Safe Routes to School Project Administration Guide


Congratulations! Your application for Safe Routes to School (SRTS) funding has been approved. So what happens next?


SRTS is a reimbursement program. Grant recipients (schools, municipalities, or other service providers, also referred to in this document as “sponsors”) must raise and spend funds for authorized eligible expenses. They will be reimbursed after submitting invoices and documentation of payment (e.g. copy of a cancelled check or check register) for expenses described in the budget submitted with the grant application and approved by the N.H. Department of Transportation (NHDOT).


This guide is intended to be used in conjunction with the more detailed “Manual for the Development of Projects” for the Transportation Enhancement (TE) and Congestion Mitigation and Air Quality(CMAQ) programs, available at 

http://www.nh.gov/dot/org/projectdevelopment/planning/tecmaq/documents/dot_manual.pdf

SRTS is a separate program, but the manual serves as a guide in administering funds in compliance with Federal Highway Administration (FHWA) requirements. Note that approved SRTS expenses are reimbursed fully, without a requirement for a local match.


Here are the initial steps that must be taken:


1. Local agreement signed by an authorized agent of the grant recipient (usually a school and/or municipality) and the N.H. Department of Transportation (NHDOT) (Executive Council approval is required for grants of $5,000 or more.)


2. Notice to proceed issued. Sponsors are cautioned that any expenses incurred prior to the date of the notice to proceed are not eligible for reimbursement.


SRTS reimbursement grants are split into two major categories: non-infrastructure and infrastructure. 


Non-infrastructure: The process here is fairly simple. As soon as the notice to proceed is issued, sponsors may begin to incur expenses described in the grant application and approved by NHDOT. Procurement must follow State of New Hampshire requirements: goods priced at more than $500 or services costing more than $2,000 must be put out to bid. (Planning services provided by Regional Planning Commissions are handled as sub-grants, with no bidding required.) It is recommended that recipients follow the “best practice” of contacting at least three vendors by telephone or through Web sites to obtain the best price for purchases that fall below the bidding threshold.


Infrastructure (non-construction): Infrastructure expenses that do not require construction (e.g. purchase of speed trailers, portable signs or signs that will be mounted on existing poles, or portable bicycle racks) must also follow the bidding standards described above. However, the environmental review described below for construction projects is not required. If unsure, consult with the SRTS coordinator.


Infrastructure (construction projects): Here are the steps that must be taken for infrastructure projects that involve construction:


1. Selection of consultant or decision to use qualified local employees.

Once the notice to proceed for infrastructure work has been received, the next step is usually to procure the services of a qualified design professional. This can be a municipal employee or a consultant retained under a contract with the sponsor. This person or firm should have experience in developing projects and be familiar with state and federal regulations governing cultural, socio-economic, and natural resources. The consultant should also be prepared to deal with requirements specifically applicable to Federal-Aid Highway projects. The consultant must be a New Hampshire licensed professional engineer or architect.


A list of eligible consultants can be found here:

http://www.nh.gov/dot/org/projectdevelopment/highwaydesign/consultants/documents/rptactiveconsultantlist.pdf

If the municipality decides to utilize its own employees and be reimbursed, it must develop a detailed estimate of hours and rate of pay necessary to accomplish the chosen tasks. This estimate must be reviewed by the NHDOT SRTS coordinator and the NHDOT engineering staff for approval.


Selection of a consultant must comply with RSA 21-I: 22, “Selection of Engineers, Architects, and Surveyors.” This RSA requires a selection process based on qualifications and not on fees. Contracts for services not provided by engineers, architects, and surveyors shall be obtained by pre-qualified, low bid procedures. Contracts for services not provided by engineers, architects, and surveyors shall be obtained by pre-qualified, low bid procedures. Contracts for either type of service must show the hourly pay for each individual, overhead costs (including personnel-related fringe benefits), direct expenses, and profit.


A copy of the request for qualifications must be retained by the sponsor and submitted to NHDOT for review if requested. Sponsors are welcome to submit a proposed request for qualifications to NHDOT for review, but this is not required.


Once a contract is negotiated, a copy must be submitted to the NHDOT prior to execution so that the department may advise the sponsor of any provisions or excess costs not qualifying for reimbursement. The contract may not be signed until a notice to proceed for this step is issued.

2. Project design.


a. Engineering study


The recipient or consultant shall prepare an evaluation for the project, including the following:

· Existing Conditions - This section shall contain a description of the existing site and project concept to include width and length; type of facility and amenities (i.e. structures, etc.); and general layout, including any significant geometric or topographical conditions. Special attention should be paid to existing drainage systems throughout the project area and how the proposed work will impact it. The recipient is encouraged to take “before” photos for future reference. 

· Design Criteria - This section shall contain a listing of the relevant design criteria and manuals to be used.

