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Organizational Alignment

Effectiveness

Efficiencies

Tasks Status

* Create business cases for key roles * Completed - 3 Business Cases & 1
within DOT White Paper provided in pre-read
- COO materials on October 25, 2007.

— Inspector General
— Marketing Director
— SPOT Director
— Talent Manager
— Policy Development Head
* Create “White Papers” to evaluate

relationships with external organizations.

* Structural exercise * Conferred with McKinsey expert
— investigation of various ways of * Researching best management
modifying the NCDOT'’s structure to practices.
support its mission and goals.
* Workshop conducted October 8, 2007.

* “Bottom up” approach * In process design. Two pilots
— missions, end products, and completed to date.
activities, (MEA) concept .



Strategic Organization Design: Business Cases for Key Roles

4 N

Business Cases
for roles identified
at the workshop
with the
Leadership Team

on August 15th Inspector
General

Chief Operating

\ / Officer

Marketing Director




Strategic Organization Design: Business Cases for Key Roles

Job Overview: To ensure that NCDOT programs and
operations comply with applicable laws, regulations,
policies, and standards, and achieve departmental goals
and objectives in an efficient and cost-effective manner.
To establish the role of Information Systems Auditor.

Justification for addition: Results of the State
Auditor’'s Report dated 9/2006. Five significant issues
Inspector identified and recommendation of another key role.
General Some of the major responsibilities:

*Provide independent objective reviews & evaluations.
*Detect and prevent fraud, waste, & abuse.

*Establish procedures and practices that ensure
safeguarding of assets.

«Comply with industry standards for auditing.

What will it look like: Combines external and internal

auditing functions within one unit.

Reports directly to the Secretary.




Strategic Organization Design: Business Cases for Key Roles

Chief
Operating
Officer

Job Overview: To oversee the day-to-day
operations of the department to ensure optimal
efficiency, effectiveness, and accountability.

Justification for addition: Role within Executive
Management to lead change to performance-based
culture, drive core business processes, and handle
day-to-day operations.

Some of the major responsibilities:

*Head operational plan development and
implementation to execute organizational strategy.
*Oversee PPSI delivery process.

sImbue culture of operational excellence, efficiency,
and project delivery within organization through
leadership, performance-based management and
accountability.

What will it look like: Reports directly to the
secretary. Exempt position, but not politically
appointed.




Strategic Organization Design: Business Cases for Key Roles

Marketing
Director

Job Overview: To develop and implement a market
strategy that positively shapes the department’s
public image.

Justification for addition: Need for proactive
posture in handling media and shaping of
department’s image.

Some of the major responsibilities:

|dentify and pursue strategic opportunities to
positively highlight the department’s image.
*Publicize departmental successes in the PPSI
delivery processes.

sManage creation, publication, and distribution of
marketing, educational, and promotional items and
literature.

What will it look like: Could be imbedded within
P10, a new position with staff, or KSAs contracted
through outside marketing group.




Strategic Organization Design: White Paper - NCRR, NCSPA, & NCDOT

Modify linkages to North Carolina
Railroad & North Carolina
State Ports Authority

For our relationship with NCRR, changes
are necessary to minimize delays in
obtaining approval for rights-of-way for
mutually beneficial projects and develop
statewide logistics plan.

Several recommendations to modify NCRR
linkages: (1) mandatory gubernatorial
appointment of NCDOT secretary to NCRR
board, (2) initiation of master planning work
sessions, and (3) introduction of legislation
to define NCRR roles, responsibilities and
authority.

NCSPA plans for the construction of an
international port, a multi-modal
transportation network.

Recommendation to modify linkages with
NCSPA is to continue dialogue as the

foundation for collaborative and
cooperative long-term planning.
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ISSUE TO BE REVIEWED (HYPOTHESIS)

To have business units clearly articulate their mission; to identify their end products and associated production
costs; to understand their customers and other internal and/or external entities that provide similar services; to offer
suggestions as to how the Department can better satisfy the new goals, track costs, and charge time; and to provide
their budgetary data by cost center for personnel, non-personnel, and contractual services.

EXECUTIVE SUMMARY

The “Bottom Up” Business Efficiency Assessment is the result of NCDOT’s ongoing efforts to transform itself
into a 21% Century DOT. Beginning with the 2007 McKinsey diagnostic and building upon an informal survey to
top managers in NCDOT, a formal eight-question survey was emailed in November 2007 to 60 Business Units
(BUs) in the Department representing the top leadership and directors in DOT. The primary purpose of this
survey was to conduct a comprehensive organizational assessment of all BUs with a focus on:

Mission — what is your BU mission, i.e. why does your Unit exist; what does your BU contribute; what customers
does your BU serve;

End Products Produced — what end products (programs, services, projects, etc.) does your BU produce; to identify
end products and associated production costs;

Customers Setved — to understand customers and other internal and/or external entities that provide similar
services;

Efficiency Ideas/Suggestions — to offer suggestions as to how the Department can better satisfy the new goals,
track costs, and charge time; and

Budgetary Data — to provide budgetary data by cost center for personnel, non-personnel, and contractual services.

89 responses were submitted, and the data was synthesized over a 4-week period and subsequently translated into a
preliminary set of recommendations. A large Microsoft Access database was also developed to store the raw data
with the assistance of David Alford, Information Technology. This database will serve as a rich warehouse of
ideas/suggestions that can be referenced in the future and used to set a baseline of what the Department was able to
implement.

