



















































































Finding L2: Lack of Implementation Plan

R7: Develop an Integrated, Viable Implementation Plan for the Mission, Values, and Goals

Caltrans currently lacks an implementation plan describing how Director van Loben Sels
proposes to accomplish the mission, values, policies, and strategy statements he has developed.
We recommend that the director complete the strategies for implementing his mission, values,
policies, and strategy statements in a manner consistent with other recommendations contained
herein.

Finding L3: Inadequate Performance Measures

R8: Develop Appropriate Performance Measures

No set of overall department measures exist that disaggregate into division, functional unit,
project, and individual staff targets to use as the basis for regularly tracking achieved
performance versus target and for annual performance reviews. Such measures are essential if
Caltrans is to improve its efficiency and productivity. We recommend that Caltrans management
undertake development of a department-wide set of integrated performance measures and obtain
agreement on the department-level portions from the agency and legislature.

Finding L4: Barriers to Change

Caltrans has had high turnover among directors who, on average, serve short terms of office.
At the same time, the investigations of consultants dating back nearly 20 years conclude that
work at Caltrans is slow paced, that extra steps are frequently taken, that work often exceeds
budgets. Well-considered and frequently repeated recommendations, however, have not altered
these conditions. A thoroughly bureaucratic ethos characterizes Caltrans. Change of any type
within the organization is likely to be slow in implementation—a characteristic that we describe
in part as “director surfing.” This problem will require consistent direction over a significant
period. Recommendations R8 coupled with R16 address this problem.

Finding L5: Professional Staff Planning at Headquarters Linked with District
Workload Forecast

R9: Improve the Professional Staff Planning Process by Increasing Top-down and
Bottom-up Integration

The process of professional staff planning relies heavily on PYPSCAN; indeed, until recent
years, it was reportedly almost the sole basis for such planning. This process could be improved
if a more balanced top-down and bottom-up approach were taken to staff planning, reflecting the
types of skills, local measure work, and other information that is known at the district level and is
not captured by PYPSCAN.
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Finding L6: Need for Better Capital Outlay Support Accountability
R10: Modify PYPSCAN to Provide Greater Accountability

R11: Include Capital Qutlay Support Cost Estimates in the STIP

Representatives of the legislature and their staffs, executive branch staff, and CTC
commissioners and staff have expressed major concerns about the lack of a clear and accepted
analytical basis for establishing the size of the capital outlay support budget. Similar concerns
are expressed with Caltrans’ lack of measurement tools to monitor and manage capital outlay
expenditures. Many of these issues are now being addressed by a Capital Outlay Support Task
Force in Caltrans. In the policy realm, however, modifications to PYPSCAN to better reflect the
variability of project types and inclusion of capital outlay support cost estimates in the STIP
would assist monitoring of these expenditures over time (see also Recommendation R65).

Finding F1: Reductions in Capital Outlay as a Result of Expanding Maintenance,
Rehabilitation, and Administrative Expenses

R12: Modify the Statewide Transportation Planning Process; Evaluate the Appropriate
Balance of Capacity Expansion/Rehabilitation/Maintenance Expenditures

Before funds are programmed in the STIP for capital outlay, other expenses are first
deducted. As a result, funds available for capital outlay become the amount remaining after
these other “off-the-top” commitments are made. The relationship of capital outlay to other
highway-related needs such as rehabilitation and maintenance should be viewed in a manner that
reflects overall system needs as well as the priorities assigned to individual accounts. The public
forum for this discussion would be appropriately part of the previously recommended modified
planning process.

Finding F2: State Highway Account Cash Management

R13: Reduce State Highway Account Balance

In the past 5 years, the cash balance in the SHA has ranged from a high of $768 million to a
low of $174 million. Based on our analysis of constant-dollar fluctuations in receipts and dis-
bursements to the account, we recommend that a balance of $100 million (1993$) be established
as an average daily target level if no major changes to receipts or commitments occur.

