally significant, the project sponsor (such as the city, county, developer, tax measure, etc.) is responsible for identifying and allocating project funds.

Mixed $
When the project sponsor chooses to mix local or private funds with state funds, the CTC programs the project in the State Transportation Improvement Program (STIP) with recommendations from Caltrans or the regional transportation authority.

Federal $
Most projects involving state funds are subsidized with federal matching funds, and any project using federal funds must be programmed and approved by the Federal Highway Administration. Regionally significant projects or projects involving federal funds must be in an approved FSTIP regardless of the funding source.

STIP and SHOPP Adoption Schedule
An understanding of the funding cycles and sources helps the project development team and the project sponsor produce a well-planned and well-scoped project with properly allocated funding ready for on-schedule distribution.

Every 2 years, Caltrans’ Division of Budgets reports fund estimates and projections of anticipated revenues from gas taxes and other fees for a 5-year period. The total of the proposed STIP and SHOPP projects may not exceed the projected revenue from the 5-year estimates. The State submits the STIP and SHOPP to the California Transportation Commission (CTC) for adoption and approval, respectively.

The CTC adopts the SHOPP first followed by STIP. If a PID is not approved in time for inclusion in a specific funding program – the ITIP or RTIP – then the project is at risk for being held up for the next program adoption cycle. Often times, before a project can be included in the ITIP or RTIP, it may need other pre-submittal approvals. The important point here is that it takes time to get an approved project on the STIP or SHOPP.
1. In odd-numbered years, the districts and regional agencies submit the ITIP and RTIP for inclusion in the STIP. The ITIP and RTIP are submitted on the December 15th preceding STIP adoption.
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By January 31st of even-numbered years, the CTC adopts the SHOPP for the next four fiscal years. Since SHOPP funds cover the project through completion, all phases of SHOPP project must be completed within the 4-year cycle.

3. By April 1st of even-numbered years, the CTC approves the STIP for the next five fiscal years. The funds become available on July 1st.
· STIP projects defined in a PSR(PDS) require two programming steps, and the five-year cycle begins again at each of the two programming steps. After the first step of programming, environmental studies must be complete within five years; once the second programming step is complete, construction must be complete within the 5-year cycle.

· STIP projects defined using a PSR must be completed within the first 5-year cycle because they are programmed once, covering the project through construction.

What are the steps in the programming process?
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STIP programming
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The project manager forwards the information about the approved project to District Planning. 

2. The district transportation planning branch works with the Regional Transportation Planning Agency (RTPA) to determine district and regional priorities for STIP funding.

3. The district transportation planning branches, the district project management branch, and RTPAs prioritize the regional and state projects to form the Regional Transportation Plan (RTP) and Interregional Strategic Plan (ISP). The RTIP is a product of the RTP; the ITIP is a product of the ISP. The ITIP and RTIP together make up the Statewide Transportation Improvement Plan (STIP).

4. The regional agency submits the RTIP portions of the STIP to the CTC for adoption; Caltrans submits the ITIP portions of the STIP to the CTC for adoption. State programming is complete upon adoption of the STIP.

5. Division of Transportation Programming enters the project information on the California Transportation Improvement Program System (CTIPS), Caltrans’ database. The information is used to report the expenditures and schedule to the CTC, Caltrans and local sponsors.

6. The Metropolitan Planning Office (MPO) also submits a list of projects to the FHWA for inclusion on the Federal Transportation Improvement Plan/Federal State Transportation Improvement Plan (FTIP/FSTIP). Any project on the state highway system that involves federal funding must be approved by FHWA through either FTIP or FSTIP. The FHWA approves the plan to ensure air quality conformity. 
7. Programming updates CTIPS with federal programming information.

8. Once approved by FHWA, federal programming is complete.

9. The Division of Transportation Programming informs the project manager when both federal and state programmings are complete.
10. The project manager informs the project sponsors that the PR and ED have been approved.

11. The district director (or designee) authorizes the next step of project development to begin. For some projects, the next step is PA&ED; for others the next step is Design.

