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Presentation Highlights

1
•PEPS Service Centers

2
•Mini Work Authorizations & How They Are Used

3
•Mini Work Authorizations in Action (Districts)

4
•Mini Work Authorizations in Action (Firms)

5
•Q&A
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Project Planning with Districts

4

ODA PM CRP PM

PHR PM BMT PM

LBB PM 

Jaime Vela, Jr.
Urban SCM
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Mini Work Authorizations & 
How they are Used

Jaime A. Vela, Jr., P.E.
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Expedited Work Authorizations Across the Disciplines
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Available for 
use on all 
disciplines

PS&E/Bridge 
PS&E

Schematic & 
Environmental

Utilities

H&H

Geotech

Materials

Traffic 

CPM 
Scheduling

CEI

Survey
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Note: This is not to be considered common practice, rather use as EMERGENCY only
Discussions with the Procurement Engineer and Service Center Manager are required in order to 

receive 

Need for expedited Notice to 
Proceed

 CEI Work Authorization

 This would assist in deploying 
consultant staff into the field 
ASAP

o IE: pre-construction 
meeting

Rapid project delivery required

 Need for PS&E development 
for lengthy project

 This Work Authorization would 
allow the survey to proceed

 Simultaneous development of 
the remaining scope of the 
project

Consists of 2 individual Work 
Authorizations

 The initial, “Mini-Work 
Authorization”

 The second, “Follow-Up” Work 
Authorization

Scenario 1: Scenario 2:Mini-Work Authorization

prior authorization
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Is a Mini-Work Authorization Right for Your Project?

Guidelines for Use
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Max Amount PayableMax Amount Payable

$500,000.00 maximum

Meant to fund 90 days of 
operating expenses

Review kept at the Service 
Center/District level

Signature Authority is at District 
level 

TimeTime

Tight timeline to begin 
work (15 days to NTP)

Typically 3-4 months in 
duration

6 months maximum
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Time to call PEPS!

Who are we?

What do we want?

When do we want them?

DISTRICTS!

CONTRACTS!

YESTERDAY!

How to Begin the Mini Work Authorization Process
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Use the contract documents provided to create the Exhibits for your Mini WAUse the contract documents provided to create the Exhibits for your Mini WA

Submit both forms to the Needs box for your Service Center (SC)

SC ensures placeholder for Follow Up WA is set

Submit both forms to the Needs box for your Service Center (SC)

SC ensures placeholder for Follow Up WA is set

Create 1 ICN for the Mini WA and 1 ICN for the Follow Up WACreate 1 ICN for the Mini WA and 1 ICN for the Follow Up WA

District PM will need to download and complete an Identification of Contract Need form (ICN) from 
the PEPS Website

District PM will need to download and complete an Identification of Contract Need form (ICN) from 
the PEPS Website
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You mean to tell me a Business Case Memo is Required?

11

Business Case Memo

Found on the PEPS Website under 

Quick Links>Business Case Memos & Signature Authority

Required regardless of the maximum amount payable, due to the 
need to explain the use of the Mini Work Authorization

Routed through the Service Center Manager and addressed to the 
D.E.
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BCM Scenario 1

13

District does not have the staff to complete the project

Justification for Follow Up

“The Mini WA allowed the consultant to provide the State with an abbreviated fee 
schedule for prompt execution. This aided in allowing the presence of the 
consultant at the pre-construction meeting while the remainder of the scope and 
level of effort were being developed.”

BCM language for Follow Up WA must contain 
language to explain information about the Mini WA, 

as well as justification for the Follow Up WA
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BCM Scenario 2
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To ensure the consultant will remain on the project, therefore avoiding the delays 
that would occur if we were to mobilize a new firm to the area

Justification for Follow Up

“The project was previously executed as a Mini WA on [Date] due to the need for a 
surveyor to proceed as the remaining scope was being developed. This resulted in 
a rapid project delivery.”

BCM language for Follow Up WA must contain 
language to explain information about the Mini WA, 

as well as justification for the Follow Up WA
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Once Mini WA documents are finalized and ready for processing, 
submit to the Process Box for your Service Center:

 Business Case Memo 
 Risk Analysis Form
 All Exhibits
 Exhibits A,B (Scope)
 Exhibit C (Work Schedule)
 Exhibit D (Fee Schedule)
 H-2 (HUB/DBE Forms)

PEPS Contract Specialist will prioritize, review, and execute document. 