Finding F3 : Grant Administration Management Weaknesses

R14: Undertake a Focused Review of Grant Administration

A recurrent complaint of local governments and others dependent on Caltrans administration
of programs and pass-through of funds is the disproportionate effort required to obtain grants.
We recommend an assessment to help determine if changes in grant procedures (such as
minimum-size standards or simplified application procedures) are required to prevent the costs of
application and administration from becoming disproportionately large relative to the size of the
grants awarded.
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Finding F4 : Review Caltrans Billing Rates for Competitively Bid Work

R15: Establish Billing Rates for Caltrans Reflecting Full Cost Recovery

Caltrans has a series of rates used when work is undertaken for others, such as measure
counties. If increased competition is to be sought with the private sector for internal design (or
other) work, then billing rates will be crucial to fair competition. Without full recovery billing
rates for Caltrans, the incentives to achieve increased efficiencies is reduced. The contents of the
rates used for outside (and, in competition with contracted-out suppliers, inside) work should be
reviewed to determine if they fully recover Caltrans’ costs. New rates need to be established for
areas such as maintenance that are not yet bid competitively.

Finding H1: Need for Individual and Group Performance Awards

R16: Seek Opportunities to Provide Monetary and Nonmonetary Rewards and
Disciplinary Actions

Caltrans offers little formal incentive for employees to excel. This problem is not unique
to the department but is common to government civil service systems in which both rewards
for exemplary behavior and below-average pay raises or other disciplinary actions for
substandard performance are generally avoided. A review of compensation regulations
leading to the development of effective performance incentives and disciplinary procedures is
recommended.

Finding H2: Obtaining Efficiencies and Cost Reductions Through Contracting Out

R17: Seek a Constitutional Amendment to Increase Flexibility, Efficiency, and
Accountability by Removing Impediments to Contracting Out

The question of whether Caltrans should (or legally can) contract out engineering design and
other technically specialized work and what benefits would accrue to the state from such a
practice has been argued in several studies and in the courts. SB1209, enacted in September
1993, provides the department new latitude and flexibility to meet its project delivery
commitments in a timely manner with the use of contract assistance. Beyond this bill, however,
remains the provisions of Article VII of the state constitution protecting state employee rights to
undertake work for which they are capable.

Our findings indicate that studies produced to date on the cost-effectiveness of contracting
out have been sufficiently flawed that no definitive answer is yet available; no study has shown
that contracting out will or will not be more cost-effective for the state.

We do not foresee a timely judicial or legislative resolution to the contracting-out question.
We therefore recommend that a constitutional amendment be sought to permit competitive
procurement of services between internal and external (private-sector) sources.

1-24




Finding H3: Growth of Managerial and Supervisory Work Classifications

R18: Expand Opportunities for Professional Advancement

Caltrans’ data show that managers and supervisors appear to be increasing in numbers more
quickly than rank-and-file employees, and that the ratio of managers and supervisors is high by
private-sector standards. We recommend the extension of the professional career track so that
individuals seeking salary increases are not required to enter supervisory positions.

Finding H4: Appropriateness of Licensure Requirements for Tasks and Positions

R19: Review Appropriateness of Licensure Requirements for Tasks and
Organizational Positions

Engineers have been the dominant figures in Caltrans since its early years. The importance
of civil engineering expertise to road building has led to licensure as a professional engineer
being a prerequisite for advancement in the department. Despite evidence that backgrounds in
right-of-way, finance, or general management are equally appropriate in leading functions and
districts, Caltrans continues to require licenses or professional degrees for positions that do not
seem to require that expertise. We recommend that a review be undertaken of professional
engineering licensure requirements, including benchmarking against other private firms and
public agencies.

Finding H5: Difficulties Obtaining Specialists

R20: Identify Needs and Simplify Procedures for Obtaining Specialists

Environmental planning requirements seem to be increasing, with more specific skills
required to respond to concerns of other agencies and special interest groups; Caltrans must have
access to the skills needed to evaluate and design projects without delaying project completion.
Both the consultant hiring process and employee hiring processes are extremely time consuming,
and Caltrans districts or headquarters have difficulty acquiring persons with specific skills
without delay of projects. We recommend a series of simplifying procedures to obtain these
skills, including pre-qualification of a pool of potential specialists.

