What does the WSDOT Project
Manager do?

The WSDOT Project Manager
is ultimately responsible and
accountable for ensuring that
the rail project is completed on
time, on budget, and within the
scope of work. The WSDOT
Project Manager will take the
lead on developing the Project
Charter, project plans, project
funding agreements, and will
oversee all aspects of the
work to be performed. The
WSDOT Project Manager will
also ensure compliance with
state and federal laws and
regulations, process invoices,
and work closely with project
partners to guide the project to
a successful completion.

Who is on WSDOT’s Rail
Project Management Team?

WSDOT State Rail and Marine
Office Project Managers have been
trained by certified instructors
from the Project Management
Institute. WSDOT Project
Managers come from a variety

of backgrounds, but all have a
strong commitment to public
service, best project management
practices, open communication,
and accountability.

Contact Information

Phone: 360-705-7900
Email: rail@wsdot.wa.gov
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WSDOT Rail Projects:

A Guide For Funding Recipients

The Washington State
Department of Trans-
portation (WSDOT)
administers state and
federal grants and
loans for rail construc-
tion projects. WSDOT
partners with coun-
ties, cities, port dis-
tricts, short line rail-
roads, and others to
complete rail projects
on time, on budget,
and within the scope
of work envisioned by
the state legislature
and our state’s Con-
gressional delegation.

Rail transportation
funds must be spent
in a manner that
delivers the maximum
benefit to taxpayers.
This brochure will

help WSDOT’s
partners understand
how rail projects will
be managed by the
department, funding
recipient roles, and
the process for
working together to
improve the state’s rail
transportation system.

Why does on time, on budget
and within scope matter?

Governor Christine Gregoire and
the Washington State Legislature
established an ambitious goal for
WSDQOT: Deliver 90 percent of
transportation projects on time,
on budget, and within the agreed
upon scope of work. This goal
has been set so that WSDOT
continues to work diligently to
fulfill public expectations after
two successive transportation
tax increases in

2003 and 2005. As
project partners,

it is important that
funding recipients
understand the
process that WSDOT
will follow, starting
from the time that
project funds become
available, through the &g
planning, permitting, |
and construction

phases, and finally to project
completion and closure.

By working together to
successfully meet our project
delivery goals, the state
legislature and our Congressional
delegation are expected to
continue to provide public funds
for rail projects across the state.
Failure to meet these targets
could cause decision-makers

to direct funds to other non-rail
transportation projects.

A new crossover is installed near Lacey, Washington.




What steps will we take together?

Initiating Process

This is the exploratory phase
that allows us to understand the
mission, goals, and processes
of our respective organizations,
and how we will work together.
It establishes a framework

for the scope of work and
culminates in the establishment
of a Project Charter that will
guide how the various project
managers will proceed.

Planning Phase

Good planning is essential to a
successful project. The planning
phase is a very detailed part

of the project-and the most
important. We will work together
to develop the project schedule
and examine all the risks. We will
meet with all the stakeholders

to ensure that their needs and
views are considered in the
project plan. The project plan will
be used as our guide through
project completion.

Executing Phase

This is where we put the plan
into action and build the project.
Activities include coordinating
people and resources, obtaining
environmental clearances and
permits, submitting invoices

for payment, and dealing with
day-to-day issues as the project
moves toward completion. The
majority of the project budget will
be expended during this phase.

Monitoring and Controlling Phase

This process takes place through
every other phase, but especially

during the executing phase. We
will devise ways to check that

the project is on schedule and on
budget, and make the appropriate
corrections when needed. We will
monitor third party contractors

to make certain that construction
standards are being met and the
terms of the construction contract
are being fulfilled.

Closing Process

This is the final phase where
we finish the project, close out
contracts, make final payments,
and archive project records.
This is also the time to review
successes and what needs
improvement in the future

so that WSDOT can better
serve our project partners and
stakeholders.

What is a Project Charter and
why do we need one?

A Project Charter is a document
that’s designed to “get everyone
on the same page.” Project
Charters are commonly used

by WSDOT to outline the key
project elements and to ensure
that all project partners have

a shared understanding of the
work ahead. Project Charters
also serve as a foundation for
more detailed project planning.
WSDOT will work with rail project
funding recipients to develop a
Project Charter that will include
the following elements:

¢ Project purpose
¢ Project benefits
¢ Project scope of work

¢ Project managers and other
team members

¢ Key stakeholders

e Milestones/goals

¢ Legislative deadline

e Budget

e Communications

e Assumptions and risks

e Project sponsor signatures

What’s the difference
between a Project
Charter and a project
funding agreement?

A Project Charter outlines
the key project elements
and ensures that all proj-
ect partners have a shared
understanding of the work
ahead. A project funding
agreement is the legally-
binding contract between
WSDOT and a funding
recipient that enables
WSDOT to spend state and
federal funds for rail trans-
portation projects. When
the funds are distributed
as loans, loan repayment
terms will also be included
in the funding agreement.

WSDOT will take the lead
on developing the project
funding agreement. These
agreements are typically

reviewed by legal experts

|

representing WSDOT and
the funding recipient.

In most cases, public
entities such as cities,
counties, and port districts
must get final approval
from a council or board

of commissioners before
executing the funding
agreement with WSDOT.

How will project funds be
distributed by WSDOT?

Washington State law
requires that WSDOT

only distribute funds as
reimbursements for work that
has already been completed.
This applies to both rail
project grants and loans.

Once the project funding
agreement has been
executed, funding recipients
will submit monthly invoices
to WSDOT for actual costs
incurred during project
execution. The WSDOT
Project Manager will review
these invoices, work

with funding recipients

to clarify and correct any
discrepancies, and process
the invoice for payment.
WSDOT typically distributes
payments within 30 days of
receipt of the invoice.

Does WSDOT have any
reporting requirements
for funding recipients?

The WSDOT State Rail and
Marine Office requires all
funding recipients to submit
a monthly progress report
along with their monthly

invoice. This information is
used to monitor project scope,
schedule, budget, and risks.
The progress reports also

help support WSDOT’s public
communication activities.

The WSDOT Project Manager
will work with funding recipients
to develop the initial progress
reports. The WSDOT Project
Manager will also make

regular site visits to verify the
information included in the
monthly progress reports.

Why is WSDOT taking a
portion of the project funds
for project management?

The WSDOT State Rail and
Marine Office may withhold up
to five percent of the project
budget for staff time, travel,
supplies, and overall project
management. The balance

of the funds will be available
for preliminary engineering,
environmental documentation,
permitting, and construction as
outlined in the scope of work.

How will we share project
information with the public?

Clear and accurate communication
between WSDOT and taxpayers is
a key part of our business.

WSDOT publishes and regularly
updates project pages and status
reports on the department’s web
site, holds public meetings, and
develops printed materials for
each rail project. The WSDOT Proj-
ect Manager will work with funding
recipients to develop a communi-
cations plan that meets the needs
of the department, funding recipi-
ents, and the taxpaying public.

If the funds are issued as
loans and must be repaid,
what is the standard process
for repayment?

Loans issued by the WSDOT State
Rail and Marine Office are typically
for 15 years at zero interest.
Repayment will usually commence
one year after the project has

been certified as completed by the
WSDQOT Project Manager. Payments
are typically
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submitted to WSDOT
once per year.

The terms of
repayment will be
discussed during
the development
of the project

- funding agreement.

The repayment
schedule and
annual amount

of payment will

be included as

an exhibit in the
funding agreement.




