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VDOT Urban Program – 
Introduction 

 
• The individuality of the municipalities of the Commonwealth of 

Virginia has long been recognized. The relationship between certain 
cities and towns and the Department of Transportation is one of 
mutual responsibility and cooperation in regard to street maintenance 
and construction.  

• The Code of Virginia establishes the eligibility criteria of localities for 
receiving funds for street maintenance payments and apportionments 
for highway construction work.  

• These localities are responsible for maintenance and operation of their 
highway systems.  

• The Code also provides for the Commonwealth Transportation Board 
to allocate such funds to the municipalities for construction projects. 
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VDOT Urban Program – 
General Information 

 
There are currently 84 municipalities in the urban system as defined 

under Sections 33.1-23.3 and 33.1-41.1 of the Code of Virginia.  
A municipality qualifies for the urban program by satisfying any of the 

following requirements: 
• All cities regardless of population;  
• All incorporated towns of more than 3,500 population according to the latest 

U.S. Census or by evidence of population;  
• Six incorporated towns (Chase City, Elkton, Grottoes, Narrows, Pearisburg, and 

Saltville) which maintained streets under (repealed) Section 33.1-80.  
• The towns of Wise, Lebanon, and Altavista pursuant to Section 33.1-23.1.  
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Urban Maintenance Program 
 Eligibility of Localities and Roads/Streets 
 Maintenance Payments 
 Maintenance Inventory 
 Eligible Maintenance Activities 
 Financial Accountability 
 Annual Inspection and Performance Reporting 

 
Urban Construction Program 

 Eligibility 
 Participation 
 Project and Program Administration 
 Special Funding Programs 
 Project Delivery Options 

 
New Initiatives 

 Overweight Permit Fee Revenue 
 Locally Maintained Pavement Condition Assessment  
 Roadway Network System Urban Conversion Project 
 Local Stakeholders Group 
 

 
 

Urban Maintenance/ Construction 
Program Agenda 
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Urban Maintenance Program  
 

Eligibility Requirements for Maintenance Payments: 
– Urban street acceptance criteria established in Code Section 

33.1-41.1 
– CTB approves mileage additions/ deletions 

Payment - General 
– Payments based on moving lane miles (available to peak-hour 

traffic) 
– CTB approves payment amounts to localities 
– Localities annual growth rate is based upon the base rate of 

growth for VDOT’s maintenance program 
– Payments to localities made quarterly 

Payment Categories/ FY14 Rates – Functional Classifications 
1. Principal and Minor Arterial Roads: $18,684 per lane mile 
2. Collector Roads and Local Streets:  $10,970 per lane mile 

Overall FY14 Urban Maintenance Budget ≈ $336M 
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Eligibility Requirements for 
Maintenance Payments (Example 1) 
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Eligibility Requirements for 
Maintenance Payments (Example 2) 
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Maintenance Program Comparison – FY13 

 $338.2  
18% 

 $435.2  
24% 

 $416.4  
23% 

 $375.5  
20% 

 $178.2  
10% 

 $86.2  
5% 

FY13 Maintenance Funding Distribution  
(in millions) 

Interstate Maintenance 

Primary Maintenance 

Secondary Maintenance 

Payments to Cities and 
Counties 
Operations 

Management & Direction 
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Urban Maintenance Program (Continued) 
Weldon Cooper Center Financial Summary 

 Financial Accountability: 
• Required annual reporting to Commonwealth Transportation Board 

(CTB) 
• In 2004, the CTB adopted Weldon Cooper Center Financial Survey 

as reporting mechanism 
• Report all expenditures for Maintenance and Construction activities 

• Maintenance activities include;  pavement, traffic control devices & 
operations, drainage, structures & bridges, engineering, emergency snow 
and ice removal, other emergency services, other traffic services 
(roadside), and general administration and miscellaneous 

• Construction expenditures include; capital outlay activities, right-
of-way, engineering (where separable), and construction 

• Included in locality’s annual CPA audit 
• Surveys are required to be completed on Weldon Cooper Center 

website by March 15th each year 
• The Survey information is utilized to meet both state and federal data 

reporting requirements 
• Survey shows that on average, localities are expending 40% more 

than their annual state maintenance payment 
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Weldon Cooper Center Financial Summary 
(Sample Spreadsheet) 
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Urban Maintenance Program (Continued) 
Annual Arterial Inspections 