· Environmental Review and Documentation - All SRTS projects involving construction must undergo an environmental analysis, pursuant to the National Environmental Policy Act of 1969 (NEPA).  This review documents the probable project effect on natural, cultural and socio-economic resources. It identifies measures to avoid, minimize or mitigate unavoidable effects.  This review and documentation demonstrates compliance with all applicable state and federal environmental laws, rules and regulations.

This review should begin during the engineering study.  Having a clear understanding of the resources in the project area will allow for development of a design that complies with NEPA.  As NEPA requires the selection of the alternative that is the least environmentally damaging, practicable alternative, it is essential that the environmental analysis begin as early in the process as possible.  In doing so, sponsors are ensuring that: (1) impacts are avoided to the maximum extent practicable; (2) unavoidable impacts are minimized; and (3) appropriate mitigation is included in the design.  Determining “practicability” includes not only considering the environmental implications of the project, but also safety, cost, and constructability, among other things.

The recipient is encouraged to contact the NHDOT Bureau of Environment at 271-3226 for guidance on the development of this documentation.
For more information and guidance, visit:  http://www.nh.gov/dot/org/projectdevelopment/environment/documents.htm
Relevant documents are linked under “Environmental Review Process for Municipally Managed Projects”
· Alternatives, first cost estimate and proposed Layout - This section shall include a description of the methodology and reasoning used to determine the proposed layout. Possible alternatives for addressing the needs should be discussed in the narrative and the recommended alternatives identified.
The discussion shall include facility alignment, widths, lengths, and materials and impacts of the proposed facility, to include environmental and historical resources, utilities, other existing structures, and private property. The discussion should also include identification of construction impacts to traffic and any necessary traffic control plans.

• Cost Estimate - Itemized cost estimate using, to the maximum extent practical, item number, nomenclature, description, materials, and construction requirements, which are contained in the Standard Specifications for Road and Bridge Construction, State of NHDOT, latest edition. It can be found at:

http://www.nh.gov/dot/org/projectdevelopment/highwaydesign/specifications/index.htm
Method of measurement and basis of payment for items used may be modified by Special Provision at the discretion of the designer. Special items unique to the project shall require their own Special Provisions. If the NHDOT Standard Specifications are utilized, the NHDOT Contract and Specifications Engineer should be contacted to obtain all pertinent supplemental specifications to be included in the contract documents prior to bid.

b. Preliminary Phase


Preliminary plans, which develop the recommended alternative in more detail and may later be incorporated into the final plans, shall be prepared and shall include, but not be limited to:

a) Location plan (small scale, as 1” per mile).

b) General plan and profile.

c) Typical and critical cross sections.

d) Cross section of intersecting facilities.

e) Cross section of the bridges and/or structures.

f) Boring location and logs, if required.

g) Survey detail and contours, if required.

h) Hydrologic and hydraulic data, if required.

i) Documentation of proposed variance from minimum design standards, if applicable.

j) Appropriate environmental/historical documentation should be prepared and submitted to the NHDOT for acceptance. 

k) Itemized cost estimate using, to the maximum extent practical, item number, nomenclature, description, materials, and construction requirements, which are contained in the Standard Specifications for Road and Bridge Construction, State of NHDOT, latest edition. Method of measurement and basis of payment for
items used may be modified by Special Provision at the discretion of the designer. Special items unique to the project shall require their own Special Provisions. If the NHDOT Standard Specifications are utilized, the NHDOT Contract and Specifications Engineer should be contacted to obtain all pertinent supplemental specifications to be included in the contract documents prior to bid.

c. Final design.


Final plans and the contract proposal, including specifications, shall be prepared and submitted to the NHDOT for review of general conformity. This submission shall include an updated project item list, a cost estimate, and a description of any proposed variances from minimum design standards.


• Bid Documents - The contract proposal to be used to obtain a contractor by competitive low bid must include requirements for Davis-Bacon wage rates, disadvantaged business enterprises (DBE), and equal employment opportunities. 


A hard copy of the required federal documents is available upon request from the NHDOT SRTS coordinator, or they may be accessed on the NHDOT website at 

http://www.nh.gov/dot/org/projectdevelopment/planning/documents/FApackage.pdf
Davis-Bacon wage rates can be found at:

http://www.gpo.gov/davisbacon/nh.html

Appendix D of the “Manual for the Development of Projects” includes additional guidance for construction procurement.


• Finalized Plans and Contract Proposals - Before final plans and contract proposals are submitted, they shall be independently checked in detail by experienced personnel, as appropriate, other than the original designer. If provided as a contracted service, they shall be reviewed by the consultant’s supervising engineer responsible for the project.


The New Hampshire licensed professional engineer’s stamp shall appear on the plans and contract proposal to be advertised. The stamp shall be that of the professional engineer who prepared the plans and contract proposal or under whose direct supervisory control they were prepared.