RESEARCH AND FINDINGS

External Reports

Several reports have been previously commissioned by various sources to determine how the Department’s project
delivery rate could be improved. The reports are listed below with brief descriptions of their content and
recommendations:

0 North Carolina General Assembly Government Performance Audit Committee (GPAC) Performance Audit
of Planning, Budgeting, and Program Evaluation Processes, prepared by KPMG Peat Marwick Management
Consultants, December 1992

0 In 1991, the General Assembly authorized a year-long performance audit of all branches in state
government. The purpose of the audit was to evaluate government operations, restructure and



reform service delivery, strengthen management practices, improve government efficiency and
effectiveness, establish priorities, and preserve and improve the quality of the state’s services.
Recommendations were general in that this audit encompassed all state governmental agencies.
Specific recommendations for the Department were carved out and addressed.

0 NCDOT Project-Delivery Improvement Recommendations, prepared by PBSJ for the North Carolina

General Assembly, July 4, 2007.

0 The General Assembly contracted with PBS& to evaluate policies and procedures implemented by
the Department with a specific emphasis on project delivery.
In summary, several recommendations specific to project delivery were consolidated from these reports. The table

below presents them with a brief status.

Recommendations

Report Source

Current Status

Establish a centralized procurement function to
manage and administer all consultant contracts.
Responsible for coordinating all procurements across
all project delivery functions.

To be located under the Director of Construction

Dye
Management

Report (p. 16)

(2005) In process.

Establish a Program Delivery Management
Committee.

Integrate the overall management of delivery across
the functional areas and disciplines that are required
to deliver an individual project.

Dye
Management

Report (p. 18)

(2005) Develop, implement, and update
work plan. Ensure effective and efficient
delivery, and manage workload.

(2007) Established, but has not met on a
regular basis. (PBS&], p. 12)

Establish a Program Office for project delivery.
Responsible for developing the project management
discipline, controls, and procedures. Office will own
the overall policy, procedures, standards, and other
support mechanisms.

Dye

Management
Report (p. 18)
PBS&J Study

(2005) Currently reviewing functions of
the office and associated findings of
Dye.

(2007) Never established. (PBS&], p. 12)

Institute/incorporate changes to
PDEA/Preconstruction Project Manager Positions.

Dye
Management

Report (p. 25)

(2005) Currently reviewing functions of
the office and associated findings of
Dye.

(2007) Positions established for a brief
time, but when incumbents secured
other positions, positions never filled.
(PBS&J, p. 12)

PDEA & Roadway Design moving towards
regionalization approach.

Dye
Management
Report (p. 121)

* PDEA moved to a regionalized
approach in 2005/2006. Per TMT
efforts Roadway Design has also shifted
to a regionalized approach for project
management.

0 NCDOT Project Delivery Study, prepared for the North Carolina General Assembly, July 19, 2004
0 The report provided approximately 26 individual recommendations that addressed current barriers
to timely project delivery. It was anticipated that acceptance of the recommendations would enable
NCDOT to implement industry best practices for program and project management.

An informal survey developed by TMT Project Manager, Roberto Canales was emailed (August 2007) to selected
senior management within the Department. The questions presented in the informal survey were:

* List three things you would change about the Department.

* Identify any redundancies across the Department.




* List three things you would change about your work group.
* Are their efficiencies you can implement in your work group?
* Do you have a historical picture of your workload vs. staffing? Can I get one in a week?

* How can we improve communications/interaction within the Department? (i.e. Central to field and vice
versa)
Responses from this survey were used in identifying earlier workstreams that were launched prior to the formal
initiation of the business unit efficiency effort.

Transformation Effort: McKinsey Survey

A quantitative survey of the Organizational Performance Profile was completed by nearly 9,000 employees, which
constitutes more than 70% of the Department’s employee population. In addition, 60 senior leaders were
interviewed, nine focus groups comprised of transportation workers, supervisors and technicians, DMV employees,
VERTS, and administrative staff were conducted, 15 “deep structured interviews” were conducted with selected
employees representing all levels of the organization, and over 20 informal conversations were held with individuals
from the Governor’s Office, General Assembly, MPOs, and businesses to better understand concerns and priorities
of external stakeholders.

The results of the survey and the other information gathering efforts resulted in several findings. McKinsey
determined that the Department was at a strong starting point for transformation because the near-term budget was
stable, external stakeholders were supportive of change, key leadership was committed to change, the Department
had the technical skills necessary to deliver, and the employees were proud to serve and possessed a “can do”
attitude.

The survey concluded that opportunities to improve operations were within the possible realignment of the
Department. The report states, “INCDOT could increase its alignment, focus, and effectiveness by setting a clear direction,
cascading an explicit vision and goals throughout the organization.” 1t was clear that the Department needed to remove silos,
but also understand how some of the organization’s dysfunctional communication and conflict avoidance had
contributed to redundancies within the organizational structure. To better understand the mission, end products,
and budgetary constraints of each division, along offering units a medium to share ideas and suggestions for
improvements, a focused survey of the business units’ operations was launched.

Business Unit Efficiency Approach

In order to conduct a wider, more focused approach for understanding how each business unit contributes to the
Department’s overall mission and goals, McKinsey staff proposed a “Building Efficiencies and Productivity” (BEP)
approach. The BEP approach was piloted within two Business Units—Construction and Office of Environmental
Quality—between September 24 to November 9, 2007.