Inspection Requirements: 
• Inspections include all roads and streets which are functionally classified 

as principal arterial and minor arterial 
• Required to be completed annually and results sent to VDOT’s LAD 
• VDOT and Locality staff should review deficiencies together prior to 

submission  
• Should meet the Departments minimum Standards of Maintenance 

(identified in Appendix E of VDOT’s Urban Manual) 
Purpose: 
• To identify deficiencies and to expedite corrective actions 
• Safety issues should be corrected immediately  
Re-inspections: 
• Deficiencies should be re-inspected after six months 
• Corrective action or a plan of action that addresses each deficiency 

should be presented and made available  
• Failure to address deficiencies could result in a deletion of the lane miles 

from the localities payment 12 



Urban Construction Program 

Eligibility: 
• All cities and towns eligible for allocation of construction funds for urban 

highways under section 33.1-23.3 of the Code of Virginia 
Participation: 

• 30% of the combined funds made available under section 33.1-23.1 are 
apportioned to the Urban System 

• Localities are required to provide a 2% match for the federal/ state urban 
formula dollars 

• Localities can use 2/3 of the Urban Allocations for reimbursement of debt 
incurred for eligible project costs 

Project and Program Administration: 
• Urban Construction Projects are prioritized by the localities for inclusion in 

the VDOT Six-Year Improvement Program (SYIP) 
• Localities can request to administer the projects in the SYIP 

Special Funding Programs: 
• Localities are eligible to apply for other special funding programs (i.e. HSIP, 

RSTP, CMAQ, Revenue Sharing, etc…) 
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Project Delivery Options Available 
 

 
Local 

Project 
Administration 

Locality administers 
individual Project  – 
Reference VDOT’s 
LAP Manual 

 

UCI Member  

(Non-
Certified) 

Locality 
administers  
Urban Program 
– Reference 
VDOT’s UCI 
Guide 

 

UCI Member 

(Certified) 

Locality administers 
Urban Program 
using Streamlined 
Project Delivery 
Process – 
Reference VDOT’s 
UCI Guide 

Approved on a project by 
project basis 

Programmatic 
Approval 
 

Programmatic 
approval with 
Streamlined 
Process 
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VDOT 
Project 

Administration 

VDOT administers 
individual Project 
on behalf of locality 
– Reference VDOT 
Road & Design 
Manual 



 
 

New Initiatives 
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Overweight Permit Fee Revenue 

• Per 2012 General Assembly Amendment  
• (Code Sections; 46.2-1140.1, 46.2-1143, 46.2-1148, and 46.2-

1149.1) 
• Annual overweight permit fees will be distributed on the basis 

of lane mileage to localities along with their urban 
maintenance quarterly payments beginning in FY14 

• Approximately $140 K was distributed for FY14 
• Average of $5.38 per lane mile 

• Approved Mileage and Payment Available at: 
http://www.virginiadot.org/business/local-assistance-
programs.asp#Urban Highways 
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Locally Maintained Pavement Condition 
Assessment: 

Background - How Did We Get Here? 

CTB discussion / questions regarding the equitable distribution of 
maintenance funds across systems and localities 
• Payments to Municipalities (functional class) 
• Payments to Arlington & Henrico (all roads) 
• Spending on VDOT Primary and Secondary System by District/Urban 

vs Rural  
• MN funding may be more equitably distributed by a formula that 

incorporates a prioritized needs-based factor along with a 
commitment to maintain our statewide assets, regardless of 
maintenance responsibility. 

CTB Requested Additional Review over 2011 / 2012 
• CTB subcommittee & Reformation of Local Govt Wrkgrp to: 

• Evaluate equalization of maintenance fund allocations  
• Develop recommendations for the effective and equitable distribution of 

maintenance funds  
• Develop recommendations to collect add’l local system condition and 

performance data 
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Results of Local Workgroup (presented to CTB June 2012): 
• Maintenance activities in urban localities that maintain their 

own systems are substantially different than that on most 
VDOT-maintained county roads. 

• It is very difficult to make direct comparisons between VDOT & 
Local performance/spending/needs 

• Performance measures must keep the differences in mind 
when implementing statewide standards 

• An analysis and comparison of needs across systems is 
desired before recommending changes. 

