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MISSION STATEMENT:
“To provide our
customers with a rapid 
and reliable alternative 
for the safe and efficient 
movement of people, 
goods and services”

www.hcrma.net

►OVERVIEW
 365 TOLL Project Overview
 IBTC Project Overview
 Overweight Permit Summary
 Construction Economics Update

MISSION STATEMENT:
“ To provide our customers 
with a rapid and reliable 
alternative for the safe and 
efficient movement of 
people, goods and services”
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MAJOR MILESTONES:
NEPA CLEARANCE 

07/03/2015
100% ROW ACQUIRED

PH 1: 365 SEG. 3 –
LET: 08/2015
COMPLETED

PH 2: 365 TOLL
SEGS. 1 & 2 –

OPEN: 01/2026

[SEGS. 1 & 2] LIMITS FROM 0.8 MI. W. FM 396 / ANZ. HWY. 
TO US 281 / BSIF CONNECTOR [365 SEG. 3 COMPLETED]
[SEG. 4 FUTURE] LIMITS FROM FM 1016 / CONWAY
TO 0.8 MI. W. FM396 / ANZALDUAS HIGHWAY



365 TOLLWAY COLLECTION SYSTEM INSTALLATION, 
INTEGRATION, and MAINTENANCE PROJECT

SEPTEMBER 8, 2022 Request for Proposals was released.
OCTOBER 3, 2022     Mandatory Pre-bid meeting was conducted with In-Person or Virtual Attendance option
DECEMBER 9, 2022   Five proposals were received for the 365 Toll Collection System Installation, Integration, and Maintenance Project. 
DECEMBER 16, 2022 Compliance reviews were conducted of all electronic bids;
FEBRUARY 6, 2023    Evaluation committee [HCRMA staff and HDR [GEC]] thoroughly reviewed proposals, conducted oral presentations and in accordance 

           with the RFP’s two- step scoring process
FEBRUARY 14, 2023  Proposal bid prices opened, evaluated, scored by evaluation committee
FEBRUARY 28, 2023  First executive briefing 
MARCH 13, 2023    Second executive briefing
MARCH 14, 2023    Negotiation of contract terms, conditions , & BAFO
MARCH 28, 2023    Award of contract to SICE, Inc. for $13,980,669 with a score of 905 







EXECUTIVE SUMMARY

 The Notice to Proceed (NTP) was issued to Pulice Construction Inc. (PCI) on February 15, 2022, with time 
charges commencing on March 17, 2022.

 The work under this contract shall be substantially completed within 1,264 CALENDAR days [September 22, 
2025] After Substantial Completion, Pulice will be allowed up to an additional 60 calendar days for Final 
Acceptance. Therefore, all improvements must be final accepted by [November 21, 2025].

 Working days will be charged Sunday through Saturday, including all holidays [with exception of:

New Year’s Day (January 1st) 

Independence Day (July 4th)

Labor Day (1st Monday in the month of September)
Thanksgiving Day and day after (4th Thursday and Friday in the month of November); 
Christmas Eve and Day (December 24th and 25th)]

regardless of weather conditions, material availability, or other conditions not under the 
control of the Contractor, except as expressly provided for in the Contract. If Contractor fails to 
complete the work on or before the contract time, Pulice Construction Inc. agrees to pay the
Authority $ 16,500 per day as liquidated damages to cover losses, expenses and damages of the 
Authority for every Calendar Day which the Contractor fails to achieve Substantial Completion of 
the Project.

 The total construction cost submitted $ 295,932,420.25.



SCHEDULE & CONSTRUCTION COSTS
Four (4) approved Changes Order(s): [$37,838,866.04] +0 days

 CO#1 11/11/2021 entering VECP process +000 days $000,000,000.00 .0%

$(38,010,382.63) (12.84%)

$000,000,000.00 (0%)

 CO#2 12/21/2021 VECP Plan Revisions

 CO#3 04/26/2022 VECP Contractor Risk

 CO#4 01/24/2023 Drill Shaft

+000 days

+000 days

+000 days $171,516.59 0.06%

CHANGE ORDERS:

Change Order No.1 Summary: November 11,2021
 The Primary purpose of Change Order No. 1 is for the HCRMA and contractor to enter a defined VECP proves to reduce the overall cost of the project based on a 

30% design furnished by the contractor.