12. To keep the STIP up-to-date, each year the project manager, in partnership with the project development team, or PDT, updates the project’s cost estimates for support, right of way, construction, environmental, and any major changes that have been identified and approved.

SHOPP programming
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1. District SHOPP manager and HQ SHOPP manager prioritize the project according to the statewide needs, subject to the SHOPP performance objectives and priorities. This project is then given a priority as part of the future SHOPP plan.  The project cannot proceed to the next step until a priority is set.

2. The project is included in the Federal Transportation Improvement Plan/Federal State Transportation Improvement Plan (FTIP/FSTIP). Any project on the state highway system that involves federal funding must be approved by FHWA through either FTIP or FSTIP. The FHWA approves the plan to ensure air quality conformity. 
3. Once the project is approved by FHWA, federal programming is complete.

4. The Division of Transportation Programming informs the project manager when both federal and state programming processes are complete.

5. The project manager verifies data entry into CTIPS (Caltrans’ project database). 

6. The project manager informs the project sponsors that the PR and ED have been approved.

7. To keep the SHOPP up-to-date, each year the project manager updates the project’s cost estimates (support, right of way, construction, environmental).

8. The district director (or designee) authorizes the next step of project development to begin. For some projects, the next step is PA&ED; for others the next step is Design.

Project Approval & Environmental Document

What is PA&ED?
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The Project Approval and Environmental Document (PA&ED) step reinforces the philosophy of balancing transportation needs with community goals and values. Outputs of the PA&ED step are the Project Report and the Environmental Document – or exception to the environmental documents requirements – under the California Environmental Quality Act (CEQA) or National Environmental Protection Act (NEPA).

Project Report (PR) = an engineering document

Environmental Document (ED) = a disclosure document
During a previous step, the PID identified and described viable alternatives to the transportation problem. During this step, PA&ED, the PR evaluates the various alternatives for selection of the preferred alternative.

Environmental connection

Laws, such as NEPA and CEQA, require an assessment of potential impacts to the environment. The PA&ED step is complete upon approval of the Project Report and Environmental Document (or Categorical Exemption/Categorical Exclusion). 

Public involvement

On projects with potentially significant impacts or controversy, the PA&ED not only documents the alternatives and their related impacts, but also provides opportunity for public comment and input. Public input usually is requested during this step to ensure the project is designed to consider community needs.
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Following public comment and a hearing, Caltrans selects the preferred alternative. 
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What is the outcome of the PA&ED?

The primary results of an approved and programmed PA&ED step are the approved Project Report (PR) and Environmental Document (ED). In some cases, an environmental document is replaced with a Categorical Exception and/or Categorical Exclusion explaining the reason the project is exempt from environmental documentation requirements.

Upon the district director, or designee, approving the draft PR, the Draft ED is then authorized to be released for public comment. 
After selection of a preferred alternative, the District Director approves the PR. When applicable, the District Director and the California Transportation Commission (CTC) or Federal Highway Administration (FHWA) provides final approval for the ED.

Project Report

The PR summarizes the alternative analysis and engineering studies; it explains the project purpose and need, provides practical solutions to the need, and describes which solutions service the greater public with the least amount of harm. An effective Project Report (PR) clearly documents the rationale for selecting the preferred alternative, and provides sound reasoning for excluding the other alternatives.
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For complex projects, the PR may be used to program funds for the PS&E and Construction steps. In such cases, funding covers both capital costs and schedule for construction.
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The project engineer (PE) and project development team (PDT) develop the Project Report to summarize decisions and the analyses of alternatives. The PR:

Discusses the engineering studies and analysis of the various alternatives

Contains sufficient detail from functional units to formulate the cost, scope and schedule for each alternative

Includes a workplan and summary of the risk management plan for each alternative

See Appendix K in the PDPM for PR preparation guidelines: http://www.dot.ca.gov/hq/oppd/pdpm/apdx_htm/apdx_k/apdx_k.htm
Environmental Document