*  Objectives of the pilot approach included:
0 Identification of the unit’s mission statement, purpose, and goals.

0 Identification of all current tasks/responsibilities (which suppott the unit’s mission statement, purpose,
and goals) and estimated man-hours required to complete those tasks. Staffs in both units were
instructed to complete a spreadsheet which helped track this information.

(@)

Determination if current unit structure is “right-sized” (or not) and aligned for mission attainment
0 Identification of opportunities for potential cost and timing savings such as:
*  Outsourcing, devolving/reassigning activities, and/or determining if a unit’s products coincide
with another unit and duplication can be eliminated
0 Use “lessons learned” and retool approach/templates to replicate the process with other BUs.



* The result of the two pilots led to the following conclusions:

(0]

Approach was better suited for a traditional manufacturing process where the focus is on producing
“widgets” as opposed to providing services and meeting customer needs. Both pilot units (similar to
most of NCDOT) are oriented to respond to customer needs, inquiries, or deliberating with other units
to resolve project issues. The latter was difficult to track.

Approach for just two pilots required multiple face-to-face meetings, and follow up /2-day workshops to
organize results and identify conclusions regarding the “right-sizing” of the units. Expanding such an
approach to the rest of the organization would have been cumbersome and labor intensive; staff and
time constraints would not have permitted such an expansion.

A modified approach, with a focus on soliciting business unit understanding of its mission, end
products, and budgetary awareness was recommended by the Strategic Blueprint team. The modified
approach involved the creation of a Business Efficiency survey which would generate similar data and
input in a time efficient manner.

¢ Business Efficiencies Survey and analysis:

o

(@)

An eight-question, three page survey (provided in Appendix D) was sent to 60 BUs in the Department
representing the top leadership and directors in NCDOT on November 16, 2007 with a due date for
December 7, 2007.
® The survey questions focused on BU mission and alignment with NCDOT’s new mission and
goals. Questions also probed the BUs’ ability to articulate its end products, the cost of
producing those products, similarity with end products produced by other BUs, and if those end
products should be produced at all or outsourced.
® The survey included tables to ascertain BU budgetary information and if a respective BU could
navigate SAP to locate information such as Personnel, Non-Personnel and Contractual Service
Costs by Cost Centet(s).
Specific responses were needed from sub-units within larger BUs resulting in a total of 89 responses.
From December 10, 2007 to January 23, 2008 the Strategic Blueprint team (along with TMT’s Project
Manager) reviewed and synthesized the results of each survey response. The analysis included:
* Review to ensure each question contained a response (long, short, or NA) and especially that
budgetary information seemed logical.
= Comparison of end products, services and programs produced across BUs and across the
Department. This comparison included a focus on any (real or perceived) redundancy,
overlapping responsibilities across two or more BUs, outsourcing opportunities, BU-specific
technology needs, and the overall use and effectiveness of the product, service or program in
regards to NCDOT’s new mission and goals.
* General observations such as:
* Many improvement opportunities are simple, internal changes within a BU or require a
simple procedural changes with executive staff/BOT approval
* Budget “unconscious” & time charge inaccuracies are pervasive throughout NCDOT
* Employees have great suggestions—NCDOT must find ways to empower employees to
drive change post-TMT
= Employee support for recommendations from previous management reports, such as the
ones cited above (McKinsey Diagnostic, PBS&] Report, MGT Report, etc.)
* Any key ideas or suggestions that pertained to other ongoing workstreams were lifted from the
synthesis and forwarded to the appropriate TMT workstream leader.
= All responses were organized into a Microsoft Access database (with I'T’s help) for querying
information in the future.
* Initial recommendations were listed under the following four overarching categories/areas of
improvement: Deep Dives, Internal Efficiencies, Training, and Policy/Procedural Changes



RECOMMENDATIONS

FOUR ACTION STRATEGIES FOR EFFICIENCY IMPROVEMENT

Internal
Efficiencies

An efficiency opportunity identified as a “Deep Dive” indicates the analysis addresses
an issue that crosses multiple BUs and will involve a level of complexity requiring
intense third party facilitation. Also:

» Facilitation can be led by Productivity Services, OEQ, and/or TMT.

® 30-day time frame for analyses, findings, and recommendations.

An efficiency opportunity identified as an “Internal Efficiency” means the analysis

addresses an issue that is predominantly contained with the respective BU and can

best be addressed by that BU. Self-facilitation is the best way to handle addressing

these efficiencies; however third party facilitation can be utilized. Also:

= Short time limit—entire effort and recommendations headed by BU manager for
implementation.

= A'TMT member will be assigned to keep up with the status of each of these
efforts to ensure completion.

An efficiency opportunity identified as a “Training Opportunity” indicates that the
development and training of key staff in NCDOT will provide improved efficiency
and accountability benefits for the future. This training is focused on the
following areas:

* Project Management training and

* Managerial/Leadership training.

An efficiency opportunity identified as a “Procedural Change” indicates the need

for changes to existing procedures that may be cumbersome, outdated, or not
aligned with the new NCDOT’s Mission and Goals.