• Utilize VDOT’s pavement condition contract to collect data on 
local arterial system 
 
 
 
 

Locally Maintained Pavement Condition 
Assessment: 

Background - Continued 
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Local Pavement Data Collection 
 

Local Arterials Pavement Condition Analysis 
• Summer 2012 – Spring 2013   
• 84 Localities (82 Cities/Towns, Arlington & Henrico Counties) 
• Collected Arterial Routes Only 

• Collected 5,875 Lane Miles (approximately 20% of Locally Maintained Lane 
Miles)  

Local Arterial Routes consist of 63% Primary Routes 
• Compared Locality Primary Extensions to VDOT Primary Routes 
• Compared Locality Non-Primary Routes to VDOT Secondary Routes 

Looked at “Deficient” Arterial Pavements 
• Critical Condition Index (CCI) below 60 

• Scale 0 to 100 (100 represents pavement with no visible distresses) 
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% Deficient Pavement  
Local Primaries / VDOT Primaries 
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Local Pavement Data Collection 
Conclusions 

• At the June 2013 CTB Meeting, VDOT shared the results of the 
pavement collection data with the CTB members 

• CTB asked VDOT to conduct a case study to compare results of 
a locally maintained municipality with a VDOT maintained 
locality 

• VDOT is in the process of comparing pavement data between a 
VDOT maintained locality to a locally maintained urban locality 

• Results will be presented to the CTB in October 
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Roadway Network System Urban 
Conversion Project 

Roadway Network System (RNS) 
• RNS provides the means of tracking and managing Virginia’s road inventory 

and associated assets and attributes in a tabular, linear, and geospatial context 
• The RNS Project became the RNS Program in 2010. The Program consists of 

multiple projects  

Urban Conversion Project (UCP)  
• Develop and execute the process to convert ‘urban data’ (UMIS), VDOT CL & 

data, and VGIN CL & data 
• UCP Key Items… 

• Converts urban road data, VGIN CL & data, VDOT CL & data with CET & 
ICT tools 

• Massive data CL data conversion effort – touches every mile of road in 
Virginia 

• Normalizes street names based on NENA standards 
• For the first time ever, VDOT will be able to map all roads in Virginia 
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Local Government Stakeholder Group 
Locally Administered Projects  

 Local Government Stakeholder Group: 
•   To facilitate the effective performance of the Locally Administered Projects (LAPs) 
Program 
Membership: 
•   Limited to 12 -15 members 
•   Locality representation was to ensure a mix of Urban and County, those 
administering federal aid and state aid projects, and those administering large and 
small projects, to include non-traditional transportation projects (alternatives), and 
geographic distribution 
Purpose: 
•   Provides a venue for LAD’s external customers to provide input into the outreach 
efforts of the LAP Program 
•   Ensures that LAD’s efforts align with the actual needs and concerns of local 
governments administering VDOT funded projects 
•   Used to help facilitate and provide input to any major initiatives of the LAP 
Program  
•   LAD staff would be able to obtain the opinions and recommendations of its 
external stakeholders to: (1) strengthen partnerships (2) improve goal alignment 
and (3) avoid future confusion during the implementation of major initiatives 
Meeting Frequency: 
•   Stakeholders group would meet twice each year 
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Locally Administered Projects  
Local Government Stakeholder Group 
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Urban Construction Initiative (UCI) 
 



Urban Construction Initiative 

What is it? 
As defined by the Code of Virginia,  
 
    “The governing body of any city or town may, with the consent of the 

Commonwealth Transportation Board, expend urban system highway 
construction funds allocated annually to the city or town by the 
Commonwealth Transportation Board for the design, land acquisition, and 
construction of transportation projects that have been included in the 
Commonwealth Transportation Board's Six-Year Improvement Program and 
for the resurfacing, restoration, rehabilitation, reconstruction, and 
improvement of streets within the city or town for which the city receives 
maintenance payments under § 33.1-41.1” 
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Project Delivery Options Available 
 

 
Local 

Project 
Administration 

Locality administers 
individual Project - 
Reference VDOT’s 
LAP Manual 

 

UCI Member  

(Non-Certified) 

Locality administers  
Urban Program – 
Reference VDOT’s 
UCI Guide 

 