The environmental generalist compiles and writes the ED based on data from the various studies. The document identifies the impacts of each alternative on the environment at and around the project site. The generalist works with the PDT to assess the alternative impacts and any mitigating circumstances involved with them. 
The environmental document discloses the viable alternatives developed by the PDT, and discusses the impacts of each alternative to:
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Air, noise, water

Wetlands, parklands, coastal zones

Wildlife and plants

Historic and recreation areas

Cultural and visual aspects

Other environmental aspects include:

Social, economic and land-use issues

Potential hazardous waste concerns

Right of way impacts
[image: image32.jpg]Eer s
or PR (BS)

i

coNsTRUCTION




ED content requirements

The environmental document format must conform to state and federal laws, specifically CEQA and NEPA. When the project does not involve federal dollars, only CEQA documents are required.

In certain cases, the environmental document contains both an environmental impact statement (EIS) and an environmental impact report (EIR) to comply with NEPA and CEQA, respectively.

An effective environmental document:

Discloses the results of studies

Compares potential environmental impacts caused by project alternatives to impacts of not building the project

Contains conditions and requirements made through negotiations with other agencies requiring permits and approvals

Addresses public comment obtained from a public hearing and formal public review

The streamlined EIR-EIS outline is available from the SER web page: http://www.dot.ca.gov/ser/downloads/EIS/EIS%20outline%20memo.pdf
What types of Environmental Evaluations are there?

The CEQA, which governs environmental requirements in all projects, recognizes three major types of environmental evaluations:

Categorical Exemption

Negative Declaration

Environmental Impact Report

When a project involves a federal agency, NEPA requirements for environmental evaluations also must be met. 

Categorical Exemption/Exclusion (CE)

A categorical exemption or exclusion (CE) states that an environmental assessment or environmental document is not needed. The types of projects for which CEs are appropriate are those that, according to the State, do not usually have a significant effect on the environment. 

Negative Declaration (ND)

The negative declaration (ND) states that upon completing an initial study there is no substantial evidence the project will have a significant effect on the environment.

Environmental Impact Report (EIR)

An environmental impact report (EIR) shows the public agency decision-makers and the public: 

1. Significant environmental impacts of a project 

2. Ways to minimize significant effects 

3. Reasonable alternatives to the project

When is PA&ED carried out?

The Project Approval and Environmental Document step begins once the project has completed the first programming step.

1. The project manager obtains an expenditure authorization for the PA&ED step (“0” phase).

2. Once expenditure for the PA&ED step is authorized, the project engineer collects all information available for the project: 

Project description, purpose and scope

Approved Project Initiation Document

Draft target dates and schedule

Names of key stakeholders and project sponsors

Any other relevant information from the Project History File

3. Functional managers work with the project manager to verify and modify an initial work plan for the PA&ED step. 

4. The project manager re-forms the PDT, ensuring representation of all functional units. 

5. Studies required to determine feasibility of project alternatives are completed and documented.

	Engineering Studies
	From engineering fields including: geometrics, geotechnical reports, traffic operations studies, and hydraulics.

	Environmental Studies
	From scientific fields including: natural resources, cultural resources, aesthetics, and economics.


At this step, the PDT, with input from the community and local agencies are responsible for identifying short- and long-term impacts of the project on the community environment. Aspects considered include: noise, parking, mass transit and business access, detours, traffic, and community events.

6. The project engineer and environmental generalist prepare the Draft Project Report and Draft Environmental Document, respectively, using the information from the engineering and environmental studies and the project development team decisions. 

· The district director uses the Draft PR to approve circulation of the Draft ED information for public comment.

· The Draft ED will be distributed for public comment as needed, and a public hearing is held. All public feedback and concerns are considered during alternative selection. 
7. Using all the feedback and concerns from the public and agency stakeholders, the project development team selects the preferred alternative.  The preferred alternative generally provides the greatest public benefit and with the least damage to the environment.

8. The project engineer and environmental generalist revise the draft documents to create the PR and ED. The PR summarizes public sentiment and the ED documents and responds to each public comment. 
9. The project manager submits the PR and ED for approval by the district director. 