Concurrent activity is key!

16

50-Day Metric is 
met by working 
concurrently on 
Follow-Up WA 
documents as 

Mini-WA is being 
processed by 

PEPS

25 days 
between 

Mini-WA & 
Follow-Up 

WA 

Turn in 
Mini-WA 

documents 
for 

processing
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A Service Center Manager’s Job is Never Done

17
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Mini WA in Action (District) 
Rick Betancourt, P.E.
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Mini-WA Origin
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Shortage of 
Personnel

• Loss of staff to oil 
field related jobs

• Struggle to retain 
qualified staff

• New, 
inexperienced 
staff 

CEI Needs 
Increased

• Letting volumes 
exceeded 
historical volumes 

• New project needs 
added monthly

• Availability of 
energy sector 
funds

Contract Needs 
Increased

• WAVE3 contracts 
pending execution

• Escalated projects 
letting

• Lack of available 
contract capacity 
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Obstacles-Consultant

•New concept
•Limited scope, minimal budget

Initial reluctance

•Mobilization issues
o Lodging

•Sudden need for staff
o Competition for limited available staff

Time constraint

•DBE goal issues
o Type of work varies

WA & SWA vs. Mini-WA & Follow-Up WA

21

Obstacles-TxDOT

•WA document creation doubled, became more complex
•PEPS processing time- Follow-Up WA

o Close call –services almost halted
•PEPS & CSD addressing/resolving issues in real time

Time

•Tracking burn rates
•Invoicing

Budget 

•From limited scope to remaining level of effort

Scope 

22
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Pros

 Expedited Execution
 Limited Scope (LOE)
 Low CEI Cost- Under 

$1 Million

Cons
 Challenge meeting 

DBE Goal
 Challenge for CEI to 

mobilize staff
 Extensive monitoring 

required

Overall:
Innovative tool to quickly mobilize CEI firm in order to meet the District needs

Overall:
Innovative tool to quickly mobilize CEI firm in order to meet the District needs
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Mini WA in Action (Firm) 
Jose L. Rodriguez, P.E.
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Mini-WA From a Consultant’s Perspective

25

The Ask The Challenges

• Full scope of services

• Show full schedule 
duration with limited Mini-
WA duration

• Limited budget for 
approximately 3-4 months 
duration

• Development of mini-WA fee

• Immediate mobilization of staff

• Continuous development of fee

• DBE commitments 

• Invoicing issues due to: 
o Reallocation of funds 

within the Mini-WA
o Transitioning from Mini-

WA to Follow-Up WA

Initial reaction
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Mini-WA from a Consultant’s Perspective
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• What if there is a gap between Mini-WA and Follow-Up WA?
• Limited invoicing flexibility
• Mobilizing sub-providers and DBE

o Sub-agreements, availability, and Schedule of Work

• Don’t over think it! Use FTE vs WBS/Task approach
• Require teamwork flexibility from everyone

• Use Retainer Agreements similar to the Legal Industry; Paid 
on a fixed rate for FTE Work Category

Risks

Solutions

Innovative Ideas
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What does a Mini-WA look like?

28
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Traditional LOE Development

29

A. Contractors Scope of Work
1. Attend pre-bid conferences
2. Attend and document Formal and Informal Partnering 

Meetings
3. Changes in the Work

• Provide the estimated cost of change orders and assist 
with negotiations, if requested.

Develop plans to address design needs due to field changes.
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Hindsight is .  .  .

30
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Refining LOE

Identification of unforeseen itemsIdentification of unforeseen items

Actual costs vs. realistic burn ratesActual costs vs. realistic burn rates

• Contractor’s hours of operation
• Production rates
• Changes in phasing
• Overtime (OT)

Contractor’s actual vs. planned scheduleContractor’s actual vs. planned schedule

• DBE commitment
• Lab & testing needs

Planning of resourcesPlanning of resources

31

Questions and 
Discussion

32
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Jaime A. Vela, Jr., P.E.
Urban Service Center Manager

Jaime.A.Vela@txdot.gov

512-416-2007

Rick Betancourt, P.E.
Odessa Director of Construction

Rick.Betancourt@txdot.gov

432-498-4745

Jose L. Rodriguez, P.E.
Construction Services Manager

Jose.Rodriguez@hdrinc.com

972-732-2106


