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Caltrans Vision

A _, transparent, and accountable organization

that values its people, resources and partners, and meets new
challenges through leadership, innovation, and teamwork.

Project Delivery:

I am pleased to present the

Fall 2015 issue of the
PROJECT DELIVERY

QUARTERLY (PDQ).

This issue of the PDQ
focuses on a few of the areas of the Caltrans Strategic
Management Plan for 2015-2020 (Strategic Plan)
which are of special significance to Project Delivery.

The Strategic Plan describes five goals, each
supported with strategic objectives and performance
measures. Both the new and time-tested performance
measures will assist Caltrans in quantifying the
economic, social and environmental returns that our
state transportation system is currently generating—
and to identify strategies that could generate greater
returns in the future.

The safety of travelers and workers has always been
a top priority for Caltrans and this is reinforced
in the first goal of the Strategic Plan. Presenting a
comprehensive view of safety, Goal 1: Safety and
Health (Goal 1) emphasizes zero worker fatalities,
and a “Toward Zero Deaths” practice of improving
safety across all modes of travel. Goal I also includes
an emphasis on the widespread health impacts of the
transportation system by setting ambitious targets
for reducing pollutant emissions, and through
promoting the use of active transportation modes to
improve public health. To highlight Project Delivery’s
role in implementing Goal 1, the article on page
4, focuses on how worker safety is emphasized
throughout the project planning, design and
construction phases.
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Goal 2: Stewardship and Efficiency captures Project
Delivery’s historic success with delivering projects
on time and on budget. The article on page 8,
highlights Project Management’s long standing
dedication to performance measurement, which
facilitates successful delivery through scheduled
monitoring of milestones throughout the life of a
project.

Finally, this edition explores how Project Delivery
is collaborating with all Caltrans Divisions and
Programs to implement all of the goals, strategic
objectives and targets. An article on the Division
of Design’s recent stakeholder workshop to update
design guidance is highlighted on page 3, and
the strategic importance of Asset Management for
Caltrans is discussed on page 10.

The Strategic Plan is available on the Office of
Strategic Management’s website. I challenge you to
not only read the Strategic Plan, but to reflect on how
you can refine your projects and processes to align
with our new goals, as well as our new mission and
vision.

I thank you for your dedication to state service and
for your willingness to embrace new and innovative
strategies for serving the great state of California.

-Karla B. Sutliff
Project Delivery Deputy Director
(Chief Engineer)
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Above: Stakeholders share
perspectives with Caltrans
on Class |V Bikeways at
the recent Bike Summit in
Sacramento.
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Leadership, Innovation, and Teamwork

This issue of the PDQ empbhasizes Project Delivery’s direct role in implementing

strategic objectives related to the first two strategic goals, but all five of the goals require

Project Delivery’s active participation. The Strategic Plan sets in motion, plans for an

unprecedented level of collaboration among all Caltrans divisions and programs, our state

and local partners, and other stakeholders. This heightened emphasis on collaboration

was exemplified in the Division of Design’s recent “Bike Summit” which brought together

representatives from statewide stakeholder groups to share their perspectives, visions and

concerns about the new Class IV Bikeways, mandated by the Protected Bikeways Act of 2014.
This recent legislation prompts Caltrans to create guidance for a new type of bicycle

facility, called a “Class IV Bikeway,” also referred to as a “separated bike lane” or “cycle

track,” by January 2016. The Division of Design (Design) upended the traditional process
of gathering stakeholder comments on draft guidance. Rather than inviting the public to
comment on a first draft of guidance, this workshop solicited diverse viewpoints to serve as
the genesis for the new guidance. Stakeholders were able to share their priorities and also to
hear the wide range of concerns that other workshop participants had about this new type
of facility. Design is now reviewing the comments and is challenged with creating guidance
that ensures consistent application of the Class IV Bikeway, as well as enough flexibility to
allow the bikeway facilities to be tailored to fit the local context.

Providing innovative multimodal guidance is one way in which Design is contributing
to the success of Goal 3: Sustainability, Livability and Economy, which has performance
measures tied to increasing non-auto mode share, improving accessibility and livability, and
reducing the percent of transportation system- related air pollution (both greenhouse gas
and pollutant emissions).
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Goal 1: Safety
and Health

“Provide a safe
transportation
system for
workers and
users and
promote health
through active
transportation
and reduced
pollution in
communities.”

