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AASHTO Innovation Initiative 
[Proposed] Nomination of Innovation Ready for Implementation 

Sponsor 

Nominations must be submitted by an AASHTO member DOT willing to help promote the 
innovation. If selected, the sponsoring DOT will be asked to promote the innovation to other 
states by participating on a Lead States Team supported by the AASHTO Innovation Initiative. 

1. Sponsoring DOT (State):  Florida Department of Transportation  

2.  Name and Title: Jennifer Marshall, P.E., Director, Office of Environmental Management 

    Organization:  FDOT Office of Environmental Management 

    Street Address:  605 Suwannee Street 

    City:  Tallahassee 

    State:  Florida 

    Zip Code:  32399-0450 

    Email:  Jennifer.Marshall@dot.state.fl.us    

    Phone:  850-414-4316 

    Fax:  850-414-4443 

Innovation Description (10 points) 

The term “innovation” may include processes, products, techniques, procedures, and practices. 

3. Name of the innovation: 

SWEPT Section 4(f) Tool 

4. Please describe the innovation.  

The SWEPT Section 4(f) Tool is a wizard-based tool in Florida Department of Transportation’s (FDOT’s) 

StateWide Environmental Project Tracker (SWEPT), an interactive web-based application that supports 
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activities in FDOT’s environmental process. SWEPT also provides for consistent and reliable file 

management and retention. It automatically transfers documents to FDOT’s Electronic Document 

Management System (EDMS), providing access through other information technology solutions within 

FDOT. The SWEPT Section 4(f) Tool is the culmination of FDOT’s Office of Environmental Management’s 

(OEM’s) initiative to improve the project management process as a NEPA Assignment state regarding 

documentation of Section 4(f) properties. The Tool allows users to complete a digital form capturing all 

required information to efficiently document Section 4(f) protected properties associated with each federal 

undertaking. The SWEPT Section 4(f) Tool guides users as they move through the form, prompting 

relevant follow up questions based on previous answers. The end product is a standardized, organized, 

and thorough form for each protected property and a comprehensive document for each project that has 

Section 4(f) interactions. This document can then be efficiently reviewed and concurred/approved by 

OEM, as well as saved to the master project file for incorporation into the NEPA environmental document 

and automatically retained in compliance with records management standards.  

5. What is the existing baseline practice that the innovation intends to replace/improve? 

The predecessor baseline practice for documenting Section 4(f) was that each of FDOT’s 8 Districts 

approached documenting project interactions with Section 4(f) properties in an individualized, non-

standard manner with no clear document format or workflow for the submission, review, and 

concurrence/approval of the documentation.  

6. What problems associated with the baseline practice does the innovation propose to solve? 

The SWEPT Section 4(f) Tool improved all aspects of FDOT’s compliance with Section 4(f) from 

embedding QA/QC checkpoints in the process which improved the overall quality of documentation; to 

streamlining the effort required to compile the documentation through the ability to pull data from the 

master SWEPT project file; to saving the final approved/concurred document to the master SWEPT 

project file for efficient records management; to clearly and automatically creating a submission and 

review record to track edits, comments, and approvals for both the submitting District and OEM reviewer.  

7. Briefly describe the history of its development.  

FDOT OEM and District staff, as well as consultant feedback, identified the need to improve the process 

for compliance with Section 4(f). Through a series of work groups, a form was developed in Microsoft 

Word for each of the Section 4(f) determinations and evaluations which provided improved guidance, 

required content, and format for the 4(f) documentation. However, these forms were all-inclusive for every 

aspect of each of the determination situations, which left room for confusion, and it did little to improve the 

workflow for submission, review, and final approval/concurrence. The confluence of the development of 

the SWEPT system and FDOT getting NEPA Assignment allowed for the innovation for the SWEPT 

Section 4(f) Tool to what it is today, a fully customizable experience for users to complete Section 4(f) 

documentation and efficient and trackable review process.  