RECOMMENDATIONS

DEEP DIVES

Improved Functionality of Americans with Disabilities Act Responsibilities

Results of the BEU survey indicated the following:
0 Fragmented program administration across Alternative Delivery Unit, Office of Civil Rights & Business
Development, Human Resources, Productivity Services, General Services, and other BUs,
0 No definitive policy or procedures for complaint filing and corrective action, and
0 Legal ramifications require formalized process.

B In the Department’s realignment, ADA functionality will be housed in the Division of Civil Rights.
Additionally, the workstream presented recommendations to the TMT and LT, which were approved, that
streamline the ADA process as well as provide efficiencies for handling of all complaints including those under
other federal and state statutes such as Title VI and Title VII. A detailed report of the workstream’s findings
and recommendations is presented in Appendix C.

Traffic Counts & Traffic Data Management

Results of the BEU survey indicated multiple units had a role in traffic count collection at NCDOT. Given other

workstream and transformation emphasis on improving project delivery and the critical path inputs to project

delivery, a further examination of this subject area was warranted. Findings included:

B Isolated approaches to count collection and the need for improved collaboration between units to meet delivery
timetables and customer needs

B Lack of a unifying policy to govern the Department wide management of count collection, storage, and
dissemination of data.

B Need for enhanced access and ease of viewing traffic count information in a single location.

B No clear, coordinated plan for how to optimize use of technology and current traffic collection equipment to
support more real time (or near real time) information for public consumption and awareness.

A detailed report of the workstream’s findings and recommendations is presented in Appendix B.
Consolidation of the Safety & Loss Control Unit and Management Assessment Division

Commonalities between the Safety & Loss Control Unit and Management Assessment resulted in the
recommendation to consolidate the two units and create a new division. Natural linkages identified that exist
between the units were

0 Safety risky/evaluation for people and property

0 Emergency Management

0 Statewide Responsibilities

In the Department’s realignment, the new division is named the Division of Safety & Risk Assessment. A detailed
report of the workstream’s findings and recommendations is presented in Appendix C.



RECOMMENDATIONS

INTERNAL EFFICIENCIES

Bicycle & Pedestrian Division

Two issues were identified as opportunities for efficiencies. The division currently reports to the Deputy
Secretary for Intergovernmental Affairs and Budget Coordination. Itis also unclear if the Safe Routes to School
Program is better housed under this division or under the Traffic Engineering and Safety Systems Branch.

In the Department’s realignment, the Bicycle & Pedestrian Division was transferred from the Deputy Secretary
for Intergovernmental Affairs and Budget Coordination to the Deputy Secretary for Transit. The move aligns
all non-highway modal divisions within a common management structure.

Collocation of Safe Routes to Schools Coordinator and Municipal and School Transportation Assistant Engineer

An entire unit within the Traffic Engineering and Safety Systems Branch exists to serve as experts on school
safety and crash analysis. Per SAFETEA-LU, the federal government requires states to fund a full-time Safe
Routes to Schools Coordinator. Collocation of the Municipal and School Transportation Assistant Engineer
and Safe Routes to Schools Coordinator within the same unit may produce increased efficiency and
productivity. The Traffic Engineering and Safety Systems Branch is the logical location for these roles.

A memorandum to the Leadership Team recommended that the Deputy Secretaries for Intergovernmental
Affairs and Budget, and Transit along with the Highway Administrator and the Traffic Engineering and Safety
Systems Branch manage the relocation of the Safe Routes to Schools Coordination role and resources (funding)
to the Traffic Engineering and Safety Systems Branch.

Consolidation of Department Orientation

The Orientation Sub-team of the Talent Management Team presented its recommended orientation process for
implementation, which was well-received by both the TMT and the Leadership Team. Evident in the new
orientation process is the discovery of efficiency opportunities gained through collaboration, consolidation, and
synergy of the separate orientation processes currently utilized by the Department and DMV. The Orientation
Sub-team formulated a thorough orientation process that effectively orients new employees to the Department
and underscores the EVP. Preliminary estimates indicate an implementation cost of $7,000/year for the first
year with a recurring annual cost of $4,200.

As the Department seeks to become a “great place to work™ and “a place that works well,” the “One NCDOT”
directive must be preserved and creative, effective, and productive methods found to accommodate specific
division-orientation needs within this improved framework. Therefore, it is recommended that all division be
directed to utilize this new orientation and supplement it as necessary to address division-specific needs.
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Internal Transfer of Rail Utility Relocation Unit from Project Services Unit to the Rail Division

This unit recommended an internal transfer of the Rail Utilities Section from the ROW Branch, which could
provide for greater efficiencies through synergy with Rail Division functions and staff. Additional efficiencies
could also be realized through improved coordination between Utilities Coordination Unit and Rail Division in
the investigation of at-grade RR crossings for needed safety corrections.

In the Department’s realignment, the Rail Utilities Section was transferred from Project Services Unit to the Rail
Division. This relocation will improve efficiency by aligning rail utility relocation functions within the Rail
Division.

Ferry Division

This division indicated its interest in pursing additional internal efficiencies and requested formal facilitation
assistance in brainstorming ideas for improvement and developing a course of action. Jeffrey Roerden with the
Department’s Productivity Services Unit led a facilitated session to help the division identify opportunities to
improve its operations. At present, the unit has identified and is pursuing opportunities for improvement
within its painting operations and safety training.

General Services Division

Several issues were identified as possible areas for internal efficiency improvements:

0 Determination if the 3R program is located within the Department’s organizational structure for optimal
efficiency. In addition, the scope of the program needs better definition e.g., inclusion of recycled
construction debris.