 Cost to the Project include: 30% of 5% of the project savings to the project or direct costs to the contractor, whichever is less. These costs are intended to pay the 

contractor for design work achieve a 30% design.

 The HCRMA assumes ownership of all design work developed by the contractor, and cost savings are shared by the HCRMA and contractor by 40% and 60%

respectively.

Change Order No. 2 Summary: December 21, 2021

 Change order No. 2 amended the contract price from $295,932,420.25 to 281,723,797.95.

 By execution of Change Order No. 1, the contractor completed a 30% design to an effort to estimate cost savings for the project. Payment for the contractor’s 

initial design work is $613,285.06 in accordance with calculations presented in Change Order No. 1. This is the only cost due to the contractor based on the 

execution of Change Order No. 2, and is non-participating.

 Notice to proceed was issued 2/15/2022, the HCRMA reimburse the contractor for the remaining design costs to not exceed 5% of the total cost savings. Payments 

made will be based upon design milestones at 60%, 90% and 100% completion and acceptance.

VECP calculations for Contract Price of $281,723,797.95

e e

VECP Gross Savings $38,010,382.63

Less est. Total Design Cost $1,943,648.45 (Schematics + Final Design)

Less Est. Owner’s Fees $545,178.43 (GEC, Environmental, T&R Costs)

VECP Net Savings $35,521,555.76

60% Contractor Saving: $21,312,933.45 Paid as Progress Payments

40% Own r Savings: $14,208,622.30 R duced from original Project



HCRMA 365 TOLL PROJECT  CSJ#0921-02-368: CHANGE ORDER SUMMARY

Four (4) approved Changes Order(s): [$9,779,136.58l +0 days

CO#1  11/11/2021 entering VECP process  +000 days   $000,000,000.00   .0%
CO#2  12/21/2021 VECP Plan Revisions       +000 days   $(14,208,622.30)  (4.80%)
CO#3  04/26/2022 VECP Contractor Risk     +000 days    $000,000,000.00   (0%)
CO#4  01/24/2023 Drill Shafts                        +000 days    $171,516.59    0.06%
CO#5  06/24/2023 VECP True Realized Savings +000 days    $4, 257,969.18  1.44%
              
CHANGE ORDERS: 

Change Order No.1 Summary: November 10, 2021, Resolution 2021-54 

• The Primary purpose of Change Order No. 1 is for the HCRMA and contractor to enter a defined VECP proves to reduce the overall cost of the project 
based on a 30% design furnished by the contractor.

• Cost to the Project include: 30% of 5% of the project savings to the project or direct costs to the contractor, whichever is less. These costs are intended 
to pay the contractor for design work achieve a 30% design. 

• The HCRMA assumes ownership of all design work developed by the contractor, and cost savings are shared by the HCRMA  and contractor by 40% and 
60% respectively. 

 
Change Order No. 2 Summary: December 20, 2021, Resolution 2021-78

• Change order No. 2 amended the contract price from $295,932,420.25 to $281,723,797.95. 
• By execution of Change Order No. 1, the contractor completed a 30% design to an effort to estimate cost savings for the project. Payment for the 

contractor’s initial design work is $613,285.06 in accordance with calculations presented in Change Order No. 1. This is the only cost due to the 
contractor based on the execution of Change Order No. 2 and is non-participating. 

• Notice to proceed was issued 2/15/2022, the HCRMA reimburse the contractor for the remaining design costs to not exceed 5% of the total cost 
savings. Payments made will be based upon design milestones at 60%, 90% and 100% completion and acceptance. 