UCI Member 

(Certified) 

Locality administers 
Urban Program 
using Streamlined 
Project Delivery 
Process – 
Reference VDOT’s 
UCI Guide 

Approved on a project by 
project basis 

Programmatic 
Approval 
 

Programmatic 
approval with 
Streamlined 
Process 

27 



Urban Construction Initiative 
UCI Municipalities (Currently 14 Cities/Towns): 

FY 2005: Hampton, Richmond, Virginia Beach 
FY 2006: Charlottesville 
FY 2007: Harrisonburg, Bridgewater 
FY 2008: Lynchburg 
FY 2009: Blacksburg, Dumfries 
FY 2010: Colonial Heights 
FY 2011: Newport News 
FY 2012: Chesapeake, Purcellville 
FY 2013: Danville  
 

UCI Certified Municipalities 
   FY2012: Virginia Beach 
 
Who is Eligible? 
 Any governing body of any city or town that receives funding of urban 

system construction projects under Virginia Code Section 33.1-41.1 28 



Urban Construction Initiative 

What the program is… 
• Local control of Program/Project 
• Integrating land use and transportation projects 
• Keep decision-making close to the “customer” 
• Streamline and expedite project delivery 
• Financial advantages 
• Partnership with VDOT 
• Prerequisite to UCI Certification 
 

What the program is not… 
•  Replacement for VDOT/FHWA requirements 
•  Avoiding local project and citizen concerns 
•  Complete autonomy from VDOT 
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Task LAP UCI 
Project Agreements Yes (Special Funds Only) 

State Funded Projects Certify/Reimburse No 

Phase Authorization Yes Yes (Certification Letters) 

NEPA/ Reevaluation Yes Yes 

Plan Reviews (L/M/H) Yes Yes 

Value Engineering Yes No 

Title Sheet Signatures Yes No 

PS&E Yes Yes 

Bid Packages Certified by 
District Yes Yes 

Pre-Award Audit (ECAD)/ 
FAR Yes Yes 

Civil Rights Yes Yes 

Construction Award Yes Awarded by Localities 
Reimbursement of Federal 

Funds Yes Yes 

Urban Construction Initiative 
  

VDOT Involvement? 
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Urban Construction Initiative 

What are the benefits of being a UCI member? 
  
Flexibility in project delivery 

• Localities understand local issues better than VDOT 
• Traffic issues, drainage concerns, property impacts, political issues 

 
Networking with other localities 

• Sharing project/program experiences & lessons learned 
• Ensure that VDOT is interpreting policies consistently across the state 

 
Access to VDOT resources through Local Assistance  

• Knowing who to talk to 
• Better understanding of internal VDOT policies and processes 
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Urban Construction Initiative 

What are the benefits of being a UCI member (con’t)? 
  
More accountability and responsibility for program/project delivery 
• We learn more when we actually go through the process 
  
Decision making on programmatic priorities 
• More flexibility with establishing federal strategy plan and funding schedule 
 
Financial advantages (when formula funds are available) 
• Less VDOT oversight and more streamlined processes 
• Quarterly payments are made to locality and interest accrured can be used 

for transportation projects  
• Demonstrating project delivery proficiency can help when surplus funds need 

to be spent 
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Urban Construction Initiative 

How do I sign up?  
 
1. Submit a “Letter/Resolution of Intent” to consider joining by Dec 31 
 - Non-binding 
 - Local Project Team is formed to assist the locality assume the construction 

program.  
 - opportunity to learn more about the program, network with UCI 

communities, participate in UCI functions.   
2. Program Administration Agreement 
 - Formal construction responsibility assumed locally 
  
http://www.virginiadot.org/business/local-assistance-firstCities.asp 
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UCI Certification 
Virginia Beach Certification 
 



What is UCI Certification? 