0 There appears to be no clear separation of duties in terms of facilities management and Management
Assessment including parking lot and after-hours maintenance, management of facilities, security, etc.

0 Materials & Test is the only DOH facility maintained by this unit. There is an interest in transferring the
position to DOH/Materials & Test to allow it to maintain its own facility.

0 There is no formal archival and surplus policy. Employees abandon surplus items in the hallways and we
are required to keep the hallways cleared. Consequently, this unit is tasked with removing the surplus items,
securing appropriate space for the times, and arranging for the items to be picked up. Too often, hallways
remain cluttered and obscured because they are storing surplus or archive materials.

A recommendation was made to schedule facilitated meetings with heads of Management Assessment
(concerning the separation of duties issues) and Materials & Test (concerning the maintenance mechanic
position). Additionally, it was recommended that meetings between Myra Fulmer, Bob Andrews, and
Management Assessment be conducted to develop a formal archival and surplus policy for approval by
Executive Management and dissemination to the NCDOT employees.

General Services Division reported the following efforts in pursing the recommended and other internal
efficiency opportunities:

0 As of February 2008, Department of Environment and Natural Resources delegated authority to the
Department (within Roadside Environmental Unit) to approve sediment and erosion control plans. This
delegation has reduced review and approval times considerably.
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0 A concerted effort has been made in tracking recycled oil. Additional revenue can be realized through

recycling oil. Currently, the Department can recoup 34¢/gallon. It is anticipated that that rate may
increase to 71¢/gallon.

0 Asa pilot, a renovation project in Division 4 is capitalizing on recycled materials. Current estimates are 75%
of materials in the former facility can be reused and/or recycled.

0 Security protocols have been reviewed with General Services Division and Management Assessment, and
there is a clear understanding of duties and responsibilities.

0 Material & Test and General Services Division are in agreement with Facilities Maintenance to continue
maintaining M&T"s facilities.

0 The development of an electronic filing system and hard copy of files have been included in the Division’s
action plan.

GIS Layers

Conversion of the TIP maps to GIS layers was identified as an internal efficiency opportunity. The conversion
would permit intelligence to be attached to the maps and provide detailed project information. Program
Development Branch reported that GIS will use Spatial Data Viewer (SDV) as a means to display the next TIP
in a GIS-based manner.

Oversize/ Overweight Permits Unit

The effort to automate the permitting process has been stalled. The internal efficiency opportunity identified
was to determine the status of the automation project and eliminate any obstacles. A meeting was held with the
current vendor. However, some outstanding issues still exist. The unit will continue meeting to resolve
problems so that the automation process can be successfully completed and implemented.

Rail Division

The Rail Division’s current project load exceeds its current staffing complement. It was recommended that a
business case be developed to address how this project load backlog could be addressed. The division director
assessed his current project load, project backlog, and anticipated projects, reviewed his current budget and
future funding forecasts, and found the following:

0 The statewide crossing safety program has a backlog of project. At the current staff capability, the backlog
is equal to three years.

0 One of the largest-scale projects in the county, the 500-mile Southeast High Speed Rail Corridor, has a
single employee for project management.

0 The Department’s passenger operation has a single employee to oversee contract operations in two cities
through two shifts, seven days per week, 365 days per year.

0 A single employee contracts out 95% of his assigned project work load.

0 Two national demonstration projects with broad regional and public impact have no project managers.
These projects are programmed for a combined public and private investment in excess of $100M.

0 A state-funded FTE position with benefits costs approximately 50 percent of that provided by consulting
engineering firms.

A table of recommended personnel assignments to match Rail Division resources was provided with the
assurance that approval would ensure sufficient personnel to address all project needs identified.



12
State Bridge Management Unit (formerly State Bridge Maintenance Unit)

This section reported that divisions are losing expertise to help maintain specialized electromechanical
equipment on movable bridges and bridge inspectors are stretched thin, and recommends that this service
should be outsourced over time. Another recommendation offered by this BU was to enhance recruitment
efforts for technicians proficient in electronics and computers. The final internal efficiency recommendation
offered by this unit was to hire a structural Engineer to oversee these contracts so that bridge inspectors can be
focused solely on load bearing bridge inspection/maintenance.

After pursing the recommendations, State Bridge Management Unit prepared a draft recruitment plan to HR to
improve recruitment efforts for technicians proficient in electronics and computers. The unit is also looking at
reorganizing and reallocating several positions to address workload problems being experienced by the
inspection teams. There is also some consideration being given to increasing the use of PEFs to perform
inspections.

Traffic Engineering & Safety Systems Branch

Re-timing of existing signal systems, collection of traffic count data, and determining a single author of joint
DMV /TESSB treports wete identified as opportunities for internal efficiencies for this unit.

Although the retiming of signal systems has been transferred back to the divisions, this task requires a
specialized skill for which the field has limited staff. TESSB recommends pooling the expertise in three regions.
By developing regional signal systems engineering positions, new staff members would dedicate their time to
evaluating and retiming signal systems. It is estimated that this recommendation will shorten the frequency of
retiming signals from five to six years to 18 months.

The collection of traffic count data was identified as a “deep dive” work stream and will be addressed later in
another section of this report.

Concerning the joint reports for which DMV and TESSB contribute, TESSB is working with DMV to
determine how to best produce reports that require input from both units.