Safer by Design

Above: On display at the annual  Goal 1: Safety and Health (Goal 1) has strategic objectives, performance
Caltrans Worker’s Memorial at

the State Capitol, a truck mounted
attenuator damaged in a collision.
Truck mounted attenuators provide for Goal 1: “Zero worker fatalities.”

measures, and targets that require the active participation of all Caltrans functions.
Project Delivery plays a leadership role in promoting the first Strategic Objective

collision impact protection for Safety for all workers is a critical component of all activities performed on State
highway workers and travelers. Highways System (SHS) by Caltrans and our partners. Caltrans incorporates
many safety strategies as a routine business practice to reduce and/or eliminate
the exposure of highway workers in active work zones on the SHS. “Zero worker
fatalities,” aligns with Project Delivery’s historic emphasis on continual monitoring
and improvements to working conditions on the SHS. Achieving the target of
“zero work zone-related worker fatalities per calendar year” requires heightened
consideration of worker safety improvements that can be initiated in planning

phases, and throughout the project life cycle.

Deputy Directive -103: Worker Safety on the State Highway System (DD-103),
outlines department-wide, and cross-functional roles in improving safe working
conditions for all those who work on the state highway system. In development of
DD-103, the Division of Design launched a department-wide effort to evaluate
roadway and roadside hazards, and best practices for design strategies that improve
worker safety.
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To solicit input on how to improve worker safety
in the field, workshops were held in each district
with a full range of cross-functional Caltrans staff
including executive management, designers, and
maintenance field staff. Over 600 comments were
initially received, which were distilled into 200
recommendations for diverse functional areas, such as
traffic, construction, and design, on how to reduce or
eliminate the need for worker exposure to trafhc.

Many of the recommendations from the district
workshops are now discussed in the Maintenance
Leadership Development Academy which includes a
focused segment on worker safety. Class participants
learn the “SAFER Design Philosophy” (described
on page 7) which stresses the importance of
providing protected locations for workers to perform
needed activities, and to minimize or eliminate the
need for activities that unduly place workers in high
traffic exposure situations.

The department-wide collaborative effort to
identify gaps, and to make measurable improvements
to design standards that impact highway workers, has
led to a cultural shift which will help Caltrans fulfill
its Strategic Objective of “Zero worker fatalities” on
the state highway system.

The Division of Traflic Operations is soon to release
a memorandum, Exit Gore Signage, which provides
guidance regarding the placement and/or location of
exit gore signs as allowed by the California Manual
of Uniform Trafhic Control Devices (California
MUTCD).
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Left: A double post exit sign can be located beyond the
gore area- as described in an upcoming Traffic Operations
Memorandum “Exit Gore Signage.”

Exit gore signs are frequently struck by errant
vehicles. Installing or repairing exit gore signs are high-
risk activities for maintenance personnel requiring work
on foot, with limited protection and in close proximity
to live traffic. The narrow work zone makes it difficult
to use barriers or shadow vehicles. The Exit Gore
Signage memo will provide a list of exit gore signage
alternatives that can be considered when repairing
existing or installing new exit gore signs.

In some cases, a larger sign on double posts can be
used and located up to 150 feet downstream. Districts
have reported that single post G84-2(CA) or G84-
3(CA) signs that were replaced with a larger E5-1a sign
and moved downstream were not struck as frequently
and in some cases never struck again. Due to the
diversity of off-ramp types throughout the state, each
ramp will need to be evaluated on a case-by-case basis.
Not all existing exit gore signs will need to be relocated,
but locations that are frequently struck may benefit
from the strategies provided in the upcoming memo.
The ultimate goal is to provide proper exit gore signage
in a manner that reduces the frequency of strikes to
signage, thus reducing the time workers are exposed to
live trafhic.

The Division of Construction also launched an
ambitious worker safety improvement effort which
supports the “Zero worker fatalities” Strategic Objective
under Goal 1.

To respond to multiple fatalities in 2011 and 2012,
involving State employees and contract workers, the
Division of Construction spearheaded the creation of
the Work Zone Safety Task Group. Representatives
from California Highway Patrol (CHP), Construction
Industry Associations, United Contractors Association,
Southern California Contractors Association, labor
unions, contractors, Division of Occupational Safety
and Health (Cal/OSHA), the Federal Highway
Administration (FHWA), Operating Engineers, as well
as Caltrans functional units including the Divisions
of Trafhic Operations, Maintenance, and Design,
participated in the task group.
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The group generated recommendations for reducing
worker exposure to traffic in order to achieve the
ultimate goal of having zero worker fatalities. The
recommendations were distilled into twelve safety
initiatives in 2012. Highlights from these twelve safety
initiatives are described in the following paragraphs.