Finding H6: Filling Mid- and Senior-Level Vacancies

R21: Provide Training and Development Programs and Increase the Flexibility to Hire
Externally to Fill Mid- and Senior-Level Vacancies

Most Caltrans executive managers have reached their late 50s or early 60s. Many have
already reached the maximum value of their retirement plans. Their retirement (particularly if
accelerated by an early retirement offer) will raise questions about the adequacy of the
preparation of those poised to succeed. We recommend focused training for managers now in
their 40s who are about to move to executive positions. Further, increased flexibility in hiring
externally is recommended as another way to overcome the possible shortage of experienced
senior managers.
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Finding H7: Competitiveness of Caltrans Salaries
R22: Review Salary Classifications

R23: Assess Potential to Vary Remuneration by Location

Our review of salary data indicates that Caltrans’ salaries are competitive at the entry level
but decline in competitiveness as seniority increases. We also identify that staff mobility has
declined, with a loss of department-wide experience by middle managers. We recommend that
Caltrans management review the salary issue with the DPA to assess its flexibility in modifying
salary schedules, and that an experimental approach be undertaken to evaluate the beneficial
impacts on mobility of location-related salary differentials.

Finding H8: Inadequate Response to Affirmative Action Complaints

R24: Improve Procedures for Processing Affirmative Action Complaints

Caltrans has made some notable strides in affirmative action compliance in some areas but
lags in others. Internal task forces are currently addressing those areas that have lagged. The
department’s apparent inability to handle discrimination complaints in a timely fashion continues
as a major cause for criticism. We recommend that Caltrans review how other agencies,
including the Commission on Fair Housing and Employment, process affirmative action
complaints with the goal of developing improved procedures.

Finding H9: DBE Certification Process Problems
R25: Reduce Documentation for DBE Certification

R26: Recertify DBEs Every 2 Years

Although the Disadvantaged Business Enterprise (DBE) certification process has improved,
legislators still receive complaints from their constituents regarding the certification process. In
addition, some DBE firms feel that they lose job opportunities while their applications for
certification are pending. Reducing documentation requirements and requiring recertification
every 2 years (with spot checks and other strictures) are recommended to improve the process.

Finding H10: Meeting DBE Goals

R27: Undertake Research to Identify the Causes of Low African-American Owned Firm
Participation in Caltrans Work

Although the selection of consultants for Caltrans contracts has resulted in successfully
meeting DBE goals, not all groups have equally benefited. African-American firms receive a
very low percentage of DBE contract dollars for both design and construction projects. We
recommend that the reasons for this discrepancy be studied. The findings should provide a basis
for determining what intervention by Caltrans is appropriate.
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Finding M1: Disconnected System Islands

R28: Support Reengineering of Major Business Processes

The Caltrans application systems are primarily a series of independent system islands
designed for and used within a single function; the system islands form barriers to cross-
functional exchange of information, limit cooperation across organization boundaries, and reduce
Caltrans’ productivity. Data in one system are often duplicated in another system, and the
duplicated data are often inconsistent between systems.

Elsewhere we recommend major changes in the project delivery and project management
process. Taken together, these changes entail a restructuring or reengineering of the project
delivery process. We recommend that the Division of Information Services (DIS) participate in
the reengineering effort of this area and follow with system redesigns to support the reengineered
process.

Finding M2: Slow Progress on Systems Integration

R29: Abandon the Comprehensive Systems Integration Approach

DIS began addressing the need to integrate Caltrans’ systems processes in 1986 but has
made little headway and continues to find progress difficult; however, DIS management states
that it has “recently made excellent progress with a revised approach that focuses on shorter term
redevelopment deliverables and a closer examination of existing systems and functions.” The
recently completed Data Warehouse Release 1.0 is cited as the first of the new generation of
integrated data bases, but the Data Warehouse does not directly address the data redundancy
issue and in fact creates a new data base with an additional level of redundancy. We recommend
that system redesign undertaken as part of a broader functional process reengineering is a better
integration alternative, although the comprehensive systems integration approach could be
continued to support functional areas (e.g., maintenance) not yet scheduled for reengineering.