 
      VECP calculations for Contract Price of $281,723,797.95
      VECP Gross Savings  $38,010,382.63
       Less est. Total Design Cost  $1,943,648.45  (Schematics + Final Design)
       Less Est. Owner’s Fees  $545,178.43  (GEC, Environmental, T&R Costs)
       VECP Net Savings  $35,521,555.76
       60% Contractor Saving:  $21,312,933.45  Paid as Progress Payments 
       40% Owner Savings:  $14,208,622.30  Reduced from original Project



Change Order No. 3 Summary: April 26, 2022, Resolution 2022-36

• As provided for Contract Amendment #1 and Change Order No. 2, the Contractor’s share of the net savings includes the “Contractor Risk” that the 
actual costs of implementing the approved VECP concepts in Change Order No. 2 may not result in the saving approved by the parties.  To the extent 
total actual costs exceed the total amount approved, all overages due to errors, oversights, omissions, additions, or corrections to final units, final 
quantities, or final unit prices or costs increases shall be deducted from Contractor 60% portion of the net savings.

• To the extent actual costs exceed the amounts presented in Exhibit A, Contractor agrees that such overages due to errors, oversight, omission additions, 
or corrections to final units, quantities or unit pricing shall be deducted from contractor’s 60% portion of the net savings (the “Contractor Risk”).

• Contractor VECP Savings Payments.

    Contractor’s share of the savings shall be calculated and paid out as progress payments under the terms of the contract, as follows:
 

 Construction Progress  Proposed Savings Payment  

 20% Completion  $4,262,586.69  

 40% Completion  $4,262,586.69

 60% Completion  $4,262,586.69

 80% Completion  $4,262,586.69

 Final Acceptance  $4,262,586.69

    $21,312,933.45

The parties agrees that if the Savings are not apparent or justified during a designated progress period, all, or part of any such Savings Payment, on the 

recommendation of the General Engineering Consultant, may be (i)deferred to the next progress period or (iii) reduced to reflect the Contractor’s Risk for 

unrealized Savings/overages.

Change Order No. 4 Summary: January 24, 2023, Resolution 2023-05

Change Order No. 4 removes 1,524LF of Item 416-6005 Drill Shaft (42”) introduces 48” drill shafts to incorporate detailed, finalized quantities and unit 

costs; and establishes State/Federal participation on odified unit costs, assuring compliance with the standard specifications included within the contract. 

Change Order No. 4 introducing 1,585LF of Item 416-6006 Drill Shaft (48 IN) at a unit cost of $308.39/LF for a net cost of $171,516.59 to be fully paid by 

HCRMA [Owner].



Change Order No. 5 Summary: June 24, 2023, Resolution 2023-30

In Lieu of $38,010,382.63 savings, they only can truly account for $30,565,888. They are claiming that of the $7,444,494.63 shortfall, only $3,186,525.45 is 

from their 60%; additional $4,257,969.18 are contributable to busts in original plans, design errors and quantity mistakes and are to be attributed to 

HCRMA contingency[$ 5,000,000>>$570,514.23]. 

• As provided for Contract Amendment #1 and Change Order No. 2, the Contractor’s share of the net savings includes the “Contractor Risk” that the 
actual costs of implementing the approved VECP concepts in Change Order No. 2 may not result in the saving approved by the parties.  To the extent 
total actual costs exceed the total amount approved, all overages due to errors, oversights, omissions, additions, or corrections to final units, final 
quantities, or final unit prices or costs increases shall be deducted from Contractor 60% portion of the net savings. The unrealized savings presented 
are $3,186,525.45

o To the extent actual costs exceed the amounts presented in Exhibit A, Contractor agrees that such overages due to errors, oversight, omission 
additions, or corrections to final units, quantities or unit pricing shall be deducted from contractor’s 60% portion of the net savings (the 
“Contractor Risk”), revised shall be $18,126,408.00

o Contractor VECP Savings Payments are amended, as such:

Contractor’s share of the savings shall be calculated and paid out as progress payments under the terms of the contract, as follows:

 

 Construction Progress  Proposed Savings Payment   Paid Date

  **20% Completion  $4,262,586.69   12/22/22

 