In some cases, Standard Special Provisions
(SSPs) were created or updated to implement the
safety initiatives. Two of the initiatives included
recommendations for longer work windows and
lengthened lane closures. SSP 12- 4.02 Closure
Requirements now enables lengthened lane closures
and work windows with revised lane closure charts
that provide an additional half an hour at both ends
of work shifts. SSP 12-3.19 Portable Transverse Rumble
Strips implements another initiative, which is required
use of portable transverse rumble strips in conjunction
with flagging operations.

Another initiative was related to reducing
driving speeds in work zones. To implement this
recommendation, revisions were made to the
California MUTCD to allow speed limit reductions
when workers are present- which makes it compatible
with California Vehicle Code (CVC) Sections 22362
and 21367. Sign packaging was also addressed to
ensure uniformity. The process of speed limit reduction
implementation is described in the newly developed
2014 California Manual for Setting Speed Limits,
available on the Division of Traffic Operations website.
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MAY USE
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A Caltrans vehicle damaged in a collision, on display at the annual Caltrans
Worker’s Memorial at the State Capitol. Next page: Fallen workers are
acknowledged by name and commemorated with a traffic safety cone in
front of the Capitol building every year.

Two initiatives were related to enhanced use of The
Construction Zone Enhanced Enforcement Program
(COZEEP), which provides a CHP presence at work
zones. COZEEP training was updated to provide more
current information to CHP officers and Caltrans
staff related to communication and tasks involved.
Emphasis was also given to upstream enforcement
of Driving Under the Influence (DUI) violators, to
remove impaired drivers in advance of work zones.

Another safety initiative was related to the
development and implementation of positive barriers.
Division of Design is leading this initiative to generate
some guidelines for designers to use during project
development. The goal is to provide criteria related to
type of work and geometric conditions where K-rail
or other type of physical barriers should be included
to protect workers. This initiative will be the basis for
Caltrans compliance with Moving Ahead for Progress
in the 21st Century Act (MAP-21) Section 1405.

Since these specifications and guidelines were
recently adopted, the effectiveness of these measures
and their impacts will be captured in the future.

The next step is a planned phase of monitoring and
collection of statistically meaningful data. Through a
regular cycle of performance measurement, the most
effective methods of protecting the safety of workers
will be captured and expanded.

PROJECT DELIVERY QUARTERLY
http://www.dot.ca.gov/hq/projdev/

ct.


http://www.dot.ca.gov/hq/projdev
http://www.dot.ca.gov/hq/traffops/engineering/mutcd/pdf/california-manual-for-setting-speed-limits.pdf

SAFER

Design Philosophy

SITE

Site new roadside features, such as traffic
controllers and valve boxes, away from
gore areas and driver decision points.

ACCESSIBLE

Provide protected access for workers, such
as by providing safety barriers or access

from frontage roads.

FACILITATE

Provide design solutions that facilitate
the use of mechanical equipment, such
as a mechanical sweeper, which reduces
the need for workers to perform activities
on _foot.

ELIMINATE

Eliminate maintenance activities
whenever possible, such as by providing
pavement under guardrail to eliminate
the need for weed control.

RELOCATE

Identify opportunities to relocate existing
roadside elements to protected locations
whenever possible.

FALL 2015 7



http://www.dot.ca.gov/hq/projdev

On Time and On Budget-
Measuring Project Delivery Success

As stewards of a transportation
system that is vital to the economy
and livability of our state, Caltrans is
committed to the most effective and
efficient use of every transportation
dollar. Caltrans keeps California’s
transportation system in the best
condition possible, and advocates for adequate
resources to accomplish this. Of special importance
to Project Delivery, is the third Strategic Objective
under Goal 2: “Efficiently delivery projects and services
on time and on budget.” Project Delivery has a long
standing commitment to efficient and on-time
delivery and has regularly employed innovative
strategies to improve and report on successful
delivery.

Project Delivery Performance Measurement
Delivery of capital transportation projects is a core
function that the Caltrans Capital Outlay Support
(COS) Program performs to preserve, protect,

and enhance performance of the state highway
system. Measuring and reporting performance

at project milestones shows how well we are
meeting our commitments to deliver projects as
defined in our primary work programs: the State
Transportation Improvement Program, the State
Highway Operations and Protection Program, and
locally-funded projects for which we are providing
project services. The COS Program is continually
focused on improving processes and outcomes at all
stages of project delivery from development through
construction.