10. The district submits the ED to the appropriate agencies for environmental approval:

	Agency
	Approval type

	CTC
	CEQA adoption of finding

	FHWA
	NEPA approval


11. Once the PR and ED have been approved, the project manager and the district transportation programming branch update the project cost, scope and schedule based on the preferred alternative.

· If the PID was a PSR(PDS) then the project will be programmed into the STIP based on the preferred alternative.

· If the PID locked in the cost, scope and schedule, then the details of PR and ED must be within the cost, scope and schedule approved in the PID. Otherwise, the project manager must submit a Program Change Request (PCR).

12. The project manager forwards a copy of the approved PR and ED to the project sponsor, and provides the local agency with the information entered into Caltrans’ database.

What are the requirements for approval?

When the most viable alternative has been selected for the project, and the Project Report has been prepared with all the necessary information, the project manager recommends approval for both the Project Report and the Environmental Document. District, state and federal agency approvals are required before work can begin.

· District director approves both the Project Report and Environmental Document with a signature

· CTC adopts ED for CEQA when state funding is involved

· FHWA approves the ED for NEPA when federal funding or federal government action is involved

Approval is/is not


Approval of the PA and ED does not necessarily authorize the start of the next step: Plans, Specifications and Estimate.

· A PSR(PDS) project must be programmed twice. Approval authorizes the start of the second programming step.

· When the PID is a PSR, or PSSR, the first programming step covered funding through construction. Approval authorizes work to begin. 
· For a PEER, which is not programmed by the State, approval authorizes construction to begin.

Any unauthorized work that begins before the second programming step may compromise federal and state funding.

Additional approvals

Route adoptions
Route adoptions are needed for:

· A new alignment for an existing route
· Establishment of a location for an un-constructed route
· Conversion of a conventional highway to a freeway or a controlled access highway
· Designating a traversable highway
· Temporary connections


Before a project on a new location can proceed, adoption of route locations requires action by the California Transportation Commission (CTC). The Project Report serves as an information source for processing route adoptions through the CTC. CTC route adoption action with accompanying CEQA environmental documentation is taken prior to submittal to the FHWA for compliance with NEPA and project approval.

Freeway agreements
Before a city street or county road can be closed for construction of a transportation project, a freeway agreement (or controlled access highway agreement) is required between Caltrans and the local jurisdiction authorizing a local street or road closure. A current agreement is needed for regular acquisition of right of way.
Expenditure authorization
The project manager and project sponsor monitor the expenditures made after the project approval date to ensure that they are not for work that requires programming. When additional effort is authorized to occur before funding can be allocated, the project manager makes sure the State is able to collect reimbursement for the expenses.
Design

What is Design?


Upon completing the Project Approval and Environmental Document (PA&ED) step, the project’s design step begins. Design includes four major activities: 

· Obtaining right of way

· Finalizing environmental permits

· Getting approval for agreement(s)

· Completing the final design document: Plans, Specifications and Estimate (PS&E)  

Products of Design

The products of a completed design step are: 
· Acquired permits needed to complete the project

· Fully developed plans, specifications and estimates (PS&E)

· Right of way needed for construction is obtained

· Secured project funding 

· Awarded contract

Once the design milestones are complete, construction can begin.

The PS&E document


The project engineer collaborates with the project development team (PDT) and functional managers to compile project details and develop the PS&E document for the selected project alternative. The PS&E is the engineering document containing details needed for bidding and building the project.
Plans
Provide graphical details of project using current engineering and construction practices

Specifications
Prescribe the requirements for construction materials and workmanship, and the details for payment of work (must comply with state regulations, policies, procedures, and standards)

Estimates
Describe the cost of work

Project Changes

A successful PS&E minimizes the risk of changes needed during construction. Changes in scope or other aspects of the project require a Program Change Request (PCR) document. 
· Before submitting the PCR, all impacted HQ program advisors or their coordinators must be consulted. 
· Before finalizing the PCR, the district also must have preliminary conversations with appropriate local or regional agencies and HQ personnel.
Each member of the PDT should review project changes to identify if commitments made in the Project Report or Environmental Document need to be re-evaluated.

