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1 •Work Authorization Request and Development

2 •Work Authorization Assignment

3 •TxDOT Project Manager Responsibilities

4 •Work Authorization Required and Support Documents

5 •Common Mistakes in Draft Work Authorization Documents

6 •Questions and Discussion



Work Authorization Request 
and Development

3



2022 PEPS Conference November 30, 2022

Work Authorization Request and Development
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Help! I need a Work 
Authorization! 
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Professional Services Contracting Training Requirements
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Role CTR600
Intro to PEPS 
Contracting

CTR620
PEPS 

Consultant 
Selection

CTR621
PEPS Contract 
Negotiations

CTR622
PEPS Contract and 

Work 
Authorization 
Management

Signature Authority 

Project Managers   

CST Members 

Contract/WA Negotiators  

Contract Administrators 

PEPS Managers   

PEPS Engineers   

PEPS Contract Specialists  

PEPS Invoice Specialists 

All other PEPS Employees 



2022 PEPS Conference November 30, 2022

Work Authorization Request and Development
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PEPS Service 
Centers
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Work Authorization Request and Development Process Steps 

Activity Documents <$1M Documents > $1M

Identify Contract Need (ICN) District/Division

Assign Contract/WA (Issuance) PEPS
Prepare & negotiation 
scope/level of  effort/schedule District/Division/Provider

Assemble WA document & ensure
scope matches contract PEPS

Execute Documents PEPS to DD PEPS to Contract Services

7

Document accountability follows Signature Authority. Documents <$1M will 
receive a cursory review and PS-CAMS entry by PEPS, then forwarded to 
consultant for partial execution, and then to District/Division for execution 
via DocuSign.
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2 working days
PEPS to assign WA to D/D

25 working days
D/D PM submit WA documents to

PEPS

12 working days

4 working days
PEPS review and send to CSD

2 working days
CSD review and return to PEPS

1 working day
PEPS sends to PM for revision

5 working days

2 working days
PEPS sends to consultant for  

partial execution

2 working days
Consultant returns partial to

PEPS

1 working day
PEPS send partial to CSD for final  

execution

1 working day
CSD routes to proper signature  

authority for final execution

5 working days
Proper signature authority

approves and executes WA

Work Authorization Timeline: 50-Day Metric

Assignment  
and  

Negotiation

27 working days

Review Partial  
Execution*

Approval
and Final
Execution*

6 working days

5 working days
PM revises and returns to PEPS

* NOTE: For WAs greater than $1M, CSD will route for partial and final execution. 

8
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Identification of Contract Need
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Identification of Contract Need
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• TxDOT PM Creates ICN - Download ICN at:
• PM Submits to their PEPS Service Center 

(SC) Process Box
• PM completes Section A of the ICN
• PM provides the Justification/Impact of 

Non-Approval for their request
• PM provides WA priority level

• PEPS will complete Section B of the 
ICN.

• PEPS will assign a contract/WA for use 
(via email) 

https://tntoday.dot.state.tx.us/PEPS/Documents/Site%20Documents/Management%20Adm
inistration/ICN.xlsm

https://tntoday.dot.state.tx.us/PEPS/Documents/Site%20Documents/Management%20Administration/ICN.xlsm
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Identification of Contract Need Submission
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PEPS Service Centers Request/Need Box
Austin Service Center PEPS_AUS_Request@txdot

Dallas Service Center PEPS_DAL_Request@txdot

El Paso Service Center PEPS_ELP_Request@txdot

Fort Worth Service Center PEPS_FTW_Request@txdot

Houston Service Center PEPS_HOU_Request@txdot

San Antonio Service Center PEPS_SAT_Request@txdot

Service Center for Divisions PEPS_SC-DIV_Need@txdot

Urban Districts Service Center PEPS_Central_Need@txdot

Rural Districts Service PEPS_Rural_Need@txdot.gov



Work Authorization Assignment
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Work Authorization Assignment 
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State Funded ID Contracts

 WA assignments are issued in order rank on a 
rotational system.

 After one rotation through the series, assignments 
made based on contract capacity.

Federally Funded ID Contracts

 First WA assignment made to top ranked provider.

 Subsequent WA

 Most qualified provider selected for work 
needed– DD PM evaluate 
proposal/interview and PM resume. 

 Provider selection documented in 2nd tier 
evaluation memo, BCM/routing memo. 

Additional Factors to Consider
 Provider performance - supported by negative evaluation
 Resource availability
 Conflict of interest (Utility or CEI)
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Assignment Example Email

•1 You will receive an email with your  
contract assignment.

• This will include a way to contact the  
consultant PM, a copy of the contract,  
and some other important  
information including a PM Checklist

•2 PEPS will also email the Consultant  
PM and (cc the TxDOT PM) to be  
prepared to work with you (that email  
will not contain the “estimated  
amount”.

