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Project Initiation and Authorization



Project Initiation
● Work directly with ADOT contact to provide required documents

○ CA Letter, Recap in excel format, Map of project location

● ADOT contact will initiate project authorization request with Resource Administration by 

providing required documents via email to resourceadmin@azdot.gov

● Request authorization when the project is ready to begin to prevent project from 

becoming federally inactive 

● Project must be fully authorized by the Federal Highway Administration (FHWA) prior to 

any expenditures or costs will be ineligible for federal reimbursement



Authorization Request
● CA Authorization Requests include:

○  Preliminary Engineering 

■ Letter of Authorization and Project Agreement (AZPR2X), Federal Aid Request for Authorization 

(FARA), FMIS4 Coding Form, TIP or STIP, ADOT PE Letter and CA Letter – no map required at 

design

○ Construction

■ Letter of Authorization and Project Agreement (AZPR2X), FARA, RECAP (in excel format), FMIS4 

Coding Form (needs to match recap) ADOT DocuSign Letter, CA letter, TIP or STIP, MAP - location 

of where the project is taking place (major cross streets, highways or surrounding cities)

* Procurement projects must include Systems Engineering Checklist  and Categorical Exclusion 

Checklist (If applicable)

* Highway Safety Improvement Program (HSIP) projects will need eligibility letter (If applicable)

*Items in red are submitted by the CA agency



Authorization Timeline
● Resource Administration receives email request from ADOT CA Agency contact for project 

authorization - which include all required documents 
● Prepare authorization request ‘packet’ to be sent to the Federal Highway Administration 

(FHWA)- 1-3 Days
● Request is reviewed by Resource Administration Manager and sent to FHWA for approval 3-7 

days for FHWA approval
● FHWA applies 3 approval signatures authorizing the project which triggers Resource 

Administration analyst to begin budget documents in our accounting system Arizona Financial 
Information Systems (AFIS) 5-7 days for approval

● Courtesy email is sent to ADOT CA Agency contact, with attached authorization packet, letting 
them know project has been authorized and that budget documents will be loaded within 5-7 
days

● Project can now begin



Inactive Projects
● All Federal Funds available to Arizona must stay below 2% inactive 

● An inactive project is an eligible transportation project with unexpended Federal 
obligations that meet one of the below criteria
○ Projects with an unexpended obligation of $50,000 to $150,000 which were 

authorized more than 9 months ago and have no expenditures and

○ All projects with an unexpended balance greater than or equal to $150,000 with no 
activity for the past 9 months

● Recipients must demonstrate that the obligation for the projects remains proper and that 

the inactivity is beyond the State DOT’s control 

● We can lose Federal funding on projects if we do not get activity and/or are above the 2% 

threshold



Managing Inactive Projects

● Proper timing in Authorizing Phases- do not authorize a project or phase unless you are 
ready to start working

● Timely invoicing to  ADOT 

○ Lack of timely billing is not a sufficient justification for the inactive obligation

● Ongoing monitoring and communication is a primary component of proactively managing 

obligations to prevent the obligation from becoming inactive

○ Proactively communicate any delays

○ FHWA has quarterly critical inactive reporting- FMS works on these projects to 

determine status 

○ FMS must provide FHWA valid explanations on any project(s)  not able to clear by 

end of quarter or funding could be lost



Project Management and Administrative Functions



Project Management and Administration



Project Management and Administration



Project Management and Administration



Payment Report Form
● ADOT is rolling out a new Payment 

Report (PR) form.

● Purpose: To use one standardized 
form that meets the needs of 
various groups within ADOT.

● Enter as much information as you 
know (some fields might only be 
known by ADOT personnel).

● Brief survey will be sent out in the 
coming weeks in order to gain 
valuable feedback on the revised 
PR form.