Who is involved in design?

Key resources during the design step are local agencies, the project engineer and the office engineer. However, designing an effective project involves all stakeholders. 

Local agencies

Active collaboration with local agencies during the design step helps to prevent changes that could affect the initial scope of the project. Local agencies are responsible for approving land use changes, and for developing adjacent projects currently underway or planned. 

When opportunity arises for incorporating a local improvement into the State’s project, a cooperative agreement and a supplemental Project Report covering the work that was not part of the original project is required. 
Project Engineer

The project engineer (PE) makes sure the design step is completed and that the PS&E document contains all project details. 
While writing the PS&E, the PE constantly checks to see that the project report and environmental evaluations are accurate, clear and complete and that the project’s need and purpose are in concert with local community needs. If the PE finds the project’s original need and purpose is inadequate, the project returns to a previous step in the development process.

The PE also shares responsibility in the contract award process. The PE:

Recommends award within 5 days after bid opening

Participates in preparing the award recommendation letter

Project Manager and Design Senior

The PM and design senior support the PE by filling a quality assurance role relating to project details. 

Project Development Team

In partnership with the project engineer, the project development team (PDT) monitors project details to identify and evaluate project changes. The PDT assesses any changes to identify revisions needs for the project report or environmental evaluations.

Office Engineer

Once the PE submits the PS&E, the office engineer (OE) takes responsibility for the contract award process. In this functional area capacity, the OE:

Prepares contract documents

Advertises for bids

Analyzes contractor bids

Awards the contract to the lowest competitive bidder

How is design completed?

The PS&E (or design) step begins programming is secured for construction. 
1. The project manager obtains expenditure authorization for the development of the PS&E (“1” phase).

2. Functional managers work with the project manager to review and revise the initial work plan as needed. 
3. The project manager re-forms the PDT to ensure representation by all functional units.

4. The district land surveys branch provides updated mapping, and the PE updates the base map.

5. Functional units begin work on the PS&E document:

Project engineer leads the design effort for PS&E details. The PE includes input from external reviews.

Environmental generalist works with various permitting agencies to obtain environmental permits.

The district right of way branch settles matters of right of way, including clearing right of way and relocating people and utilities as needed.

Other functional units prepare plans applicable to their areas (e.g., Structures, Traffic, Electrical, and Landscape).

6. The district right of way branch certifies the needed right of way is ready for construction.

7. Project manager ensures final agreements are executed (e.g. cooperative agreements, freeway agreements, route adoptions, maintenance agreements).

8. PE submits the draft plans, specifications and quantities to the District Office Engineer (DOE).

9. DOE finalizes the PS&E and circulates it for review and comment.

10. DOE submits final PS&E with other corresponding documents to Division of Engineering Services – Office Engineer (DES-OE).

11. Project engineer, with PDT, compiles the Resident Engineer File. The file is a record of major project decisions, project agreements and other information about the project history. This is not the same as the Project History File.

12. Once all environmental permits, right of way certification, final agreements, and PS&E are verified:

The CTC approves previously programmed funds for construction.

Project engineer submits the required documents to the DES-OE for approval. 

13. The DES-OE prepares the contract documents, advertises the project, and awards the contract for construction. In some cases, the local agency advertises and awards the contract.

Construction & Closeout

What is involved in Construction and Closeout?


The construction step begins after awarding the construction contract. This step involves all activities from approval of the contract through the transfer of the facility to Maintenance. 
During construction, transportation planning and design ideas become reality.

Construction tasks are:

· Building the project 

· Opening the facility to the public

· Settling remaining right of way actions

· Archiving as-builts and project files 

· Completing environmental commitments

· Resolving all claims

Construction and visibility 

Construction is the only step in the PDP that the traveling public sees. Consequently, the public’s perception of Caltrans depends on the impression of the construction activities.

