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The Ohio Department of Transportation (ODOT), like many DOTs across the country, has been downsized, re-engineered, and reorganized.  These changes have occurred during a period when DOTs report that the traveling public has demanded an increased focus on strategies to minimize impacts to highway users during construction.  The pace of technological advances in construction methods and materials has been accelerating, and DOT administrators have been charged with doing more with less.  This six-state survey seeks to determine better ways of meeting these challenges.  The study concentrated on identifying construction contract administration practices that yield cost-effective ways of designing and building roads safer, better, and faster, with less inconvenience to road users as well as businesses and others who are affected by construction activities.

ODOT, together with FHWA, selected six states that either had similar sized programs or were known to have adopted innovative practices.  After surveying ODOT’s own organization and practices as a benchmark, a comprehensive questionnaire was developed around seventeen aspects of construction contract administration.  These categories included organization and staffing, quality management, computerization, inspection, testing, specifications, legal requirements, contracting methods, progress payments/finalization, documentation, utilities, maintenance of traffic, contract administration training, and safety.  Administrators in the six selected states were then asked to provide written responses to the questionnaires.  After the research team analyzed these responses, the team spent two-and-one-half days in each state interviewing DOT personnel to more fully understand the way they did business.  The interviews were carefully designed to elicit all relevant perspectives.  In addition to central office personnel, the team interviewed district and project personnel, visited representative project sites, and interviewed representatives of contractors and suppliers in each state.

Finally, after exhaustive analysis and discussion, the team distilled the multitude of varying practices down to a list of Best Practices.  The filters and screens used during this process included:  1) the impact that the practice has on quality, 2) the effectiveness of the practice, 3) how the cost of the practice compared to its benefit, 4) how readily the practice could be implemented, 5) was it a very common practice in the other states, and 6) was the practice truly different, or was it just a minor variation on another practice that was already in use.

Thirty seven practices were identified through this process.  Highlights of that list include:

· Develop a core project staff with flexible skills through an expanded training curriculum that focuses on work elements of highway projects, requires certification and re-certification for certain tasks, and is tied to a career ladder.

· Require objective contractor evaluations by project engineers. Continue to use ODOT’s Contractor Prequalification and Evaluation process.
· Establish a statewide Documentation Review Process to enhance uniformity and quality.

· Reduce required documentation through simplification of the change order process for minor changes and the use of bidding contingencies.

· Implement a specification revision process that uses standing committees to cover functional areas, and an executive committee for final approval.

· Offer an expanded training curriculum that focuses on work elements and ties the training program to a career ladder. 

· Expand proficiency in and use of CPM schedules for managing projects.

· Continue to use the web as a source of valuable and current information and develop the website to stay current with industry’s movement towards 100% electronic contract administration.

· Reduce the causes of change orders and claims through constructability reviews, greater emphasis on geotechnical design and subsurface investigations, a contractual provision dealing with the issue of home office overhead, forward pricing of changes (especially time-related changes), partnering, and publication of a claims digest.

· Revamp Maintenance of Traffic practices to enhance safety and sensitivity to the traveling public and others affected by construction.

· Establish a Process Improvement Team to analyze inspection requirements.  Reduce DOT documentation requirements associated with inspection.

· Transfer more responsibility for quality to contractors while establishing appropriate quality assurance measures.

· Streamline the acceptance of manufactured materials through a materials certification program based upon the manufacturer’s quality control results.

· Continue to use and experiment with innovative contracting methods for selected projects.

Some of the practices, will require adding skills not currently found within ODOT or making some fundamental changes in ODOT’s mindset and practices.  Some other practices, such as implementing a new specification revision process, constructability reviews, and innovative contracting will only require the adoption of practices found elsewhere.  Still other practices, such as changes in documentation requirements, the use of contingencies, the encouragement of forward pricing of change orders, and maintenance of traffic changes are best described as minor improvements to ODOT’s current practices.  Finally, some practices fall into a category of requiring further investigation.  The adoption of any of these practices will improve the administration of construction programs for ODOT and DOTs as a whole.

