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SWAT Background

FDOT 2014 took close look at time and cost of 
preconstruction activities: 
•Although PD&E phase least costly, absorbs 

greatest time
• FDOT set out to transform project delivery 

process for state funded projects to increase 
efficiency and savings
• Statewide Acceleration Transformation (SWAT)
•Project management approach benefits both 

state funded and FHWA funded projects
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What is SWAT?
 Statewide Acceleration Transformation (SWAT) -Project Management Approach

 SWAT Teams Established:  Multi-disciplined and Experienced Practitioners

(MPO Liaison, Work Program, Management, Project Manager, DEMO, 
PLEMO,  Design, others..)

 Realistic Scheduling and Project Management technique for ALL projects

 Consider and establish if project to advance with state funds only

 ETDM Screening during Planning: Early identification of relevant issues, use of available 
information from evaluations in planning and other sources 

 Build Environmental Evaluation –Iterative yet Progressive

 Identify and conduct key analysis prior to PD&E study start to inform or streamline

 Customize PD&E Scopes of Services and project schedules

 Overlap design with PD&E –establish project management and contract approach 

 Continual feedback -monitor success and share best practices
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SWAT Team Purpose & Goals: The SWAT Team represents the best expertise of the 
agency, coming together to improve how FDOT operates

Current SWAT Team Organization Chart 
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District SWAT Teams: Support the Projects

▪ Hold SWAT planning and project kick-off meetings to focus 

the project scope and schedule

▪ Drive improvement through structured problem solving

▪ Push District innovations state-wide through Central SWAT

▪ Communicate process changes to PMs and Consultants

Central SWAT Team: Support the Districts

▪ Collect expertise and best practices across Districts

▪ Identify and deploy tools and programs to encourage 

continuous improvement

▪ Monitor progress of implementation

▪ Work with District SWATs to facilitate state-wide training



Improved state process expected to cut 
pre-construction time by 60-75%
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Procurement PD&E activity Design activityPlanning Both PD&E and Design

Existing process: average duration of 94 months across all project types

PD&E procurement PD&E Design procurement Design 

New process : average duration of 28 months across all project types
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Federal or State Funding

 SWAT approach is used on all PD&E projects
• Streamline and expedite project delivery
• Increase plans on shelf 

 Funding determination is made early during District SWAT 
planning meetings

 Consideration to state fund project
• SEIR instead of NEPA
• Time savings by reduced review/comment/approval 

steps 
• Greater flexibility 
• Excludes consideration under Section 4f 
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Other Considerations
 FDOT Work Program Instructions:
• Determine Non-federal Eligible (NFE) projects
• State funding is used unless FHWA process is required or the use  

of federal funds is justified

 Considerations to remain FHWA funded:
• On the interstate
• Using or involving Interstate ROW (e.g., air rights, adjacent, etc.)
• Facilities within and impacting federal lands such as National 

Parks or Forests, etc.
• Transportation Alternatives (TA) program
• Safety Program projects
• Off-system projects
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State funded projects may require NEPA

Federal permits/actions may be required 
•US Army Corps of Engineers 
•US Coast Guard
•US Fish and Wildlife Service 
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Federal Permit
 If a federal permit/action is required:
• Follow Section 106 of the National 

Historic Preservation Act to address 
historic or archaeological resources
• Follow Section 7, ESA

 If no federal permit/action is required, but a 
state permit is:
•Consult with the Florida Division of 

Historical Resources 
• Follow Section 10, ESA
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State Funded Documents
No federal funds for ANY phase- NFE

 FDOT projects
•Non-Major State Actions (NMSA)
• State Environmental Impact Report (SEIR)

Non-FDOT projects
• Project Environmental Impact Report (PEIR) 

Revising Part 1, Chapter 10 , PD&E Manual
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Changes

Combined the NMSA and SEIR 
documentation into an FDOT Project 
Evaluation Form

Now a single evaluation process with 2 
outcomes

Separate Forms for FDOT and non-FDOT 
projects (PEIR)

Engineering Analysis included in the 
document, no separate Preliminary 
Engineering Report (PER) needed
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FDOT Project Evaluation Form Overview

Section A
•Completed during SWAT planning 

meeting
Section B
•Completed during SWAT project kickoff 

meeting
Section C
•Completed during PD&E
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Use SWAT Deliverables

List of projects for gaming, sorted into state 
funded and federal funded
•NFE Identifier
•Coordinate with Work Program

Preliminary view on anticipated Class of 
Action assigned to each project

List of NMSA projects, which the SWAT 
team no longer discusses

List of projects to put through ETDM
Section A of the FDOT Project Evaluation 

Form
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Section A – FDOT Project Evaluation 
Form
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Document Non-Major State Action
 If all answers in Section A, 3 Evaluation are 

no and
Project type is not defined in Section 

339.155(5)(b) F.S. as a major transportation 
improvement:
• Increasing capacity of a facility through 

the addition of new lanes 
•Providing new access to a limited or 

controlled access facility
•Construction of a facility in a new location
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Complete Block A
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FDOT Project Evaluation Form - Next
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After the Programming Screen has 
occurred use Section B of the FDOT Project 
Evaluation Form to:
• Scope the project-SWAT Kick-off
•Narrow the number of issues to be 

considered
•Determine the level of analysis that is 

needed
•Prepare focused PD&E Scope of Services

Modify the same form in which Section A 
was completed



Section B - FDOT Project Evaluation Form 
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Document SEIR
Finish preparing the FDOT Project 

Evaluation Form
•Use the draft that was started at the 

SWAT planning and kick-off meetings
•Revisit Section A and B and update based 

on analysis
 Include engineering information
Summarize technical reports and 

memorandums and reference them
•Complete Section C of the FDOT Project 

Evaluation Form
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Multiple Alternatives Consideration
A SEIR does not require examination of a 

range of alternatives
The District determines the number of 

alternatives
Consider multiple alternatives when:
•USACE Permit requires
•Need to avoid a historic structure
•Need to avoid substantial environmental 

impacts
• Substantial public controversy
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Section C – FDOT Project Evaluation Form
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After Signature of SEIR

District completes an Environmental 
Certification for State Funded Projects form

Project Commitment Record is transmitted 
to Design and Construction

Reevaluations may be needed
Part 1, Chapter 13
New Reevaluation form for SEIRs 
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Environmental Certification

24



Project Environmental Impact Report

Used by non-FDOT entities
• At their discretion 
• Required when the project lies on a

 Strategic Intermodal System (SIS)
 State Highway System (SHS) facility
A project advanced through a State 

Infrastructure Bank (SIB) loan
 If a PEIR is required, coordination must be 

ongoing with FDOT
 Compliance with federal, state, and local 

regulations is still required
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Project Environmental Impact Report

Not an FDOT document
Prepared following same procedures and 

requirements as SEIR
District responsible for providing oversight 

on the preparation
District reviews it, but does not sign it
Project Environmental Impact Report form 

and Acceptance Memo prepared

26



Non-federal Funded Projects
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Non-Federal Highway Funded Projects
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QUESTIONS? 
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