
	PROJECT INITIATION – Candidate Project Identification for Major Projects (Non-Emergency)

	 
	 

	 
	Caltrans capital projects start with a transportation problem that needs to be solved.  Before a project starts, the Planning Division or the Maintenance and Operations Division or the local agency generates a list of potential projects, each with a “purpose and need” statement.  Any work on the project, throughout the project’s lifecycle, must relate back to the original purpose and need statement.

	 
	 

	Introduction
	The Caltrans project development process begins with feasibility studies and ends with a completed project.  It melds engineering requirements, public involvement, federal and state approval steps, and is governed by a host of laws and regulations pertaining to programming, environmental effects, right of way acquisition, and contracting for construction.  Project development may take as little as a few weeks for an emergency project to restore interrupted transportation services, or decades, in the case of highly controversial projects involving relocation of large numbers of people and businesses, or for difficult environmental issues.

	 
	Many projects, even those that are limited in scope, can represent a severe intrusion on individuals, communities, or even a sensitive environment.  The project development process has been designed through statute and regulations to provide many avenues for citizens and agencies to comment on project issues.  Consideration of these issues could lengthen the process considerably.

The following descriptions correspond with the numbered activities specified on the cross-functional flow chart titled Project Initiation – Candidate Project Identification for Major Projects (Non-Emergency).  They were developed to document the current Caltrans Capital Project Development Business Processes and will be used to support the future standardized development and statewide deployment of a project management tool as specified in the Project Resourcing and Schedule Management (PRSM) contract.  When reviewing these Business Process Activities particular emphasis should be placed on the descriptions that are colored in yellow as they are believed to be within the scope of the PRSM implementation.

	
	


	1.
	Identification of Need

	 
	A project must satisfy a clearly defined need and purpose.  It must meet State, regional and local goals and objectives.  Additionally, for capacity-increasing projects, air quality goals must also be satisfied.  System planning is a start in defining a project’s purpose, but project personnel should reexamine the project’s purpose statement constantly.  It will drive the project development and environmental processes, is essential in obtaining public consent and ultimately affects approval of the project.

	 
	 

	 
	Considerable planning is done either by Caltrans, a local agency, or both together, before project development starts.  A need is identified, either as a structural or operating deficiency of the existing roadway, or as a response to planned land use changes such as a new subdivision, shopping or manufacturing center.  Identification of such a need may result in a project as minor as a traffic signal or as major as a new freeway.

	 
	 

	 
	If a major project such as a freeway or expressway is needed, Caltrans or a regional planning agency must perform studies to compare alternative potential transportation investments before deciding what to build.

	 
	 

	 
	Caltrans management systems, master plans, and prioritizing processes identify projects.  This work focuses on transportation problems and solutions.  It establishes objectives and preliminary scoping.  A feasibility planning estimate may be prepared to validate the project’s objectives.  At this point, a project is little more than a planning concept with location, length, number of lanes, and general interchange and intersection spacing identified.

	 
	 

	 
	Each District determines how it initiates projects, subject to various considerations including regional agency priorities.  Before committing resources to a project initiation document, a district may prepare a one or two-page decision document discussing the feasibility of initiating the project.  This document usually includes a strip map and feasibility-planning estimate.  

	 
	The project initiation phase is the first formal project phase in developing a solution for a specific transportation problem.  The project initiation phase is subsequent to the System and Regional Planning process.  The outcome of the project initiation process is a project initiation document (PID) that establishes a well-defined purpose and need statement, proposed project scope tied to a reliable cost estimate and schedule.  The use of State funds for capital improvements on the State Highway System (SHS) requires an approved PID.  Any major work on the SHS regardless of how it is funded requires an approved PID.

	 
	 

	 
	Generally the processes for project identification can vary from District to District.  The most common process for development of STIP and SHOPP projects are under the direction of the District STIP or SHOPP Program Advisors.  

	 
	 


	2.
	Validate or Modify the Regional Plan (STIP)

	 
	Senate Bill 45, which passed in 1997, placed 75% of the STIP funds under the control of California’s regional agencies.  In the regions, projects are nominated by cities and counties for inclusion in Regional Transportation Improvement Programs (RTIP).  Projects compete with one another for RTIP funds through a process that is established by the region.  Caltrans Districts, when requested to do so, assist the regional agencies in developing regional plans.

System and regional planning and the various management systems and master plans identify the need for projects.



	 
	The STIP Program Advisor works with District executive staff and local agencies to identify STIP projects and assign priorities.