Finding M3: Dated Systems Development Practices
R30: Assess the Future Need for Mainframe System Development

R31: Upgrade DIS Systems Development Practices

DIS needs to modernize its applications systems development practices. DIS recognizes the
need to invest in CASE hardware and software tools together with staff training to use the new
tools. The 1991 Strategic Directions plan included a program to introduce more modern systems
development approaches in DIS. The recently introduced Data Warehouse system was
developed with CASE tools and employs a new-to-DIS relational data base manager (DB2). SRI
recommends, however, that before DIS invest further in mainframe systems infrastructure (such
as new development tools), it examine the future role of mainframes in Caltrans. We further
recommend that once the extent of the mainframe future is understood, DIS implement a new
systems development environment for mainframe systems and microsystems software
development personnel consistent with that future.
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Finding M4: Out-of-date Staff Skills

R32: Upgrade DIS Staff Skills and Capabilities

DIS will need to invest in staff retraining to enable Caltrans to take full advantage of new
technologies. DIS development staff’s knowledge and skills are attuned to COBOL programs in
a mainframe environment, yet the current technological trend is unmistakably away from the
current skill sets of DIS staff. The major new systems that have been developed in the past 5 or
6 years have invariably used a quite different technology set, including specialized mini-
computers or microcomputers (rather than mainframes), single-purpose data networks, and
specialized data bases. We recommend that DIS undertake comprehensive staff training and that
the training program recognize these new methods and technologies.

Finding M5: Ineffective Planning and Budgeting

R33: Appoint a Systems Steering Committee to Align Systems’ Budgets

The Caltrans information services planning and budgeting process is ineffective. DIS
budgets do not fully reflect the underlying demand for DIS services. Rather, DIS assembles the
total demand in its work plan and then submits a budget that covers the portion of the total
demand that can be met while remaining within the Caltrans staffing and budget guidelines. The
relative priorities within each functional area that will be included in the budget are set in
consultation with the respective functional managers and stay within the DIS staff allocations to
that function. SRI recommends that a steering committee of senior managers be formed to help
direct DIS staff assignment and system priorities.

Finding M6: Ineffective Management of Technology

R34: Adopt and Promulgate Technology Standards

Caltrans uses a variety of information systems technologies. That variety sometimes
impedes the adoption of more cost-effective methods and makes simplification and streamlining
of processes more difficult. Further, Caltrans has no effective method for exploiting new
information services technology. The current planning and budgeting approach perpetuates the
division of Caltrans systems into narrowly focused islands and tends to disregard opportunities to
make major breakthroughs. SRI recommends that DIS give a relatively high priority to the
adoption and promulgation of standards that will govern the selection and purchase of new
hardware and software.

Finding M7: Significant Networking Requirements

R35: Enhance the Network

Caltrans needs effective networking to allow its computers and other information-handling
devices to work together. The executive summary of the Strategic Directions plan notes that the
directorate has “emphasized the desire for all Caltrans knowledge workers to have electronic




access to corporate data and the ability to use it competently.” Nonetheless, major data exchange
barriers persist. SRI recommends that DIS establish data interchange standards that will allow
users to import data into, and export data from, their standard PC and workstation programs,
presumably via electronic mail, and to exchange data between PCs and mainframe programs.

Finding D1: Multiple Project Delivery Roles
R36: Develop Strategy for Delivering Alternate Services

R37: Modify the Statewide Transportation Planning Process; Define Caltrans’
Responsibilities in Project Delivery

R38: Develop a Long-Term Project Delivery Plan

R39: Increase Caltrans’ District Authority to Adjust Resources to Meet Changing
Workload Demand

R40: Dedicate Individuals or Organizational Units within Districts to Alternative Roles
R41: Coordinate with Local Agencies

R42: Experiment with New Project Delivery Strategies

The Caltrans project delivery role has evolved from simply being a highway designer to
more diverse participation in local measure and transit projects. Caltrans today does not have the
plan, organization, and resource flexibility to execute its multiple project delivery roles
effectively. Caltrans project delivery approaches must become more flexible and responsive to
the needs of individual, diverse projects.