Utilities Coordination Unit

This unit identified the following issues:

Development of a uniform approval process across the divisions.

Revision of the current manual, which was last revised in 1993.

Development of training program with a concentration on utility issues.

Improvement of the encroachment approval process.

Development of alternative techniques to handle utility conflicts.

Recovery of costs associated with the Department’s professional engineering services expended in the
preparation of utility construction plans.

0 Establishment of a utility committee to review needed legislation to better handle utility-related issues.

O O0OO0OO0OO0Oo

The Ultilities Coordination Unit met and developed an action plan to address the identified issues. In summary,
it was determined that the existing encroachment agreements are outdated and will require revision. This
project will, however, be delayed until the current manual is revised, which is the more pressing matter. The
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unit is moving forward to re-write the Policies and Procedures Manual for Accommodating Utilities on Highway Rights
of Way, which is anticipated to take six to eight months to complete.

Georgia DOT (GDOT) has developed a course through coordination with a utility consultant firm that could
be a model for replication here. Included in the unit’s action plan is the intent to visit GDOT, audit one of its
training classes, and evaluate how this paradigm could be used effectively within the Department.

The unit believes that the encroachment approval process can be improved by replacing the current paper
process with an electronic, papetless process. The current process is antiquated, and the sheer volume
(estimated at 8,000/ year) and complexity of the requests exceed the current man power available. The City of
Charlotte has an electronic process that is worth investigating for application here. An electronic system would
allow utility companies to access our system and GIS technology could be incorporated. The addition of ROW
staff within each highway division would help streamline the process and allow the Department to shorten
approval times as well.

Project delays have been incurred as a result of conflicts with utilities. The unit believes that this can be
alleviated in part by requiring the design consultants to handle all utility conflicts for projects designed by PEFs.
Two pilot projects have been awarded to PEFs that require them to coordinate their work with the utility
companies as part of the design phase of the project. These pilots will be evaluated to determine effectiveness
and implementation potential on a larger scale. Other options (having highway contractors handle complaints
on design-build projects) are being pursued.

The unit contends that the Department has provide free engineering services to companies requesting to have
their water and/or sewer facilities relocated by the highway contractor during the construction of highway
projects. This free service is provided regardless if the utility company is responsible for all costs associated
with the relocation of their facilities. The unit contemplates instituting a reimbursement program to recoup
costs associated with the preparation of relocation plans if the plans are developed by the Department. One
suggestion is to seek reimbursement based on an houtly rate. Although this reimbursement is not viewed as a
revenue source, it could allow the Department to recover some of the costs associated with this professional
service.

The final recommendation was to establish a committee to review needed legislation. This committee would
study legislation of other states and make recommendations for action. All recommendations for legislative
action would be forwarded to the Department’s Legislative Liaison for the Department.

PROCEDURAL CHANGES

Some of the internal efficiencies identified were recommendations for procedural or legislative changes. Below, the
recommendations are presented along with next steps:

Division 4

Proposed Legislation recommendation:

0 This would require a change in a purchasing law, but divisions should be able to let larger dollar value
contracts (cap is $1.2M currently). We could produce similar contracts and provide increased delivery.

DOH’s Operations established a “Contract Officer” role in each of its highway divisions. Chief Engineer, Steve
Varnedoe, reported that this was done in an effort to improve uniformity and consistency across the state. All
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contracts within the division would be let by this contract officer. However, it is important to note that the
MBE/WBE Legislative Committee presented to the Department similar legislation to increase the dollar value.

Office of Delivery Workstream

Proposed Legislative recommendation:

The Department should seek legislation to broaden its authority for the use of professional services to cover all
professional services and functions in connection with the planning, design and construction of transportation
facilities. The Department lacks legislative authority for all functions involved in the planning, design, right of way
acquisition and construction of transportation facilities to fully utilize the resources of PEFs.

At present, NC G.S. 136-28.1(f) authorizes “contracts for professional engineering services and other kinds of
professional or specialized services necessary in connection with highway construction, maintenance or repair.”
While this fully covers the Division of Highways, other units that fulfill an important role in the Department’s goals
are technically not covered in the practice of contracting firms for the planning, design and construction of non-
highway projects. For example, the General Services Division uses State Construction Office authority and
procedures for its various projects across the state. The Right of Way unit utilizes smaller professional services
contracts for services in support of its objectives. There is no blanket delegation or authorization beyond G.S. 136-

28.1(H).

Public Transportation Division

Proposed Legislation recommendation:

0 New Starts (Rail) funding criteria when no federal funds are involved in the project: The end product is

revised legislation and written criteria that clearly identify requirements for state funding to support
commuter and light rail projects when the project does not meet federal requirements. The criteria for

federal support of these types of projects are becoming more stringent due to the lack of available funding.
In consideration of the delay with the Triangle Transit Authority regional rail project and the likelihood that
at least one of the remaining Charlotte corridor projects will not meet the federal requirements for funding,
one should not infer that the project is not viable. There is less than adequate funding level for this federal
program when compared to the demand nationally for New Starts funding. Creation of state funding
criteria for regional and commuter rail projects will help to ensure that North Carolinians have mobility
options in the state’s most congested corridors even if federal funding is inadequate or unavailable.

Utilities Coordination Unit

Proposed Legislation recommendation:

0 Consider enacting a state law that holds utility companies financially responsible for any delays or additional
costs caused by conflicts.