 

3 

8. What resources—such as technical specifications, training materials, and user guides—have you 

developed to assist with the deployment effort? If appropriate, please attach or provide weblinks to 

reports, videos, photographs, diagrams, or other images illustrating the appearance or functionality of 

the innovation (if electronic, please provide a separate file). Please list your attachments or weblinks 

here. 

When FDOT deployed the SWEPT Section 4(f) Tool, OEM conducted a webinar providing instructions on 

how to use the tool within SWEPT. It covered the Section 4(f) approval process in SWEPT and provided 

various scenario demonstrations. The webinar recording is available on SWEPT and on the FDOT web 

page dedicated to on demand SWEPT training. As illustrated on the following screen captures, the 

SWEPT Section 4(f) Tool provides user instruction and guidance on each page. OEM also created a 

quick reference guide highlighting the key features of the tool (attached). 

https://youtu.be/EK14U8PWsqo
https://www.fdot.gov/environment/sched/track2.shtm
https://www.fdot.gov/environment/sched/track2.shtm
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Attach photographs, diagrams, or other images here. If images are of larger resolution size, please 

provide as separate files. 
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(Above) Section 4(f) Document produced for 

the undertaking with organized table of 

contents, resource summary, and one of the 

resource’s specific evaluations.  

 

(Left) Example 4(f) resource page with step-

by-step instructions. 
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(Left) A project’s summary page for the 

undertaking with instructions and links to 

Section 4(f) guidance and regulations as well 

as a summary of all individual 4(f) resources 

for the overall project.  

 

 

 

 

 

 

 

 

 

 

(Below) OEM Reviewer’s notification page 

listing all Section 4(f) resources for review. 
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State of Development (40 points) 

Innovations must be successfully deployed in at least one State DOT. The AII selection process 
will favor innovations that have advanced beyond the research stage, at least to the pilot 
deployment stage, and preferably into routine use. 

9. How ready is this innovation for implementation in an operational environment? Please select from 

the following options. Please describe. 

☐ Prototype is fully functional and yet to be piloted   

☐ Prototype has been piloted successfully in an operational environment   

☒ Technology has been deployed multiple times in an operational environment 

☐ Technology is ready for full-scale implementation 

Technology is fully deployed within FDOT for routine use throughout the state since May 9, 2020. It is a 

single, integrated, enterprise solution that has been used successfully on multiple projects requiring 

Section 4(f) documentation. 

10. What additional development is necessary to enable implementation of the innovation for routine 

use?  

While there is no additional development needed for this Tool, updates and refinements continue to 

improve the functionality and efficiency of both the documentation for Section 4(f) compliance and the 

process to review and approve the documentation. 

11.  Are other organizations using, currently developing, or have they shown interest in this innovation 

or of similar technology??  ☐ Yes  ☒ No 

If so, please list organization names and contacts. Please identify the source of this information. 

Organization Name Phone Email 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 

Click or tap here to 

enter text. 
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Potential Payoff (30 points) 

Payoff is defined as the combination of broad applicability and significant benefit or advantage 
over baseline practice. 

12. How does the innovation meet customer or stakeholder needs in your State DOT or other 

organizations that have used it? 

The greatest benefit of the Tool is the built-in understanding of Section 4(f) documentation requirements 

that adapt as the user answers questions and inputs information. The wizard presents the relevant follow 

up questions or instructions that lead the user step-by-step through the applicability and determination 

process and then packaged the final product into an easily reviewable format. The final product is then 

cross-referenced to the master SWEPT project file for incorporation into the final environmental document 

and appropriate records management. By integrating with FDOT’s EDMS, the files may also be access 

through other information technology solutions within the Department. This makes the documents 

available to future project team members, assisting with project hand off as the project moves forward to 

subsequent phases in the transportation delivery process. It also provides support to FDOT’s Office of 

General Counsel should an administrative record need to be produced. 

13. Identify the top three benefit types your DOT has realized from using this innovation. Describe the 

type and scale of benefits of using this innovation over baseline practice. Provide additional information, 

if available, using quantitative metrics, to describe the benefits.  