The basic focus of this series of recommendations is to integrate project delivery
considerations explicitly into the overall strategy planning of Caltrans, better define Caltrans’
many different roles, and orient the organization and skills of the organization to these diverse
(and quite distinct) roles. For example, SRI recommends that Caltrans evaluate the use of
several different planning, design, and construction models on an experimental basis. These
models include the use of design-and-build contracts for complex, urgent projects; lump-sum
contracts for engineering; or new partnership arrangements with private sector firms.

Finding D2: The Factory Process
R43: Develop the Hybrid Project Delivery Approach
R44: Mandate a Statewide Project Delivery Approach

R45: Focus Resources and Shorten Durations to Increase Overall Productivity

Caltrans’ pipeline of projects resembles a job-shop factory with fixed functional stations.
Each function is working on many projects at the same time. The challenge is to balance
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resources and deliver a large number—approximately 650—unique projects each year while
maintaining progress on hundreds of others. Implementing Caltrans’ new project management
objectives on top of this factory-like process may not work unless specific allowances are made
for the number of projects involved and the need for strong functional areas. Caltrans needs to
reengineer the current process to develop a unique project delivery approach that ensures strong
project level and functional control.

SRI finds that one project delivery model cannot be efficient for the spectrum of design
projects that Caltrans undertakes. For less complex projects, we recommend a strong role for the
functional managers and a planning function with project coordinators. For complex projects,
we recommend an enhanced project manager model with authority on project issues passed to the
manager. We further recommend that this hybrid management approach be implemented
statewide (eliminating individual district discretion) to facilitate development of common tools,
measures, and guidelines to enhance transferability of skills and learning experiences. Finally, to
improve productivity on projects, reduce delivery costs, and improve schedule performance, we
recommend that Caltrans focus its resources and reduce the number of active projects underway
at any one time to reduce stops, starts, and long periods of low-productive coordination.

Finding D3: Multiple Stakeholder Involvement

R46: Simplify the Project Approval and Permit Processes to Obtain Earlier Stakeholder
Involvement and Commitment

R47: Devote More Caltrans Resources to Planning, PSR, and Early Project
Development Stages

R48: Adopt a Split-Level STIP Funding Approval Process
R49: Experiment with Risk-Taking Project Delivery Approaches

R50: Develop Early Project Screening Technique

Public infrastructure projects are characterized by their extensive external stakeholder
involvement and long time frames for defining project scope. Caltrans requires a flexible
approach that can respond to the multiplicity of stakeholders, develop early consensus and
commitment among those stakeholders, integrate their concerns and needs, and yet still be
subject to management control.

We recommend that Caltrans take significant action on changes to current legislation to
rationalize the process by which regulatory agencies and other stakeholders are involved in
project planning and early project development. The current approach results in extended project
delivery durations and elevated project support costs. Specifically, we first recommend
establishing a multi-stakeholder task force to improve/reengineer the process for obtaining
external stakeholder’ approvals and permits; the task force would be charged with developing
mutually acceptable project solutions that would obtain buy-in at the planning stage rather than
challenging a project in the design phase. Second, we recommend that Caltrans devote more
capital outlay support resources to the planning, PSR, and early project development stages to
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result in anticipated savings in subsequent time and staff effort (analogous to concurrent
engineering changes introduced by manufacturing firms). Next, we recommend a split-level
STIP funding approval process to avoid time and budget commitments when large uncertainties
in both have not yet been resolved. We recommend that projects be screened according to the
extent their delivery is at risk and that different approaches and resource allocations be used for
lower- and higher-risk projects.

Finding D4: Contracting Out to Facilitate Project Delivery
R51: Reduce Contracting-Out Administration Requirements Substantially
R52: Change Contractual Terms

R53: Enhance Efforts to Develop Partnership-Like Relationships with Outside
Consultants

R54: Implement an Early Warning System for Contracting-Out Projects

Caltrans’ resource allocation procedures require planning for the use of outside consultants
approximately 18 months in advance. In addition, Caltrans’ procedures to process consultant
contracts take at least 8 months to complete. The cumbersome planning and contract
administration processes for contracting out limit Caltrans’ ability to meet its overall project
delivery goals in a timely manner and contribute to problems in relationships with external
consultants. Opportunities to respond quickly to local needs, take risks, and deliver projects
cost-effectively, which are provided by the flexibility to contract out, are missed.