TRAINING



As a result of the responses received in the survey, a training workstream was launched to address concerns
raised in the survey. The findings of that workstream will be presented in another document.
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C — Safety and Loss

D — Actual Survey sent out on Nov 16 plus the list of 60 BUs
E — MS Access DB (or put this on a CD)

F — Actual survey submittals (on a CD)

G — Final TMT and LT products and presentations
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ISSUE TO BE REVIEWED (HYPOTHESIS)

The results of the Business Unit Efficiency Survey indicated that the ADA program administration was fragmented
across several business units including: Alternative Delivery Unit, Office of Civil Rights & Business Development,
Human Resources, Productivity Services, General Services, and others, there appears to be no definitive policy or
procedures for complaint filing and corrective action, and potential legal ramifications require formalized process

RESEARCH AND FINDINGS

In the Business Unit Efficiency Workstream, Safety ADA functionality was identified as a “deep dive” candidate
because of the issues identified in the hypothesis. A work group was created with the following membership:

Name Division/Branch/Unit/Section
Philip Bickham Human Resources Division
Jetf Cox Bicycle & Pedestrian Division
Joseph Ishak Work Zone Safety
Tim Luckwaldt Aviation

Miriam Perry, Director

Public Transportation

Jimmy Travis

Alternative Delivery Unit

Anthony Ropet, Deputy Secretary (Ad Hoc/Advisoty)

Administration & Business Development

The workstream methodology included:
0 Discussed research findings

= Interviews with stakeholders (Alternative Delivery Unit, Aviation, Bicycle & Pedestrian, Ferry,
Office of Civil Rights & Business Development, Productivity Services, Public Transportation, Rail,

and Work Zone Safety)

= Literature research (Americans with Disabilities Act, Title VI, NCDOT website, Tite 171
Nondiscrimination in the Federal-Aid Highway Program and Access for Individuals with Disabilities under Section

504 of the Rebabilitation Act and Title 11 of the ADA)

Reviewed Regulations

Summarized findings

Identified gaps

Developed initial recommendations

o O O0OO0Oo

Finalized recommendations

RECOMMENDATIONS

Based on the findings from an initial survey, interviews with stakeholders, and literature research conducted, several
recommendations were proposed. The recommendations provide an opportunity to streamline the process

including improving response time and record keeping.

0 DPost a Letter of Position authored by the Secretary. This letter would articulate the Department’s
commitment to ADA and possibly satisfy the immediate compliance need for an ADA policy statement as
noted in the results of the FHWA baseline assessment report.

0 Establish an ADA Oversight Committee. The committee would be composed of stakeholders. The
goals of the committee would be to coordinate with other stakeholders including those external to the
agency (e.g., FTA, FRA, FAA, FHWA, State Construction Office, Department of Insurance, etc.),
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information sharing, and imbue ADA awareness within the departmental culture. The committee’s
functions would include:

0 Review of current regulations, frequent briefings from similar programs, trends analysis, and funding
requests,

Develop recommendations of policies and procedures, and training,

Define requests and complaints for reasonable accommodation,

Define threshold for tracking, and

Develop compliance auditing process. (Update existing transition plan utilizing FHWA baseline
assessment as the datum.) This activity would be an immediate action item.

o O0OO0Oo

Modify the Current ADA Training. Revamp internal ADA training course and other courses with

correlated topics. Review ADA training provided to our grantees/sub-recipients and external customers
taught by DOT and others.

Create a Single Point of Contact for Discrimination & Accommodation. This position would
streamline and simplify current process, and create synergy. In addition, the SPOC would act as a
clearinghouse for all complaints, issues, questions, and requests (e.g., Titles VI and VII, ADA,
discrimination, accommodation, etc.) All complaints would be tracked by the SPOC and assigned
accordingly and appropriately. This recommendation would ensure the continuity of all training, printed
materials, website policies, procedures, and other public and private forms of communication.

The Leadership Team accepted our recommendations with the following caveats:

(0]

Since a statewide ADA coordination has been appointed by the Governor, we need to seek audience with
this individual and share with him/her the results of the FHWA baseline assessment and the Depattment’s
plan for this functionality.

Develop a timeline and prioritization of initiatives identified in our presentation.

Discuss with Mark Foster the tool used by the State Employees Credit Unit. He described the tool as a
universal help line that also tracks complaints.

Include representation from FHWA on the oversight committee and determine if FHWA is the lead agency
representing FRA, FT'A, FAA, and other federal agencies in the administration of ADA.

Determine if and when a response is due to FHWA concerning the findings of the FHWA baseline

assessment.
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ISSUE TO BE REVIEWED (HYPOTHESIS)

To gain a better understanding of the role and responsibilities of the Safety & Loss Control Unit and Management
Assessment Unit, and identify streamlining opportunities. The structural, functional, and management
opportunities for improvement were reviewed.

RESEARCH AND FINDINGS

In the Business Unit Efficiency Workstream, Safety & Loss Control and Management Assessment Units were
identified as “deep dive” candidates because of the natural linkages that existed between the two units. A work
group was created with the following membership:

Name Division/Branch/Unit/Section
Bob Andrews, Director Safety & Loss Control Unit, Division of Highways
Mickey Brock, Director Management Assessment Unit
Jeannie Bailey Security Unit, Management Assessment
Anthony Roper, P.E., Deputy Secretary (ad hoc) Administration & Business Development

In addition to information extracted from the responses provided in the Business Unit Efficiency Surveys, research
data was obtained from interviews with staff from the Safety & Loss Control (Bob Andrews and Larry Purvis) and
Management Assessment (Mickey Brock and Jeannie Bailey) Units. Additional information was obtained from job
descriptions of Security Managers from private industry using Monster.com.