Benefit Types Please describe: 

Improved Quality Essential information is required for the user to move 
through the Tool reducing the occurrences of incomplete or 
incorrect documents being submitted for review.  
  
Tailored instructions at each step along the way prompt 
users to apply applicable regulatory language and 
statements.   
 
Documents are automatically generated in a predictably 
organized format providing for an easier review. 
 
Quality control checks are in place to prevent a document 
from moving forward in the approval process when required 
elements are not complete. 
 

 
Organizational Efficiency The completion of the form via the Tool removes missteps 

in interpreting Section 4(f).   
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Submission of a completed form is a push button process 
rather than external hardcopy or digital submission that has 
less reliable delivery and no trackability.  
 

Review of the submissions, the ability to return comments, 
and approve/concur within the Tool is far more efficient 
than tracking emails to the correct project staff member.   
 

Other (please describe) Records Management and Retention: 

Seamless incorporation into the master SWEPT project file 

and long-term archiving vastly improved the record 

management and compliance with retention requirements 

of project management.  

 

Provide any additional description, if necessary: 

Click or tap here to enter text. 

14 How broadly might this innovation be deployed for other applications. in the transportation industry 

(including other disciplines of a DOT, other transportation modes, and private industry)? 

FDOT has successfully deployed additional “smart forms” in SWEPT with the same data-driven model 

used in the SWEPT Section 4(f) Tool. Examples include documenting protected species effects 
determinations for minor projects, scope of service development, and State Environmental Impact 
reports. Additional smart forms are underway to support other documentation needs. By changing the 

questions and document definitions, other applications could use the same model. 
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Market Readiness (20 points) 

The AII selection process will favor innovations that can be adopted with a reasonable amount of 
effort and cost, commensurate with the payoff potential. 

15. What specific actions would another organization need to take along each of the following 

dimensions to adopt this innovation? 

Check boxes that apply Dimensions Please describe: 

☒ 

Gaining executive leadership support Moving from a hard-copy, 

inconsistent process to a more 

streamlined digital process 

requires organization change 

the must be supported at all 

levels of management within the 

affected organization. 

☒ 

Communicating benefits People are more likely to 

support process improvements 

when they understand the 

benefits to be gained. 

☒ 

Overcoming funding constraints Implementing new technologies 

and processes requires funding. 

Organizations desiring to 

implement these changes 

should identify funding avenues. 

FDOT used a combination of 

State and Federal funding to 

implement this innovation. 

☒ 

Acquiring in-house capabilities The SWEPT Section 4(f) Tool 

was custom-built to meet FDOT 

requirements. In-house staff 

identified system requirements 

and continue to provide for the 

long-term oversight and 

management of the tool. 

☐ 
Addressing legal issues (if applicable) 

(e.g., liability and intellectual property) 

Click or tap here to enter text. 

☐ 
Resolving conflicts with existing 

national/state regulations and standards 

Click or tap here to enter text. 
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☐ Other challenges Click or tap here to enter text. 

 

16. Please provide details of cost, effort, and length of time expended to deploy the innovation in your 

organization. 

Cost:  $800,000 ($580,000 for the base project file framework in SWEPT needed to run the Section 4(f) 

Tool; and $220,000 for the addition of the Section 4(f)-specific component) 

Level of Effort:  8000 hours (Approximately 5500 hours for the framework plus 2500 hours for the Section 

4(f)-specific component) 

Time:  2 years and 3 months (1 year to establish the SWEPT framework and then 1 year 3 months to 

identify requirements and add the Section 4(f)-specific component) 

17.  To what extent might implementation of this innovation require the involvement of third parties, 

including vendors, contractors, and consultants? If so, please describe. List the type of expertise 

required for implementation. 

The SWEPT Section 4(f) Tool is a web-based, database application developed by an interdisciplinary 

team of environmental specialists, cultural resource management staff, university researchers, and 

information technology consultants. Information technology expertise needed to implement the 

technology elsewhere includes: programmers, data architects, business analysts, user interface 

designers, technical writers, database administrators, and system administrators. Depending on the 

anticipated deployment environment, a Cloud provider may also be needed. 
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