Delivery and Construction Reports

Each year since fiscal year 2005-20006, the Caltrans
Director has signed a Contract for Delivery with each
of our 12 District Directors committing to deliver
specific projects on schedule for construction. The

3 FALL 2015

Contract for Delivery includes a list of major state
highway projects for which Caltrans will complete
project plans, specifications and estimates and secure
rights-of-way and permits in that fiscal year. Caltrans
provides status reports on capital project delivery to
the California Transportation Commission (CTC)
quarterly throughout each fiscal year. Beginning in
January 2015, the report was redesigned to include
watch lists of projects with schedule and budget risks,
and to utilize more “plain language” text. The report
details nine project delivery related performance
measures together with an overall description of
status. These performance measures are also shown
in a table view to provide the reader a snapshot of
how Caltrans is performing at a glance.

The nine measures relate to support costs and
workplan schedules of the portfolio of all projects
as they move through the subsequent delivery
phases and related milestones: Project Approval
and Environmental Documents, Right of Way,
Construction, and Closeout. The monitoring
and reporting of these interim project milestones
assist in achieving overall project delivery success.
Accomplishments reported each quarter are
compared to the fiscal year plan and to the five-year
trend for the quarter.

The Project Watch List included in the CTC
Quarterly Project Delivery Report highlights
our risk management business practice in the
performance reporting on project delivery. Projects
identified as “at risk” for going over budget or being
delayed are reported on the Watch List. Projects
are continuously monitored to ensure that issues
affecting the budget, scope, or workplan schedule
are brought to the attention of managers and
transportation stakeholders to resolve or minimize
issues. Most identified project risks are managed
well enough to fully address the issues, enabling the
project to fall off the Watch List.
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Monitoring Progress

Quarterly Delivery meetings are held with each District to review project achievements and planned changes,
and to raise and discuss issues. Performance information used in the meetings is derived from the Project
Resource and Schedule Management (PRSM) system, and the baseline milestones of Draft Environmental
Documents, Project Approval and Environmental Documents, Right of Way Certification, Ready to List,
Construction Contracts Accepted, and End Project. The progress in achieving these milestones is reviewed for
each project listed in the Caltrans Annual Delivery Plan and discussion is focused on high visibility and at-risk
projects. Every effort is made to work as a team in resolving project delivery issues and successfully delivering
projects.

Managing Costs
The COS Program is making other improvements in performance measures and stewardship that relate to the
forecasting, monitoring, and reporting of support costs. With the final implementation of PRSM in 2014,
the projected hours and related support costs can be more consistently estimated, adjusted, and monitored.
By analyzing historical data and project factors, the COS Program is also developing a method to better
forecast support costs. By evaluating trends, we can gain a better understanding of the impact on support
costs of major factors, such as remote location, type of project, right-of-way constraints, environmental
permitting variables, or charging practices.
By identifying performance factors, monitoring and continuously looking for linkages with causes and
solutions, Caltrans COS Program is delivering on Stewardship and Efficiency success.
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Asset Management
Maximizing Benefits,

“Caltrans is designing
a comprehensive
asset management
plan that includes a
detailed infrastructure
inventory. State
engineers are also
embracing a first-in-
the-nation program
that involves literally
scanning every mile

of state highway with
radar to measure the
rates of deterioration
and make better
decisions about where
and how to make
repairs.”

=Brian Kelly

Secretary of the
California State
Transportation Agency
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Minimizing Costs

Caltrans is embarking on ambitious plans to
implement Transportation Asset Management. The
need for a formal asset management approach was
identified by internal and external program reviews
of Caltrans and is required by the Moving Ahead
For Progress in the 21st Century (MAP-21) law and
recently enacted State of California Government
Code. The recently released Caltrans Strategic
Management Plan also includes implementing Asset
Management as a strategic objective under the

Stewardship and Efficiency goal.

With all this momentum behind asset management,
Michael B. Johnson who was recently appointed as
the first State Asset Management Engineer, answers
some important questions about asset management:

Q. - What is a Transportation Asset
Management (TAM) Plan?

A.-ATAM Plan is a strategic plan for managing
an organization's infrastructure and other assets to
deliver an agreed upon standard of service.