 40% Completion  $4,262,586.69 $3,465,955.33

60% Completion  $4,262,586.69 $3,465,955.33

 80% Completion  $4,262,586.69$3,465,955.33

 Final Acceptance  $4,262,586.69$3,465,955.33

    $21,312,933.45 $18,126,408.00

**[overage $637,305.09 = 637,305.09/4=$159,326.27 resulting in Progress Payment of  $3,465,955.33: $18, 126,408.00 - $4,262,586.69 = $13,863,821.31 / 4 = $3,465,955.33]



PROJECT PRODUCTION

 CAPTURING VECP PACKETS
2/8/23  VECP Team met, exchanged concepts, formats 

3/8/23  VECP meeting formal report submitted 

4/20/23 VECP concepts completed and negotiations underway

7/07/23  New revised baseline schedule

7/10/23 CO#5 terms and conditions

 FORMAL SUBMITTALS, REVIEW OF DOCUMENTS
• RFIs 88

• SUBMITTALS 95

 TESTING [Soils/Concrete]
• Levees / embankment /
• Drill Shafts / Bents

 ENVIRONMENTAL JUSTICES [SW3Ps]

 EMBANKMENT Shary / SH336 / SP115 / Highline/ McColl

 UNDERGROUND WORK Storm Sewer / Irrigation structures [Sta. 650+00 to 805+00 west end ]

❑ Bridge Substructure Shary / Floodway / McColl / Canal Bridge / Highline

❑ RETAINING WALLS Highline / Anaya





















HCRMA – IBTC Project 
CSJ#:0921-02-142

1 Environmental:  99%

2 Preliminary Engineering: 75%

3 ROW & Utilities: 60%
63 of 186 parcels acquired

4 Design: 65%

5 Funding: 89% $188,000,000 / $211,442,110

HCRMA IBTC - 0921-02-142 – FY 2026
– Revising Costs and Funding (PE, ROW, C, CE)

– Pending FC
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Recent Key Activity:
• Included in Border Master Plan- High Impact Project
• Received Environmental Classification of Environmental Assessment October 2017.
• Held Public Meeting March 2019.
• TxDOT approved schematic November 2021.
• Public Hearing held March 2022.
• Risk workshop held with TxDOT Portfolio Management Division April 2022.
• Requested Functional Classification: Principal Arterial
• Estimated NEPA clearance by May 2023.
• Schematic updates UPRR Structure Group for Railroad Bridge over BUS83
• Working with RGVMPO/TxDOT to federalize project
• TxDOT/FHWA to migrate project ON-SYSTEM
• $150,000,000 funding allocation recommended to TTC



Amount
Fiscal Year City Received

2014 Edinburg 25,000.00$      
2014 Alamo 15,000.00
2014 Donna 12,500.00
2014 Donna 12,500.00
2014 Pharr 25,000.00
2014 San Juan 15,000.00

Subtotal  $     105,000.00 

2015 Edinburg -$                 
2015 Alamo 15,000.00        
2015 Donna -                   
2015 Pharr 25,000.00        
2015 San Juan -                   

Subtotal   $        40,000.00 

2016 Edinburg -$                 
2016 Alamo 15,000.00
2016 Donna 12,500.00
2016 Donna 12,500.00
2016 Pharr 25,000.00
2016 San Juan 15,000.00

Subtotal  $        80,000.00 

2017 Edinburg 25,000.00$      
2017 Alamo 15,000.00
2017 Donna 0.00
2017 Pharr 25,000.00
2017 San Juan 15,000.00

Subtotal  $        80,000.00 

2018 Edinburg -$                 
2018 Alamo 15,000.00
2018 Donna 25,000.00
2018 Pharr 0.00
2018 San Juan 15,000.00

Subtotal 55,000.00$        

2019 Edinburg 25,000.00$      
2019 Alamo 15,000.00
2019 Donna 0.00
2019 Pharr 25,000.00
2019 San Juan 15,000.00

Subtotal 80,000.00$        

2020 Edinburg 25,000.00$      
2020 Alamo 15,000.00
2020 Donna 25,000.00
2020 Pharr 25,000.00
2020 San Juan 15,000.00

Subtotal 105,000.00$      

2021 Edinburg 25,000.00$      
2021 Alamo 0.00
2021 Donna 25,000.00
2021 Pharr 25,000.00
2021 San Juan 15,000.00

Subtotal 90,000.00$        

2022 Edinburg 25,000.00$      
2022 Alamo 15,000.00
2022 Donna 0.00
2022 Pharr 25,000.00
2022 San Juan 15,000.00

Subtotal 80,000.00$        

Total 715,000.00$   

International Bridge Trade Corridor (IBTC) (CSJ: 0921-02-142)
CITIES CONTRIBUTIONS