3. Construction.


In most cases, the sponsor shall contract out the work by a competitive bid process. There may be special situations where the scope of construction is very limited and straightforward, and a reasonable case can be made to allow municipal forces to perform the construction by force account.


Force account for a municipal, county, or regional authority means that the agency constructs the project using their regular employees at regular salary. However, the following conditions must be met:


• It can be demonstrated that the cost of construction is less expensive than by other methods; and is in the best interest of the general public; and,


• The sponsor must demonstrate that municipal employees are capable of doing the work completely and competently. Written permission must be received for work to be done by force account. Requests to consider this option must be made to the NHDOT SRTS coordinator and should include:


• Identification and description of the project and the kind of work to be performed.


• The estimated costs.


• The estimated federal funds to be provided.


• The reason(s) that force account for such project is considered cost effective.


The majority of projects will be contracted out. Again, Appendix D of the “Manual for the Development of Projects”  can assist the municipality through the process. 


After all previous steps have been accomplished and the project design is complete, the following steps need to be taken:


1) The sponsor shall submit three copies of the final plans, right-of-way certificate, and utility impacts to the NHDOT SRTS coordinator for approval. This submission should include a copy of the bid documents, which will include all necessary permits for project implementation, as well as the final estimate with contract items. This process may take several weeks, as the NHDOT must obtain FHWA authorization of funds.


Note: The project cannot be advertised for bids until after

NHDOT approves it.


The final plans should be kept as a permanent record as part of the sponsor’s files. They will also be kept on file as public record by the NHDOT, Highway Design Records Section.


2) Upon receipt of approval, the sponsor may proceed with advertising the work for bids with a copy of the bid advertisement sent to the NHDOT SRTS coordinator. A typical bid period is three weeks as per federal requirements.


3) Potential bidders shall be required to meet established qualification standards in order to be an approved bidder on the project. 


Many municipalities utilize their own standards. Minimum standards of evaluation should include previous work experience, references, adequate staffing, bonding limits, and financial statements. The NHDOT’s list of qualified bidders is available for reference if the sponsor has no established pre-qualification process. This list can be obtained by contacting the NHDOT’s Bureau of Finance and Contracts or at:

http://www.nh.gov/dot/org/administration/finance/documents/PreQualifiedContractorsList.pdf

4) After bids have been received, the sponsor shall recommend a bidder and request NHDOT’s concurrence for award of the contract to the low bidder.


A) In the event that bids are higher than the estimate in the “Plans, Specifications & Estimate”(commonly referred to as the “PS&E”) document, the sponsor must get approval from NHDOT prior to proceeding. After receipt of NHDOT concurrence, the sponsor may sign a contract with the low bidder.


B) The NHDOT SRTS coordinator will notify the Director of Project Development and Project Programming of the low bid award.


5) The contractor may then proceed with construction in accordance with the plans and construction contract. During the construction, the sponsor is responsible for construction supervision and oversight under the supervision of a licensed professional engineer or architect. This individual must be present for significant operations. Daily inspection is required to determine who is employed by the prime contractor and subcontractors.  


The sponsor is also required to arrange for materials testing in accordance with NHDOT’s memo on quality assurance found at http://www.nh.gov/dot/org/projectdevelopment/planning/srts/documents/Materialstestingmemo.pdf

NHDOT and FHWA may periodically inspect the project for contract compliance. Typically, some level of construction services and field inspection services are included in the engineering consultant contract.


6) The sponsor shall submit invoices, documentation of payment (e.g. cancelled check or register), and progress reports on a regular basis. The last invoice and report should include certification that all construction has been completed as designed and according to all Federal and State guidelines. (See Section 4.2, Reimbursements, and Appendix E of the “Manual for the Development of Projects” for guidance on billing procedures.)


7) The sponsor shall submit one set of reproducible as-built plans to the NHDOT’s SRTS coordinator. The as-built plans will be due following approval of the completed construction work and prior to final reimbursement of final construction costs.


8) Submit before and after photos to the SRTS coordinator.
9) Final reimbursement is authorized - celebrate! 


10) Once final reimbursement is completed, the Department will proceed (NHDOT’s Project Manager requests this through NHDOT’s Bureau of Finance and Contracts) to close out the project. No charges will be allowed after project close-out. Project records must be retained by the project sponsor for three years after project close-out by NHDOT.

Need Additional Funding?


NHDOT recognizes that engineering, construction and non-infrastructure costs may change from the time the SRTS grant application is filed and when the sponsor is prepared to move forward. If a community needs more funds, a written request with updated figures must be submitted to the SRTS coordinator. The coordinator has some flexibility in approving or rejecting such requests, but significant increases must be reviewed and approved by the SRTS Statewide Advisory Committee (SAC).

Any increase must be approved before the sponsor proceeds with the work. Costs that exceed the approved amount cannot be reimbursed. 
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