Despite recent changes in the administration of the contracting-out process, we found that
substantial improvements are still required, and we recommend significant streamlining of the
contracting-out process to enhance Caltrans’ ability to manage external professional service
efforts effectively. We recommend that Caltrans seek an identified series of process and
legislative changes to reduce to 2 months the time required to award A&E (architect and
engineering) contracts. We recommend, through statute and policy changes, that allowances be
made in the contractual and commercial conditions for quick agreement and issuance of change
orders during the course of a project, as well as the use of contingencies, fixed billing rates,
performance warranties, guarantees, and, if needed, fixed-price contracts. We recommend that
Caltrans enhance its efforts to develop partnership-like relationships, rather than adversarial
relationships, with consultants in the contracting-out program. And, finally, we recommend that
an early warning system be developed to assist both Caltrans and its consultants in spotting
problems in a project and responding to them quickly.
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Finding D5: Lack of a Cost-Control Culture

R55: Develop a Set of Meaningful Measures of Service Efficiency and Effectiveness to
Support Costs at the Project Level

R56: Provide Support Cost Estimates in the PSR

R57: Review the Design and Procedures for Project Cost Accounting to Ensure Proper
Charging of Time to EAs, Realistic Allocation of Overhead Back to Projects, and Timely
Data Input and Retrieval of Information

Caltrans management does not hold the project manager and functional managers
accountable for project delivery support cost performance nor does it have the systems and
procedures to provide effective support cost control of projects. As a result, Caltrans does not
yet have support cost control at the individual project levels to achieve its project management
and project delivery objectives.

We recommend a series of reviews and measures that will strengthen support cost
identification and increase individual accountability for support cost spending; some of these
overlap with Recommendation R8. Coupled with these procedural changes is our recommen-
dation to provide group incentives for improving resource productivity, which overlaps with
Recommendation R16. Our recommendation to review the design and procedures for project
cost accounting overlaps with Recommendation R38.

Finding D6: Matrix Project Management Alternatives

Caltrans has a patchwork of project management approaches implemented in its districts.
Caltrans districts were delegated the authority to develop their own individual project
management strategies based on headquarters’ guidelines. Each has its own approach, resulting
in a number of suboptimal results. In addition, with responsibility for 5 to 25 projects in various
stages of delivery, project managers at Caltrans have little time for the close coordination,
expediting, and networking on each project that helps minimize and resolve conflicts. This
finding has been addressed by recommendation R43.

Finding D7: Need for Enhanced Project Managers’ Skills and Experience

R58: Develop a Pool of Project Managers

With Caltrans’ commitment to project management less than 5 years old, few staff members
have extensive experience as project managers. As delegation of project responsibilities
increases, project managers will become more involved in planning at one end and construction
at the other, will work more with external agencies and the community, and will make more
decisions on nonhighway design issues. Caltrans will need to develop future project managers
with the diverse skills, experience, and leadership to effectively carry out their project delivery
duties.

To meet these needs, we recommend strengthening the project management function
through such actions as creating project management classifications, opening project manager
assignments to nonlicensed (PE) professionals who demonstrate superior management skills, and
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assigning high-potential candidates to key project manager positions. These recommendations
are closely linked to those recommending changes in the project management process (R40
through R45).

Finding D8: Need for a Project Delivery Performance Control System
R59: Develop a Comprehensive Performance Control System

R60: Develop Support Cost and Quality Project Delivery Measures to Apply Across All
Districts

R61: Develop Functional Unit Measures

R62: Institute an Annual Independent Review of Caltrans’ Performance Measurement
and Accountability System

R63: Amend CTC Responsibilities and Obtain Legislative Concurrence; Monitor Schedule
Delivery Performance for All STIP-Programmed Projects Involving State Funds

Caltrans currently lacks a system to effectively manage individual projects and functions
with groups of projects. Practices vary within the districts, but generally for purposes of
managing the project delivery process, targets are not set and monitored for capital outlay
support costs and quality. As a result, Caltrans does not have the basis for measuring and
improving the productivity of its capital outlay support.