1
4

14
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TxDOT Project Manager Responsibilities 

TxDOT PM is responsible for developing the 
appropriate scope for the project
• There are no general scopes at the WA level.
• The scope should clearly identify the tasks involved, assumptions, 

specifications, requirements, quantities, and interim and final 
deliverables.

• The provider is only OBLIGATED to do what is identified in the scope 
of work.

• The scope should be acceptable to both sides before level of effort is 
negotiated. 

16
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TxDOT Project Manager Responsibilities 

TxDOT PM is responsible for developing an 
independent level of effort estimate as preparation for 
negotiations with the provider
• PM shall also evaluate and negotiate the provider’s level of effort 

proposal in comparison to their independent level of estimate.
• Where major differences exist (higher or lower), it is important to 

discuss assumptions and expectations of both sides to determine 
if or where additional clarification may be needed in the scope to 
support the level of effort expected. 

17
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Scope Development Tips
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Scope, Tasks and Deliverables 
• Utilize scope as the primary means of communication.
• A tight scope prevents many issues and reduces risk for both TxDOT and the  

Provider.
• Assume if a task isn’t in the scope that it won’t be completed.
• Scope language does not repeat standard contract provisions (i.e., 

Attachment A  General Provisions).
• Be specific about deliverable expectations, e.g., four progress reports

Parties
• Assume a different PM will be responsible for project completion.
• Consider other governmental agency involvement.
• Coordinate with other District/Division staff (i.e., subject matter experts).
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Scope Development Tips
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Project
• Visit the project site – identify needs and build solutions in the scope.
• Review previous/ongoing related projects.

Dates
• Identify critical deadlines/letting dates.

Writing Techniques and Formatting 
• Pay attention to general formatting (margins, spacing, justifications, etc.)
• Use ‘State’, not ‘TxDOT’ for all references. The only exception is if there is a 

reference to a TxDOT manual.
• Spell out all acronyms the first time they are used.
• The State WILL; the Engineer SHALL.
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Negotiating Level of Effort 
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• TxDOT PM will identify the project for the WA and negotiate a preliminary scope 
with tasks and deliverables clearly defined, prior to starting level of effort (LOE) 
negotiations. 

ID Contracts

• TxDOT PM will define the phase or portion of the contract scope which will be 
included in the WA  and evaluate the LOE for the contract and edit it to set the 
estimated LOE and budget for the WA. 

SD Contracts
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Negotiating Level of Effort - Three Phases of Negotiations 
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• TxDOT PM will request a LOE Tool for PS&E projects from PEPS COE or Service Center
• TxDOT PM will develop an initial LOE using the negotiated scope 

Planning

• TxDOT PM will send the scope, project information, and work breakdown structure (WBS) to 
the prime provider’s PM and request an independent LOE. Meetings may be held to flush out 
the scope. 

Launch 

• TxDOT PM will evaluate LOE received from provider PM and compare against their LOE and 
counter. 

Negotiations 
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Contract Payment Types
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Specified Rate
Ideal for projects without well-defined 
scopes. Payment is based on actual 
hours worked.  

Cost Plus Fixed Fee
Ideal for projects with less predictable 
project scope or to align with FHWA 
desire to reimburse actual costs on a 
federally-funded project.

Lump Sum
Ideal for projects with predictable, well-
defined scopes.  Payment is based on 
actual work produced and includes 
documentation, review and approval of 
deliverables.



Work Authorization Required 
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Work Authorization Required Documents

WA Components Exhibit Guidelines 
Signature Page Use current Templates:  https://tntoday.dot.state.tx.us/csd/Pages/Homepage.aspx

Exhibit A
Services Provided by the State

Use native Attachment B and Rename

Exhibit B
Services Provided by the 
Engineer

Use native Attachment C and Rename
Remove tasks that will not be used or include the title and non-applicable
Language should match Master, for ID contracts add details that align to 
specific tasks within the master

Exhibit C
Work Schedule

Gantt chart preferred
Include Start Date:  WA execution date
Include Termination Date negotiated with Provider

Exhibit D
Fee Schedule

Use Attachment E templates, Include summary page, ensure Level of effort is 
on separate excel tab from ODE and UC

Exhibit H-2 Include Provider and Subprovider Information, tasks description and totals
Ensure emails and signature authorities are correct

24

https://tntoday.dot.state.tx.us/csd/Pages/Homepage.aspx
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Work Authorization Support Documents
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Support Documents
Business Case Memo (BCM) For agreements $1M or greater

For All Supplemental Agreements (SA) 
Risk Analysis (RA) Begins at Procurement Process
Nepotism Disclosure Form Required for all agreements
Training Cover Sheet Not required but verified by PEPS Contract Staff
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Exhibit A Example – Services to be Provided by the State 
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Exhibit B Example – Services to be Provided by the Engineer 
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Exhibit C Example - Work Schedule