Opportunity for UCI qualified members to receive 
delegated authority from VDOT for project 
administration: 
 
• Modeled after FHWA/VDOT relationship  outlined in their Joint Efficiencies 

Agreement 
• Minimal VDOT oversight 
• Does Not take away any Project Development Requirements 
• Applicable to State and Federally Funded Projects 
• Does not apply to projects on NHS; projects designated as Federal 

Oversight; and projects identified by Commissioner as Full State Oversight 
• Locality subject to project and program audit 
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Project Delivery Options Available 
 

 
Local 

Project 
Administration 

Locality administers 
individual Project - 
Reference VDOT’s 
LAP Manual 

 

UCI Member  

(Non-Certified) 

Locality administers  
Urban Program – 
Reference VDOT’s 
UCI Guide 

 

UCI Member 

(Certified) 

Locality administers 
Urban Program 
using Streamlined 
Project Delivery 
Process – 
Reference VDOT’s 
UCI Guide 

Approved on a project by 
project basis 

Programmatic 
Approval 
 

Programmatic 
approval with 
Streamlined 
Process 
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Eligibility Requirements 

• Locality has demonstrated their ability to administer and deliver a 
federally funded project 
 

• Locality has participated in the UCI program for a minimum of one 
(1) year and demonstrated programmatic responsibilities 
 

• Locality has no unresolved compliance issues with VDOT or FHWA  
 

37 



We don’t want to create a “mini-VDOT”, however:   
 
Controls and processes need to be in place 

• Finance, budget, procurement, legal, construction 
 
Resources need to be available 

• Can be local staff or consultant staff 
 
Organizational support is a must 

• Need support from the top down 
 
 
 

Things to Consider 
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Program Management Requirements 
 
• Fiscal Audit and Budget Systems 
• Civil Rights Program 
• Internal QA/QC Processes 
• Preliminary Engineering (PE) Authorization 
• NEPA & Permitting 
• Right of Way 
• Sole Source or Proprietary Procurement 
• Public Outreach Program 
• Consultant Procurement Process 
• Project Controls for Cost and Schedule 

 
 

Things to Consider 
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Project Delivery Requirements 
 
• Preliminary Engineering (PE) Authorization 
• NEPA & Permitting 
• Right of Way 
• Sole Source or Proprietary Procurement 
• Construction Authorization 
• Award of Construction Contract 
• Project Final Inspection and Acceptance 
 

 

 

Things to Consider 
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City of Virginia Beach 
UCI Certification Organizational Chart 
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City of Virginia Beach 
UCI Certification Transportation 

Division Organizational Chart 

42 



43 



UCI Certification - Advantages 
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UCI Certification - Advantages 

Construction Phase Authorizati on    Administer Construction Contracts    Project Completion   

Traffic Safety  
in Highway  
and Street  
Work Zone   

Construction  
Records and  
Procedures   

Project Files    

Contract  
Claims   

Daily Reports    

Quality  
Assurance  
Program   

Subcontractors   Final DBE  
Utilizat ion  
Report  
Development)   

Contract Time   Equal  
Employment  
Opportunity   

Labor  
Compliance   

Pre - 
Construction  
Meeting and  
Partnering   

Safety  
Provisions   

Project  
Supervision  
and Inspection   

6 . VDOT Final  
Voucher and  
Acceptance   

Report of  
Expenditures   

As Built P lans   

Acceptance  
Procedures   

Project  
Advertisement   

Contract Bid  
Opening    

Contract  
Awarded     

  

Contractor  
Value  
Engineering   

Owner Force  
Account Work   

Cost Control   

KEY   
Local  
Government  
Activity   
  

VDOT  
Activity   
  

45 



VDOT provides concurrence at project development 
points required by State and Federal Code: 

 
 PE Authorization 
 NEPA Document Approval 
 R/W Authorization 
 Sole Source or Proprietary (Equipment/Materials) 
 Construction Authorization 
 Final Acceptance  

UCI Certification - Advantages 
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Task LAP UCI UCI Certified 
Project Agreements Yes (Special Funds Only) No 

State Funded 
Projects Certify/Reimburse No No 

Phase Authorization Yes Yes (Certification Letters) Yes (Locality Certifies) 

NEPA/ Reevaluation Yes Yes Yes (Reevaluated by Locality) 
Plan Reviews 

(L/M/H) Yes Yes No 

Value Engineering Yes No No 
Title Sheet 
Signatures Yes No No 

PS&E Yes Yes Certified by Locality 

Bid Packages 
Certified by District Yes Yes Certified by Locality 

Pre-Award Audit 
(ECAD)/ FAR Yes Yes Certified by Locality 

Civil Rights Yes Yes Transitioned to Locality 

Construction Award Yes Awarded by Localities Awarded by Localities 

Reimbursement of 
Federal Funds Yes Yes Submit 1-pg invoice to VDOT 

 
UCI Certification 

  

