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STAFFORD COUNTY
OFFICE OF TRANSPORTATION -
MEMORANDUM

DATE December 10, 2008

TO- Anthony J Romanello
County Adnunistrator

FROM Fulton deLamorton
Transportation Administrator

SUBJECT: Transportation Bond Project Construction Program

BACKGROUND

This memo provides prelimmary information on a number of options available to the Board and
you in executing a transportation bond project construction program  Staff is currently m the
information gathering stage We are having conversations with other localities which have
completed or are underway with road construction programs We also have a dialogue with
Virginia Department of Transportation (VDOT) representatives, as to the agency's interest tn our
proposed program

To better delineate the available options, 1t 1s beneficial to understand, 1n broad terms, the
process behind making an improvement to the transportation infrastructure Generally speaking,
there are three phases of transportation improvement projects

D Preliminary Engineering (PE) Phase
This phase mcludes the design of the improvements, environmental assessment and
permitting, public mvolvement, and location & design approval

2) Right-of-Way Acguisttion (RW) and Unlity Relocation Phase
This complex phase includes the numerous steps required to acquire the necessary right-
of-way for the improvements Activities include staking of the proposed right-of-way,
appraising the nght-of-way to be purchased, negotiating with affected property owners,
drawing the plats, and recording the deeds After ail nght-of-way 1s purchased, all utihity
conflicts are then resolved through the relocation of utilities, such as water & sewer,
electricty, telephone, fiber optic, and gas lines
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3) Construction (CN) Phase
After nght-of-way and utilities are cleared, the actual construction of the improvement
project can begin  Associated activities are construction engineering, to resolve design
1ssues that arise 1n the field, and construction inspection, to ensure the project 1s being
built pursuant to the approved plans

PROGRAM EXECUTION OPTIONS

Virginia Department of Transportation (VDOT) Managed
Thss option 1s for VDOT to manage and complete all three phases A subset of this option 1s for
VDOT to manage and complete one or two of the three phases Discussions have begun with

VDOT to determine the agency's interest and capability to complete any combination of the
projects

Pros

The owner of the facihty performs the work One point of contact VDOT 15 very
expertenced 1n the road building business - it, literally, established the standards under
which road construction occurs in the Commonwealth In particular, the nght-of-way
acquisition and utthity relocation functions are highly specialized and VDOT has the skili
and expertise, as well as the relationships with the utility owners, to complete this work
expeditiously and efficiently

Cons

Due to the pelitical and economic realtties, the future capacity for VDOT to complete
projects 15 1n doubt A VDOT managed project does not necessarily mean VDOT staff
are providing oversight, as the agency frequently outsources various project activities to
supplement its staff

County Managed

Under this option, the County advertises a Request for Proposals (RFP) for design and other such
prelimmary engineering services for one or more projects These services also mclude preparing
construction bid documents, construction engineering, and construction inspection Having one
professional engmeering firm complete the design of all the projects 1s not recommended, as
there are a very limited number of firms capable of carrying such a workload The County can
combine several projects nto a number of bundles of approximately equal complexity and dollar
value, selecting a firm for each bundle This makes procurement of services easter and more
efficient
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As for night-of-way acquisition services, the County retamns one or more firms to carry out this
activity While the County has acquired property on occasion 1n the past, the acquisition of
roadway right-of-way 1s new

Utility relocation responsibilities do not lend themselves well to being outsourced to private
firms In this ¢ase, the County manages this effort This, too, 1s a new activity for the County

As for the construction phase, the County advertises an Invitation For Bid (IFB) for one or more
projects The construction bid documents are prepared by the same firm retained for design
services The County awards a construction contract to a qualified firm with the lowest bid As
for construction engineering and nspection services, the same firm retamed for design services
can complete these activities

Pros

Nearly complete discipline over the entire program by County staff This includes
project funding and schedule

Cons

Requires oversight of multiple contracts, including 1ssue resolution, verifying invoices
with work performed, coordination of activities, and the such There 1s a percerved
higher cost due to the retention of skilled in-house personnel to manage the projects

Consultant Firm Managed — Turnkev Services

Under this option, the County procures turnkey professional services through the RFP process
All services for all three phases of all, or a cluster of, projects, are under one negotiated contract

for services with one firm for one price  The firm may retain sub-contractors for the various
activities

Pros
One pomt of contact One periodic invoice to pay
Cons

Little or no County control of the program, and requires staff oversight
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Public-Private Transportation Act (PPTA)
Under this option, the County, as authorized in the Public-Private Transportation Act [of 1995]
(PPTA), solicits proposals, for all services necessary to complete all, or a significant cluster of,

projects Followmg the Board’s adopted PPTA guidelines, Attachment 1, a vendor 1s selected to
manage the program and complete the projects

In addition, the Code of Virgimia contains provisions under which design-build projects can be
completed by localities Additional information 1s being obtained on the design-build concept

Pros

One point of contact Fixed price
Cons

There 1s a complex, multi-staged process to follow, with some County control over the
program Legal, financial and technical expertise 1s required to negotiate the agreement

CONCLUSION

County staff has been meeting with local jurisdictions that have experience with road bond
implementation to explamn proven approaches to completion Meetings with jurisdictions
including Spotsylvania County, Prince William County and Fairfax County are scheduled
through the end of the month In addition, staff 13 meeting with the Virginia Department of
Transportation to fully explore capabiirties lrrespective of the ultimate direction of the program,
all projects require an agreement between the County and VDOT

i
Upon completion of the ongoing research, staff will have a clearer picture of the strengths and
weaknesses of the various known options, and will have identified others which may be currently
unrevealed

Staff will prepare an implementation plan and present that to the Board in January

% ok %k ok %
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