Activity ID Activity Name Duration Planned  
Start

Planned  
Finish

PS&EPS&E 621d 11/13/20 04/30/23

GENERAL 498d 11/13/20 11/02/22

0d 11/13/20

0d 02/16/21

0d 12/30/21

0d 02/16/22

0d 11/22/21

0d 04/04/22

0d 07/05/22

0d 01/13/22

0d 04/27/22

0d 07/22/22

0d 10/03/22

0d 11/02/22

FC102(110 371d 11/13/20 05/04/22

242d 11/13/20 10/28/21

83d 09/01/21 12/30/21

170d 09/01/21 05/04/22

FC120(120 98d 01/21/22 06/09/22

GENERAL MILESTONES
GEN.01 Start Date = Date of Execution
GEN.35 RR Exhibit  GEN.37 DSR/DTSRT
GEN.40 Bridge Layouts  GEN.50     30%
Submittal

GEN.60     60% Submittal
GEN.70     90% Submttal
GEN.71 Utilitiy Coordination Meeting (30%) GEN.72 Utilitiy
Coordination Meeting (60%) GEN.73 Utilitiy Coordination
Meeting (90%) GEN.90 100% Submittal
GEN.99 Final Signed Sealed Submittal FC 102(110)

FEASIBILITY STUDIES
1. Data Collection & FieldReconaisance
2. Design Criteria
110.5 Geotech Borings and Investigation  FC 120(120) 

SOCIAL/ECON/ENVIRONSTUDIES
120.1 Informal Meetings / Exhibit Prep

98d 01/21/22 06/09/22

Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul

2021 2022

Start Date = Date of Execution

RRExhibit

DSR/DTSRT

Bridge Layouts

30% Submittal

60% Submittal

90% Submttal

Utilitiy Coordination Meeting (30%)

Utilitiy Coordination Meeting (60%)

Utilitiy Coordination Meeting (90%)

100% Submittal

Final Signed Sealed Submittal

Data Collection & FieldReconaisance

DesignCriteria

Geotech Borings and Investigation

Informal Meetings / Exhibit Prep

2020

Aug Sept Oct Nov Dec Jan Feb MAr Apr

2023

28
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Exhibit D Example - Fee Schedule 

29



2022 PEPS Conference November 30, 2022

Exhibit H-2 Example - Subprovider Commitment
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Business Case Memo 
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What Is It?
Memo describing the rationale for 
procurement event or contracting 
action (e.g.,Work Authoriztion, 
Supplemental Agreement) that is 
developed by the TxDOT PM.  

Why Is It Needed?
To ensure project managers and 
PEPS staff consider all contracting 
alternatives to help develop the 
best solution.

Guarantee the signature authority 
understands advantages, risks, 
and vital information required to 
make an informed decision.
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Risk Analysis 
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Important Information about 
Risk Analysis 

• Use correct version.
• Required for all contract 

actions.
• If work authorization has a 

high risk factor, then the 
contract is deemed high risk.

• Include a strategy to manage 
any medium to high risks.

• Work authorization cannot be 
executed without it.
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Nepotism Disclosure Form
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What Is It? 

Who Needs To Sign?
State law requires the form to be completed by state employees 
that, makes decisions or recommendations regarding the 
contract term or conditions, prepares bids or proposals, 
particiapates in selection and prepares solicitation. 

This Includes:
WA Project Manager, WA Signature Authority, PEPS 
Procurement Engineer, Contract Project Manager, Contract 
Administrator, Contract Manager, Contract Specialist and CSD 
Staff.
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Submitting Your Work Authorization for Review
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PEPS Service Centers Process Box
Austin Service Center PEPS_AUS_Request@txdot

Dallas Service Center PEPS_DAL_Request@txdot

El Paso Service Center PEPS_ELP_Process@txdot

Fort Worth Service Center PEPS_FTW_Process@txdot

Houston Service Center PEPS_HOU_Process@txdot

San Antonio Service Center PEPS_SAT_Process@txdot

Service Center for Divisions PEPS_SC-DIV_Process@txdot

Urban Districts Service Center PEPS_Central_Process@txdot

Rural Districts Service PEPS_Rural_Process@txdot.gov



Common Mistakes in Draft 
Work Authorization Documents
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Common Mistakes in Draft Work Authorization Documents
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• Provider and subproviders name 
shown incorrectly

• Wrong labor classifications and rates 
used

• Fee schedule calculation errors
• Scope doesn’t follow contract scope
• Termination date beyond contract 

termination date 
• Missing exhibits and support 

documents
• Incomplete exhibits and support 

documents
• Inconistant formating
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Common Mistakes in Draft Work Authorization Documents
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Don’t get caught on a Merry-go-Round 
• Be responsive 
• Communicate timelines and project 

commitments 
• Work with contract staff to address 

questions
• Provide requested information in a 

timely manner



Questions and 
Discussion



Tamika Griffin
Contract Administrator, Service Center for Divisions

Tamika.Griffin@txdot.gov

512-416-2062
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