VDOT Involvement?   
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Certification may not be for everyone 
• Localities need to weigh the risks and the benefits 
• Localities need to have an honest self-evaluation of their program 
 

Certification lies with the locality, NOT individuals 
• Loss of staff does not mean loss of certification 
 

Certification does not mean you are “on your own” 
• VDOT is still available and willing to assist 
• Locality should have some proficiency with project delivery 

 

Key Points of UCI Certification 
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Pre-Award Evaluation  
• Generally completed in ~3 weeks (time savings for processing contracts) 
 

Environmental Compliance 
• Single point of contact ensures consistency within the program 
• City is still working to refine internal processes and procedures 

 

Civil Rights 
• Transition is still in progress—mentoring by VDOT has been excellent 
• Internal processes are still being refined to ensure compliance 

• DBE goal setting & DBE goal compliance 
• Proper documentation for reimbursement 

 
 

 

Lessons Learned…So Far 
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Construction challenges 
• Good CEI support is critical 
• Workflow between City, CEI, Contractor, and A/E should be established early 

• Submittal routing, chain of command, progress reporting, interaction with 
City inspection staff, contractor billing, CEI billing 

• VDOT construction audits have been a learning curve for everyone 
• VDOT inspectors used to doing it the “VDOT way” 

– C-25 Source of Materials—City doesn’t have a Materials Division to 
approve each line item 

– C-31 Subletting Request—City doesn’t use a pre-qualified bidder’s 
list, so subcontractor approvals are not necessary 

– City uses a different form to track daily E&S inspections 
 

Lessons Learned…So Far 
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Lessons Learned…So Far 

How did this happen? 
• A lot of people were doing the 

right things, but it still happened 

How do we correct it? 
How do we prevent it 
from happening in the 
future?  
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Processes are still being refined 
 
Phase Authorization requires a few forms, but NO plans 
RW Phase 

• Certification letter, RW cost summary, utility estimate worksheet 
• VDOT wants to see a scroll to verify impacts for NEPA Re-eval 

CN Phase 
• Certification letter, federal criteria sheet, and cost summary 

 

A lot of behind the scenes work for the City and VDOT 
• Making sure staff understand what UCI certification means 
• Making sure transportation community understands what UCI Certification 

means 
 
 
 

Lessons Learned…So Far 
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City of Virginia Beach’s perspective:   
• UCI Certification is proving to be an excellent tool for 

streamlining project delivery and improving efficiencies 
within our transportation program  

Accolades from FHWA and other DOT’s  
•Stakeholder Partnering: 

•VA is 1 of 3 Champion States (VA, FL, NE) 
•Champion States: are identified to have good practices  

•Certification Program Initiative: 
•VA is 1 of 5 Model States (VA, FL, ME, MO, KS) 
•Model States: have a certification program a can be used as a 
model for target states  

•Inquiries from other states: Arizona, Indiana 
 

 

UCI Certification 
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And the next UCI Certified locality is…. 
 

??? 
 
 
 
 

UCI Certification 
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 Support and Resources 
 

Local Assistance Division 
 

•External Website:  a virtual cornucopia of information for the 
Urban, UCI and UCI Certification Programs and more. 
http://www.virginiadot.org/business/local-assistance.asp 
 
•Internal Website: 
https://insidevdot.cov.virginia.gov/div/LA/Pages/default.aspx 
 
•Local Partnership Team (VDOT functional area SME’s) 
 
•And of course your Local Assistance Division Staff… 
 
 
  

55 

http://www.virginiadot.org/business/local-assistance.asp�
https://insidevdot.cov.virginia.gov/div/LA/Pages/default.aspx�


Contact Information 
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Todd M. Halacy, P.E. 
Local Systems Policy Manager – VDOT Local Assistance Division 
Todd.Halacy@VDOT.Virginia.gov 
804-786-3438 

Sharon McGhee 
Local Finance Manager – VDOT Local Assistance Division 
Sharon.McGhee@VDOT.Virginia.gov 
804-225-4466 

 
 

David Jarman, P.E. 
Transportation Project Management Supervisor – City of Virginia Beach 
Djarman@vbgov.com 
757-385-4144 
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