Q. - What does that mean?

A. - Simply put, we are working to develop a plan,
software tools and implement business processes that
will help maximize the benefits that we get from

our available transportation funding. Measuring

the benefits across all the assets and objectives that
Caltrans is responsible for is a challenge. In many
cases, different Caltrans objectives are competing
against one another for funding.
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Developing Projects that Implement the
Five Caltrans Strategic Goals

Ranked Projects

Caltrans
Project

A project can be evaluated for how
effectively it helps achieve the five
Caltrans Strategic Goals.

Goal 2: Stewardship and Efficiency

Goal 3: Sustainability, Livability, and Economy

Goal 4: System Performance
Projects can be ranked based on a benefit cost ratio, where the

Goal 5: Organizational Excellence benefit is a measure of how well each project helps achieve

the five Caltrans Strategic Goals

For example, Caltrans has strategic objectives
related to improving safety, improving highway
condition, reducing travel times, minimizing
transportation related environmental impacts and
providing transportation mode choices. The benefits
of each of these objectives are very different and in
many cases, the expenditure of transportation funds
towards one objective comes with a corresponding
reduction in funding for another objective.

The TAM Plan, software systems and business
practices objectively define these policy trade-offs
and provide methods to evaluate proposed projects
to determine which projects are providing the most
benefit for the cost.

Q. What does Asset Management look like for
Caltrans?

To implement Asset Management, Caltrans will
introduce a number of changes in the way we

c - PROJECT DELIVERY QUARTERLY
http://www.dot.ca.gov/hq/projdev/

nominate and select projects. One effort that has
been underway for a number of months is looking
at how the State Highway Operation and Protection
Program (SHOPP) projects will be prioritized given
the diverse set of benefits our projects provide. As
illustrated in the graphic above, each SHOPP
project nomination will be evaluated and prioritized
against all other competing projects within the
SHOPP. The result of this prioritization will be a
clear and transparent presentation of benefits, costs
and statewide project ranking, that will be used
internally to manage the SHOPP, and externally to
communicate what individual projects or a portfolio
of projects will accomplish.

Prioritization is expected to be performed prior
to the start of planning efforts and again at the end
of the planning process just prior to programming.
The prioritization will be completely data driven
and dynamic. This will provide a very transparent
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environment where projects will compete against
each other on a defined set of policies and objectives.
The contribution of each SHOPP project to the
Caltrans strategic goals will be clearly displayed to
allow for more informed decision making.

The Asset Management implementation relies on
information and lots of it. Current plans are looking
at a new process for projects to be "nominated" by
the districts. These projects will not be constrained
to a single asset or program as we have historically
done. The nomination process is envisioned to
be a web-based wizard approach that will draw
on existing information, available in a number of
databases currently managed by Caltrans, and on the

our performance to the California Transportation
Commission for pavement, bridge, culvert and traffic
management system elements on a regular basis.

Q.- How can people get involved in helping

to shape Caltrans Asset Management
Implementation?

A. - The State Asset Management Engineer position
reports to the Chief Deputy of Caltrans to facilitate
cross division coordination. Every employee within
Caltrans can work through their respective divisions
to feed into the effort. Future outreach efforts will be
planned at critical times to ensure continued input as
we move through the implementation phases.

Asset Management and the 2020 SHOPP Process

Asset Plannin Asset
District Mgt SHOPP c—gompl cte Mgt Programming Project Delivery
Project Pre-Planning 5= 10-Year > o o= Post-Planning == Project > Design,
Nomination Project Plan e Project Funding Construction

Prioritzation

Prioritzation

project specific information that is entered. At the
conclusion of the nomination process, a project score
will be generated, along with a statewide ranking of
the project.

The visibility of project performance measures
will be greatly enhanced beyond current capabilities.
Caltrans and our local agency partners who own
portions of the National Highway System will need
to work together to achieve performance targets for
pavement and bridge conditions under provisions of

MAP-21. Additionally, Caltrans will be reporting

Q. - What is the timing for implementing Asset
Management?

A. - State law requires the TAM Plan to be fully
implemented by June 30, 2020. The implementation
is planned to be rolled out in four phases beginning
this year with the definition of assets in the plan,
performance measures, current inventory, current
conditions and performance targets. The SHOPP
prioritization framework is also being evaluated in
parallel with the 2016 SHOPP development.
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For more information about the topics, offices, and

Divisions mentioned in this edition, please visit

Caltrans and Project Delivery online:

http://www.dot.ca.gov/
http://www.dot.ca.gov/hqg/projdev/
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