The key findings noted between the units were:

0 Natural Linkages
0 Safety risk/evaluation for people and property
*  Quality control: prevent loss of life and injury.
0 Emergency Management
*  Compliance/coordination of Homeland Security Act
* Preparedness and education of employees
0 Statewide Responsibilities
= Safety & Loss Control Unit currently under the Division of Highways, but acts as “safety
consultant” to the entire Department
®  Security Unit under Management Assessment is responsible for all DOT facilities in 100
counties.
0 Measuring effectiveness/compliance
0 More routine feedback mechanisms are needed for training and services

0 Currently, no formal performance review of surveillance vendors and contractors, or security
contractors

0 Inability to associate expenditures and identify return on investment (ROI)
0 Employee awareness and education

0 Improve clarity of the roles/responsibilities of both units and who setves as point of contact for
crisis situations

0 Improve opportunities for emphasizing vigilance and safety threat awareness among rank and file

* Should start when DOT onboards new employees and continues throughout employees’
tenure
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RECOMMENDATIONS

Based on the findings from an initial survey, follow up interviews, and research conducted, several
recommendations were proposed. The recommendations provide an opportunity to improve the delivery,
coordination, and overall management of current services provided by these respective units.

0 Bring the role/responsibilities of the current Security and Safety and Loss Units under one
Division. This Division would report directly to the Deputy Secretary of Administration and Business
Development. The name would be modified to better reflect the services provided, and emphasizes the
Department’s commitment in providing its employees with a safe and secure working environment and
protecting its physical assets (currently limited to facilities, but moving towards all physical assets).
Suggested name titles include: Division of Safety & Security, Division of Risk Assessment, Division of Risk
Management, Division of Loss Prevention, and the Division of Incident Prevention. As initial action items,
staff members in this Division should consider preparing:

0 New mission statement and service goals;

0 Adjusted performance metrics (with the help of Performance Metrics team in TMT);

0 Potential role/responsibility changes for particular positions (or long term development of new
positions) based on this move to one Division; and

0 Action plans for short-term and long-term goals.

0 Upgrade the position classification and visibility of the current head of Security and reorganize this
functionality to a whole section under the newly-formed Division.

0 This position currently handles:

® routine security and handling of safety threats for facilities in all 100 counties for NCDOT;

® special requests to escort employees (after hours, for terminations, etc);

* oversight of security service providers and equipment (T'ech Systems and Weiser Security);
and

= oversight of property guard and State Capitol Police.

0 The current position requires reallocation. Human Resources suggested the position of
Administrative Officer II as the best option. The Administrative Officer classification offers the
most flexibility in allowing modification of the job description with an attractive salary. The
tentative title for the position is Security Manager and examples of similar positions within the
public section were researched for minimum educational requirements and knowledge, skills, and
abilities. Initial discussions concerning the position description verbiage and other sections of the
PD-102R-92 reviewed with Human Resources.

0 Improve and increase the evaluation and effectiveness of Tech Systems and Weiser Security. These
contracted services need further review (quarterly or additional customer feedback forums) to properly
evaluate if NCDOT is getting a strong return on investment. A visible set of metrics and performance
criteria is recommended to address this issue.

0 Consider additional role, responsibilities and training to support Homeland Security measures and
requirements for State Agencies. A thorough evaluation of the risk preparedness of NCDOT is
recommended in light of the vulnerability of the state’s transportation system. This work is best suited to be
completed by this Division. This will be included in the newly reallocated role of Security Manager.
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Below is a brief summary of notes from the work group sessions:

1.

“Synergy Affect”
a. Elevate the importance of Safety Loss & Control/Management Assessment (Security) service to ALL
areas/modes of NCDOT (not just DOH). One DOT idea.
b. Improved communication/coordination is required to achieve a higher level of safety and quality
control for the entire Department
c. Preservation of our facilities (physical plant) and our people (employees/visitors) should be a shared

vision and is better accomplished through a collaborative effort

“Elevate Security” — through the creation of a standalone unit dedicated to Security Operations

“ROI”& “Identifying the Gaps”

a.

b.

Combined unit can prepare business case, budgetary needs, annual evaluation of 1) where DOT is today
(baseline level of service (LOS)) and 2) where the DOT should be (future LOS target).

Thorough evaluation of surveillance systems and security support currently provided. Is this the best
way to handle security/monitoring our buildings and people?

“DOT prepatedness for 21" Century Threats”

o oP

Addressing Homeland Security measures

Addressing any other federal requirements from FTA, FHWA, FRA, etc.

Addressing any proposed state legislation

Natural disasters, terrorist acts, vandalism, coordination with state/local law enforcement
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Detailed Timeline

BUsIESSIEITigiengy Assessiment



Approach

8-question survey focused on 5 areas:
m Mission — What is your BU’s mission?
m End Products — What does your BU produce?
m Customers Served
m Efficiency Ideas/Suggestions
m Budgetary Data

ﬁ‘iq"enqy /hs;mwe/ﬁ;?
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