Once projects are identified for the STIP and/or SHOPP communication with the appropriate HQ Program Manager is required before proceeding with further development.  


	3.
	Validate or Modify the Ten Year Plan (SHOPP)

	 
	The SHOPP Program Advisor develops a priority list of projects with the Program Advisors and then works with the Planning Deputy District Director to determine District workload capacity for SHOPP related PID development.

	 
	 

	 
	Once projects are identified for the SHOPP they should be discussed with the appropriate HQ Program Manager before proceeding with further development.

	 
	 

	4.
	Complete PIF/EA Initiation Creation 

	 
	This activity starts with the completion of a Project Initiation Form (PIF) or comparable EA request document, which usually is filled out by the District Program Manager or project sponsor during the Planning phase (k) of the project.  The PIF/EA initiation document is the authorization to proceed with the development of the scoping document for programming the project.  The PIF/EA is circulated to the appropriate personnel and offices, which typically include the District STIP/SHOPP Coordinator, the proper PID Planning Office, Program/Project Management’s Single Focal Point (SFP), as well as other functional areas as necessary.

	 
	 

	 
	For Safety projects, Traffic Operations produces a Safety Concept Report (SCR) that documents goals and objectives, including a Safety Index calculation that is used to obtain program advisor buy-in.  The SCR is approved by the District SHOPP Program Manager and then forwarded to the District Advance Planning unit to request an EA.

	 
	 


	5.
	Verify and Obtain Legal Description

	 
	Planning and/or Program management verifies the proposed project’s correct legal description, including Post Miles and descriptions.  Various sources are used to obtain the correct description and Post Miles.

	 
	 

	 
	Most often the Highway Sequence Listing provides, for each highway route, among other data, the county and city in which it is located, the postmile and its description.  The description associated with a given postmile may be a street, highway junction or other significant item.  Postmile values can be found by locating the descriptive items as specified within the project limits.


	 
	Another source for obtaining correct highway location reference information is the computerized database that is maintained and updated by the Traffic Accident Surveillance and Analysis System (TASAS) branch in Headquarters.  One of TASAS’ responsibilities in maintaining a Statewide Highway Data Base is to provide preliminary and final Postmile computations for realignments, major improvements, and new route adoptions to districts and other HQ units.


	6.
	Request K Phase EA

	 
	After a PIF is approved, the project is added to the resource budget and is forwarded to Budget’s Project Control Officer to establish an Expenditure Authorization (EA).  The EA is a document that obligates funds, authorizes the performance of work or both, and provides input information relative to the work authorized for the data process and the Transportation Accounting Management System (TRAMS).

	 
	The EA is a six-digit identifier, which functions as a classification element that permits Caltrans to identify various sets of activity.  The EA is the input document to the EA table in TRAMS establishing authority to do work or expend Departmental resources.  The EA code identifies projects or major phases of projects.  It is the primary means of classifying expenditures for a related activity, and used to manage project costs and budgeting for future resources based on historical data.

	 
	 

	7.
	Review/Verify PIF/EA Initiation Document and Assign Project Manager

	 
	The Program Manager assigns a Project Manager.  This is usually a role that is delegated to the SFP.  

	 
	 

	 
	Once a project is approved, the assigned Project Manager is responsible for making that project a reality.  The Project Manager works with and leads a team to manage all development steps from project initiation to project closeout after construction.

	 
	 

	8.
	Add Project to the Approved Project List 

	 
	The Program Manager or their delegate adds the project to the Approved Project Listing (APL), including the Project Manager assignment.

PRSM should send an alert to PMSU, PM and other specified individuals to notify them that a new project is now on the APL.  This notification is to clearly communicate that the project is approved to be worked on, and is ready to receive charging information.

	 
	 


	9.
	EAS/COMS (In Districts )  

	 
	Budgets enters the project in COMS and the District Project Control Officer (DPCO) processes the EA request.  This includes assigning an EA number, assuring accuracy and correctness of the coding data, entering data into EAS/COMS, and then sending the EA electronically to HQ Project Control.  It is the responsibility of the DPCO to ensure EAs are coded in a manner consistent with current statutory, budgetary, and accounting practices and constraints, and that all statements on EA documents are complete and accurate.
Upon receipt of the completed PIF/EA form a check is made for target dates, construction year and, estimated construction cost.  Based upon the estimated construction cost a determination is made whether a project is eligible for federal aid.  No federal funds are provided for STIP projects.  Only SHOPP projects are eligible for federal funds if they meet the criteria of 3M or 1M (safety), or TEA for any dollar amount.  Check CTIPS for programming for the B05 line in FSTIP Amendments.  If a project is eligible to receive federal aid under the Statewide Preliminary Engineering System (SPES) it is compared to CTIP to match financing.  If CTIPS does not agree with what the PM has stated this would be brought to the attention of the PM.  This information is noted on the B05 Line of the EA as required by SPES.  If the B05 line is completed then proceed to add federal aid.  If the project is financed by BOND or TCRP other criteria are reviewed.