During previous steps, the various PDT members involve the public to identify community needs and address concerns before any work begins at the project site. During the construction, those concerns are in the public view. Carrying out construction activities according to the prescribed plans – plans developed in partnership with the community – minimizes the impact of ongoing roadwork and traffic disruptions. 
Site safety


Safety on the construction site is paramount. Not only are safe work practices and safe work environments important to the workers, but also to the travelers using the areas around the worksite. 
Following state and federal safety guidelines, and maintaining on-site safety practices protect everyone involved in or affected by the project construction.

Who does what during construction?

Construction transforms the project from a vision and a plan into a functional transportation facility. Using the all the work completed in previous steps, the contractor, resident engineer, and project engineer collaborate to make sure the final product serves the public needs according to plan.

Contractor

The contractor builds the project according to the prescribed engineering plans and specifications: the PS&E. 

Resident Engineer

Representing a functional area during construction, the resident engineer (RE) (Construction manual Ch. 5) administers the contract. The RE assures:

· Materials comply with specified quality 

· Workmanship and construction methods comply with contract specifications

· Administrative requirements are carried out 

Project Manager

The PM monitors cost, scope and schedule throughout the project, and remains the primary contact for the PDT. 

Project Engineer

The project engineer (PE) and RE evaluate possible changes to the project as they arise. 

Project Development Team

When changes are identified, whether unforeseen or proposed, the PE consults with the PDT to confirm that the nature of the changes do not conflict with previously made agreements or commitments. The entire team also addresses any impacts to cost, scope and schedule.

What are the steps in Construction?

Once the DES-OE awards the contract, construction begins.

1. Project manager establishes the expenditure authorization to begin construction work.

2. The construction unit assigns a resident engineer (RE) to administer the contract.

3. The RE holds two “kick-off” meetings:

a. First meeting is with the PDT

b. Second meeting is with the PDT and contractor

4. The contractor carries out construction activities under the RE’s administration. Depending on the nature of the project, the facility may be closed to traffic during all or part of the construction activities. 
5. The RE and district maintenance branch compile the closeout punch list for the contactor.

6. Contractor completes the tasks on the punch list.

7. RE resolves contract claims (if any). Contract claims are disputes between the contractor’s and the RE’s interpretations of the contract details.

8. When the project is complete according to the contract, the RE prepares final payment.

9. RE and PDT compile and archive project documents:

a. As-builts document what was actually built

b. RE reports (e.g., claims reports, progress reports, RE diaries)

c. Lessons learned

d. Project files

10. The district right of way branch completes final right of way activities, such as mapping, and transferring or selling of property.

Some Right of Way activities may continue after construction in complete. For example: utility bills may need to be paid, Orders for Condemnation may be obtained, and escrows may be closed.

11. The district maintenance branch assumes responsibility for the facility, and, if the facility remained closed to traffic for the entire construction step, it is re-opened.

How is the project closed?

When the project is complete in accordance with the plans and specifications, the project manager closes the project. The PM is responsible for the completion of the project in partnership with the PDT.

1. The PM and PDT compile the Project History File. The file is a record of all decisions made, reports completed, and a summation of pertinent information related to the project.

2. The district maintenance branch or local agencies accept responsibility` for facility. The contractor is responsible for the facility until the RE deems the project complete or until the contractor is relieved from maintenance (usually after the project is constructed). Most maintenance agreements are executed during the design step.

3. Project manager documents the lessons learned. Various PDT members involved in design and construction of the project develop the Lessons Learned document. Future project teams use the lessons learned to prevent repeating issues that can be addressed during the design step on projects with similar features.

4. The Right of Way unit wraps up all right of way transactions and activities.

5. The district environmental branch clears all permit requirements and discloses them to the district maintenance branch.

6. All construction claims must be resolved before the expenditure authorization can be closed. The resident engineer, claims engineer, construction engineer and the legal division, among others, may be involved in claim resolution.

7. Project manager closes the expenditure authorization.
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The cooperative agreement is a legally binding contract that documents the roles and responsibilities for each party. Although cooperative agreements can be written at any point in the PDP, it is important to develop it as soon as possible. The best time to prepare a cooperative agreement is while developing the PID or the PR.
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