Project Management and Administration



Project End Date
● The project end date is the final date when the recipient may perform work to be allowable for 

reimbursement on a federally-funded project

● The end date should be selected based upon the schedule of the scope of work under agreement, 

not the completion of the entire “project.” ( For example PE, ROW, or construction phases 

separately)

● The date should be modified if there is a documented change in the project that affects the 

completion schedule of the project

○ Examples include change orders, contractually allowable delays, delays in award or 

re-advertisement, litigation delays, etc.

● Any requests to change an end date should be submitted 90 days prior to the end of the current end 

date or can be changed when adding a new phase to the project agreement (prior to existing end 

date expiring)

○ ADOT staff is to email resourceadmin@azdot.gov with extension request



Project End Date
● If work is performed after the end date of the period of performance it becomes ineligible for federal 

reimbursement 

● If the project end date is modified after the previously approved end date has passed, work 

performed during the lapse period are not allowable and will not be reimbursed

● 2 CFR 200.344 Effective November 12, 2020

○ The recipient must submit, no later than 120 calendar days after the PAED, all financial, 

performance, and other reports (e.g. final voucher) as required by the terms and conditions of 

the Federal award

● Why is it important to close projects promptly?

○ Project closeout is important because it facilitates sound internal and funds control

○ Provides FHWA reasonable assurance that the recipient has timely met Federal requirements 

for the project and charges to the Federal government are accurate and timely

○ Unexpended balances can be promptly released for re-obligation for other purposes



Closeout Process



Final Acceptance Letter



Final Acceptance Letter
● All Projects require a confirmation of the completion. The letter requirement varies due to the type 

of project

● Construction projects require a Final Acceptance Letter with the following information

○ Federal Aid Number

○ Project Description

○ Reference the specifications used for the approved design

○ Specific section that outlines the Acceptance process, e.g. Section 105.20 of the ADOT Standard 

Specifications

○ Completion Date

○ Signature

○ One letter per Federal Aid Number



Final Acceptance Letter to ADOT





Final Reconciliation Checklist

• All work is completed and in compliance with the specific standards and specifications

• All final bills must be paid

• All encumbrances must be released

• All retainage must be released (for projects advertised before 09/01/2023, BECO 

Memo)

• A Final reconciliation should have been completed before submission

• All required documents must be provided in the Closeout Package (see next slides)

• Total project cost including ineligibles and NFA (Non-Federal Aid) expenses must be 

documented and provided (Total Project Cost Summary)





Cover Page - Closeout 
Request 



Template – Project Cost 
Summary



Final Voucher Process
Final Voucher process and what it includes:

• Verifying data from various sources

• Reconciling budgets and expenditures

• Ensuring all expenditures are being posted in the right phases

• Reconciling invoice

• Processing corrections for findings

• Ensuring all required documentation is available and can be included

• Creating a final third party letter/recap

• Compiling and converting data for FHWA submission

• Creating a Closeout Confirmation



3rd Party Letter/Recap

• Final Voucher will create a project cost 

and revenue summary after the final 

reconciliation and provide the balance 

information to the local partners. After 

the balance has been refunded or 

collected the project will be submitted 

to FHWA for closeout approval.



3rd Party Letter - 
Detail Page



FHWA Final Voucher
Submission

● ADOT completes the Form FHWA 1447 
(4-78) summarizing the total project 
costs and project information 



FHWA Final Voucher
Submission 

● The detail page which is separated 
by different categories (Design, Right 
of Way, Construction) shows the 
total amount, the Federal share and 
local match 

● The Non Participating section has 
the ineligible & NFA (non-Federal 
aid) 



Completion Confirmation

• Record Retention begins when 

FHWA approves the Final Voucher 

for the project. A confirmation letter 

will be sent to the local partner 

afterwards including the Retention 

Start date.



Most Common Challenges

• Incorrect Final Acceptance Letter

• Missing Final Acceptance Letter to ADOT

• Open Encumbrances

• Ineligible and NFA (Non-Federal Aid) amounts not provided or shown on documentation

• No clear breakout between federal and local share

• Missing documentation

• Incomplete invoices

• Communication 



Most Common Challenges - Retainage



Most Common Challenges - Encumbrances



Questions?