► ADVANCE PLANNING
Funding / UTP / TIP Status:
 Funding is non-toll and incorporates overweight corridor network fees to help finance 

project

 HCRMA requested via letter to TxDOT for On-System classification

 The project has been included in federalized amendment to 2023-26 STIP, adding
$20 Million of Category 7 federal funds to the project for construction.

On May 1, 2023 Federal Functional Classification [FC] request was submitted to 
RGVMPO. Preliminary review and TxDOT concurrence for FHWA submittal is 
anticipated by July 2023.

June  2023, $150,000,000 TxDOT funding was recommended by TX Governor to TTC

Environmental:

 Submitted Final EA revisions 8/8/2022. The Final EA document will need to be updated
(Project Consistency Section of the EA) to illustrate the new funding for consistency
and anticipate project's final determination by late-2023.

  Environmental Document accepted and NOA[notice of availability] has been posted

IBTC

www.hcrma.net/ibtc.html20

http://www.hcrma.net/ibtc.html


International Bridge Trade Corridor (IBTC) (CSJ: 0921-02-142)

Project Milestones
2022 2023 2024 2025 2026

J F M A M J J A S O N D J F M A M J J A S O N D J F M A M J J A S O N D J F M A M J J A S O N D J F M A M J J A S O N D
Environmental (Ongoing)
Surveys Complete RR
ROW Title Research / Appraisals 95 % PS& E
ROW Acquisition (Remaining)
Plans, Specs., & Estimates
Utility Coord / Relocation

Initiate RR
Constr. Contract Letting Phase
Construction Start 30 % PS &E 60 % PS &E 90 % PS &E

42 MONTH CONSTRUCTION FROM SEPT 2025 ‐ MAR 2029

Milestones Target Date Updated Target Date
1 Start Date

2 Feasibility Study

3 SCH/ENV WA

4 PSE WA

5 AFA

6 Geotechnical Report

7 Design Survey

8 SUE

9 Traffic Analysis

10 Schematic

11 PSE 30%

12 ENV Clearance

13 ROW Survey/Map

14 PSE 60%

15 PSE 95%

16 ENV Permits/Survey

17 ROW Acquisition

18 Utility Adjustments

19 PSE 100%

20 Railroad Coord.

21 Ready to Let

6/1/2022 1/1/2024

12/31/2021 9/30/2022

9/1/2022 10/31/2023

1/31/2024

2/28/2025

12/1/2022 7/31/2024

11/31/2021 5/31/2023

11/1/2021 8/31/2023

12/1/2022 1/31/2025

5/1/2023 10/31/2025

6/1/2022 12/31/2025

10/1/2022 3/31/2026

7/31/2023 3/31/2026

1/1/2022 7/1/2022 ‐ 03/31/2025

10/1/2023 9/1/2025
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►OVERWEIGHT REPORT FOR April 2023:
January 1, 2023- June 30, 2023

OW

28 www.HCRMA.net

Total Permits Issued: 25,940
Total Amount Collected: $5,297,506
■ Convenience Fees:
■ Total Permit Fees:

$109,506
$5,188,000

– Pro Miles: $ 77,820
– TxDOT: $ 4,409,800
– HCRMA: $    700,380

http://www.hcrma.net/


Notes:
1. The permit count for 2022 (41,104) ended with a +4.5% (increase of 1831)

compared to 2021 (39,273).
2. Monthly permit count of 6,319 represents a +51% (increase, 2,148)

compared to the same month in 2022 (4,171).

►OVERWEIGHT REPORT FOR 2023:
►JANUARY 1, 2023 – June 30, 2023 OW
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