	10.
	Enter/Modify EA in PMCS

	 
	The Project EA is entered into the Project Management Control System (PMCS) by each District.  HQ will put the appropriate attribute flags on the project to ensure the project is included in various reports.  Flagging in PMCS is a needed for yearly workload allocations.

	 
	 

	11.
	EA Masterfiled in TRAMS (HQ)

	 
	Headquarters Project Control (HQPC) reviews, approves, and masterfiles the completed EA's in TRAMS.  HQPC provides functional leadership in coordinating the statewide EA process for financing and cost reporting of all departmental work.  HQPC provides “clearinghouse” control on EA input to TRAMS for consistency with legal, financial and administrative authorities or policies on work to retain the integrity of the overall system and process.



	12.
	Assemble PDT & Kick-off Meeting

	 
	Project teams employ different disciplines to develop and evaluate alternatives, help project managers direct studies, make recommendations and carry out the project work plan.  Members of project teams participate in major meetings, public hearings and community involvement.  They also serve as the nucleus for value analysis and are responsible for the conduct of studies and accumulation of data.

For larger projects, more extended teams, called Project Development Teams, are formed.  These consist of a wide range of disciplines, individuals from outside agencies and may even include representatives from community groups.   

	 
	The Project Team develops and commits to the schedule, resource needs (support cost), and scope.  The Project Manager (PM) coordinates efforts of the PDT, ensures problems are resolved, and controls changes that impact project scope, cost and schedule.  The PM is responsible for managing the delivery of the project through its entire life cycle to meet or exceed quality, scope, schedule and cost commitments.  The PM is the project’s advocate, responsible for monitoring project performance, communicating project information to PDT and stakeholders, evaluating stakeholder satisfaction, and ensuring all aspects of the project are complete.

	 
	 


	13.
	Initial Draft Workplan

	 
	A Draft Workplan is created using various tools for estimating time and the project’s support cost.  The Draft Workplan will be discussed at the first project meeting.  At this meeting it is a very preliminary workplan with much of the details of the project yet to be decided.  

	 
	 

	 
	The workplan is developed using a bottoms-up approach, which means the identification and participation of all appropriate team members, including but not limited to the PM and all functional/task managers (e.g. Right of Way, Design).  

	 
	 

	 
	It also requires the use of available Caltrans planning standards including the Capital Project Work Breakdown Structure (WBS), Resource Breakdown Structure (RBS), District Templates, historical data and expert judgment.  

	 
	 

	 
	Inputs (if available & pertinent) 

	 
	· Draft Project Scope (Product) Statement 

	 
	· Draft Project Charter 

	 
	· Draft Stakeholder Analysis 

	 
	· Draft Communication Plan 

	 
	· Caltrans WBS and RBS 

	 
	· Resource Rates 

	 
	· Historical Data 

	 
	· Expert judgment 

	 
	· Assumptions and Constraint 

	 
	 

	 
	Output 

	 
	· Project Workplan (Final Draft Workplan) 

	 
	· Time-Scaled Charts (i.e., Gantt) with Milestones 

	 
	· Planned Resource Hours by Cost Center Groupings (RBS Level 3), including Work Agreement Documentation 

	 
	· Planned Resource Hours by Major Functions (RBS Level 2) 

	 
	· Resource Charts (i.e., Histograms) by FY and SB45 Buckets 

	 
	 

	 
	Assumptions and Constraints (Functional Workloads, etc.) 

	 
	· Major projects require a more detailed workplan 

	 
	· Complexity (technical and political) of project 

	 
	· Level of involvement & scrutiny by the public 

	 
	· Level of sponsor involvement 

	 
	· Local agency reporting requirements 

	 
	· Number of activities to be coordinated 

	 
	· Environmental document type 

	 
	· Number of plan sheets 

	 
	· Unlevel resource needs 

	 
	· Duration of tasks 

	 
	· Level of risk associated with the project 

	 
	 

	 
	The Project Manager and Project Team will use the all the tools available to develop schedule and resource needs that will be used in development of the Draft Workplan.  
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