An essential recommendation is to implement a performance-control system for project
delivery. Implementation of this recommendation involves setting performance targets that are
negotiated and agreed on by the functional, project, and division managers; collecting pertinent
performance information about progress against these targets; using that information to monitor
and communicate about performance in a timely manner to Caltrans management and project
personnel, with an annual review to be submitted to the agency, legislature, and CTC; and taking
appropriate management actions. (Recommendation R8 also applies to this finding.) On a
related issue, we recommend that CTC monitor schedule delivery performance for all STIP
projects involving state funds, to track the timeliness of use of all state monies for these
development purposes together.

Finding D9: Insufficient Project Management Tools

R64: Develop Other Managerial Tools for Functional Capacity Planning, Resource
Management, Budgeting, Scheduling, and Performance Measurement

R65: Modify PYPSCAN to Permit Greater Flexibility and Accountability

R66: Expand Use of CADD as an Engineering Tool

Caltrans’ project and functional managers currently lack the necessary information
technology tools to enable them to plan, budget, schedule, and obtain timely status information
for their projects. Key needs include:
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¢ QOne set of tools statewide

» Flexibility to fit individual project needs (not all projects require the same
detail or structure)

« Timely integration with actual progress and capital outlay support cost data
 Fit with overall program planning (i.e., PYPSCAN).

Our prior recommendations addressing MIS needs (particularly recommendations R28 and
R29) apply to this same need for reengineering this portion of the project delivery process. For
the hybrid project management approach to work, we recommend that Caltrans design and
implement tools (of the sort identified in the recommendation title) for function management to
complement the tools and measures that we have recommended for individual project
management. Modifications to PYPSCAN to obtain a clear and accepted analytical basis for
establishing the size of the capital outlay support budget are recommended. (This overlaps the
same concerns giving rise to Recommendations R9 and R10.) As an extension of our
recommendations for enhancing Caltrans’ MIS technological capabilities (R32 and R34), we
recommend that the department reassess its current use of CADD and evaluate the future
potential for using it to improve project delivery efficiency and effectiveness.

Finding D10: Excessive Bureaucratic Guidelines, Procedures, and Standards

R67: Train Caltrans’ Staff and Outsiders on Project Delivery Procedures and Standards
R68: Simplify Guidelines and Procedures for Administrating Work Contracted Out
R69: Investigate Mechanisms for Reducing Schedule Impact of Right of Way

R70: Increase Consultant Participation and Streamline Oversight

Caltrans guidelines and procedures create a bureaucratic hierarchy of requirements that can
add to the costs and delay in project delivery, particularly when nontraditional projects (and
outside parties) are involved. This series of recommendations address aspects of the
reengineering of the project delivery process dealing with the way control and procedures are
involved in project delivery. Specifically, we recommend training of staff and outsiders to allow
project personnel to expedite delivery of the work and to avoid costly mistakes. We recommend
a review process to assess the effectiveness and value-added by Caltrans review of consultant
work. Similarly, we recommend a focused evaluation of the right-of-way process to reduce
average time necessary by a target of up to 50%. And finally, we recommend a task force to
focus on the question of how Caltrans’ oversight functions can be appropriately reduced while
transferring much of the quality assurance/quality control responsibilities to private consultants.




Finding D11: Weak Link between Project Start-Up and Completion Responsibilities

R71: Link Project Start-Up and Completion Responsibilities by Clarifying Roles in
Planning, Project Development, and Construction

R72: Develop a Shared Responsibility within Functions for Project Delivery

Strong links between project delivery and planning (upstream) and project delivery and
construction (downstream) are encouraged in theory but are weak in practice. Project managers
tend to be assigned projects as they “come over the fence” and tend to pass on projects “over the

fence” to construction.

SRI recommends enhancing linkages between the steps involved in project planning,
delivery, and construction by defining the responsibilities of each of the parties involved from
the PSR stage through construction; the objective is to achieve a smoother transition between
stages. In complex projects, however, the project manager should have oversight responsibility
for all elements. Secondly, we recommend that Caltrans create a program of awareness and
communication that brings representatives from planning, project development, construction, and
maintenance together to develop a shared responsibility for project delivery and construction.
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