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Arkansas Department of Transportation

Alternative Delivery Division

To deliver a modern transportation system to enhance 
safety and quality of life in Arkansas 

Purpose Statement

Alternative Delivery’s mission is to develop, implement, administer, and 
manage alternative contract delivery methods by collaborating with the 
State’s general contractors, consultant engineer partners, and 
Department staff in an effort to provide value by improving quality and 
cost certainty while expediting overall project delivery.



Alternative Delivery Models
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Planning Phase Preconstruction Phase Construction Phase
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Opportunities: 
• Single point of responsibility reduces owner coordination
• Design-Build can streamline delivery by overlapping design and construction, often leading to faster project 

completion and improved collaboration between designers and builders.
Challenges: 

• It requires a well-prepared procurement process and clear project scope to avoid risks, since much of the 
responsibility is shifted to the design-build team.

• Less direct control over design details for the owner
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Opportunities:
• Early collaboration between owner, designer, and contractor improves alignment
• Open-book cost estimating provides transparency and builds trust
• Reduced risk of major change orders since scope is developed jointly
• Ability to fast-track portions of construction while design progresses (Work Packages)

Challenges:
• Requires significant owner involvement and expertise to manage effectively
• Final project cost is not known until later in the process
• Relies heavily on collaboration and trust among all parties
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Opportunities:
• Early contractor involvement improves constructability and cost input during design
• Flexibility to adjust scope, methods, and phasing before construction starts
• Open-book pricing which provides cost transparency
• Shared risk and collaborative decision-making between owner, designer, and contractor
• CM team can provide Right-of-Way acquisition and utility relocation services, helping manage the critical path to 

start construction
Challenges:

• Requires strong collaboration and trust between all parties
• Industry education on the CM-GC delivery method is needed for broader understanding and effective participation
• Coordinating with the Independent Cost Estimator (ICE) can add complexity and requires additional alignment
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Project Selection



Project Delivery Selection Tool

The PDS Tool is meant to “…allow 
ARDOT to integrate their own analysis 
and priorities alongside generally 
accepted industry standards to yield a 
roadmap of when alternative strategies 
should be used to achieve desired 
outcomes.”

Purpose:



Project Delivery Selection Tool

 Pre-Screening Questionnaire to refine projects considered for alternative delivery

 In-person, facilitated Workshops for completion of delivery option analysis

 Goals and Risks used in the analysis that are specific to the project



Project Delivery Selection Tool

 Initial Screening

 Excludes Pavement 
Preservation Projects

 NO projects under $10M

 Cost & Schedule

 Key Risks

 Phasing & MOT

 Project Development



Project Delivery Selection Tool
 Inputs

 Decision Objective

 Delivery Methods

 Constraints
 Goals and Objectives
 Key Risks
 Weighting



Project Delivery Selection Tool
Weighting Scales



Project Delivery Selection Tool

Qualitative Assessment Scales

 Goals and Objectives
 Key Risks



Risk & Opportunity Allocation



Project Delivery Selection Tool



Project Delivery Selection Tool



Alternative Delivery Implementation



Select most qualified teams 
using a qualifications-based

process Obtain maximum efficiencies 
from the collaborative 

environment

Establish a process to facilitate 
rapid Department decision 

making

Establish a process to escalate 
and resolve issues rapidly

Hold regular collaborative 
meetings to review project 

status and issues

Establish a fair pricing approach via 
open book pricing, verified by ICE

Alignment between team 
members on approach to pricing 

early in process leads to cost 
certainty Manage the risk register and 

innovation log throughout project 
development

The Alternative Delivery Process 



Identifying Potential Risk

 Utility relocation delays

 “As Directed” quantities

 Unforeseen site conditions

 Inflation

 Supply chain issues/delays

 Price escalations

 Labor shortages

 Traffic delays

 Weather 



Identifying Potential Innovation

 Utility relocation delays

 “As Directed” quantities

 Unforeseen site conditions

 Inflation

 Supply chain issues/delays

 Price escalations

 Labor shortages

 Traffic delays

 Weather 

 Utility relocation planning and 
potholing 

 “As Directed” quantity placed in 
Risk Register

 Constructability reviews to identify 
“common” issues

 Construction-driven design 
decisions

 Traffic phasing strategies

 Supply chain planning

 Schedule optimization



Fixed Price Approach on Design-Bid-Build



Transparent Cost Through Collaborative Pricing



Independent Cost Estimator (ICE)

• Independent cost estimating is critical
o Cost certainty
o Cost transparency

• Helps establish a Guaranteed Maximum Price (GMP)
• Provides a contractor-style, production-based estimate
• Blind pricing, i.e., pricing is not shared with contractor team
• Should NOT rely on historical bid pricing
• Experience with similar projects required
• Arkansas CM-GC legislation requires ICE to be within 10% of contractor estimate to award 

the construction contract

Independent Cost Estimator



Independent Cost Estimator (ICE)



Alternative Delivery Value – The Power of Collaboration

• Innovation can 
potentially address 
project complexities

• Contractor input during 
the design phase can 
maximize innovation 
and reduce 
constructability issues

• Transfer of knowledge

Innovation

• Design can be tailored 
to accommodate the 
Contractor’s preferred
means and methods

• Potentially reduce
delays on projects with 
tight corridors, 
extensive third-party 
involvement, complex
maintenance of traffic 
components

Design

• Improve cost certainty 
or cost control

• Open book pricing

• Fair Market Value
rather than low bid

• Built in Value 
Engineering

Cost

• Schedules can be 
optimized

• Impacts on the 
traveling public may 
be minimized 

• Schedule informed from 
contractor early 
involvement on means 
and methods

Schedule



Questions


