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OREGON DEPARTMENT OF TRANSPORTATION

HIGHWAY DIVISION
PROJECT DELIVERY LEADERSHIP TEAM

OPERATIONAL NOTICE

<

NUMBER

PD-01

REVISION #

2
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April 2005

EFFECTIVE DATE

1-6-2009

VALIDATION DATE

N/A

RESCINDED DATE

N/A

SUBJECT

TOPIC/PROGRAM

Project Delivery Business Line and
Leadership Team Roles & Responsibilities

Program Management

PURPOSE:
To provide overall guidance and structure for the Project Delivery Business Line with respect
to program delivery structure, roles and responsibilities, leadership, and decision-making.

RATIONALE:

Clear roles, responsibilities, and leadership structures are needed to ensure effective and
efficient program/project delivery and decision-making. The Project Delivery Leadership Team
has implemented the following leadership and decision-making structure to align itself with the
changes necessary to support project delivery.

Highway Division personnel whose duties involve project delivery are expected to understand
and comply with the principles and details set forth in this notice. Relevant feedback, including
problems of interpretation or discrepancies should be reported to the Project Delivery Unit
(PDU).

BACKGROUND:

The 2004 Strategic Realignment initiative clarified the roles of the Regions, Technical Services
(TS), Office of Project Delivery (OPD), Highway Finance Office (HFO), and the Local Program
with respect to project delivery. The original initiative established a decentralized approach to
project delivery in each region, while maintaining a centralized asset, system and program
management emphasis in Technical Services, OPD, and HFO.

Since implementation, additional changes have been made to better align resources, provide
role clarity, and refine decision-making processes. Significant changes included:

2006:
= OPD - Alternative Delivery Unit (ADU) moved to ODOT Procurement Office; Design-
Build Unit established.
2007:
= OPD - Project Delivery Unit moved to Technical Services; role and focus changes
occurred and name changed to “Major Projects Branch (MPB)”; Design-Build Unit
(DBU) changed to Alternative Contracting Unit (ACU)
= Consultant Project Managers (CPMs) and Project Managers (PMs) — combined roles
= Project Leader/Tech Centers — roles defined in relation to managing consultants
= TS —role defined and clarified
2008 & 2009:
= TS and Regions — outsourcing roles defined and clarified
= MPB role defined
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STANDARDIZED PROJECT MANAGEMENT
STIP projects are delivered through a standardized project management approach to
include the following basic critical elements:
= A designated “project leader” (PL or PM) responsible for the following project
management processes: integration, scope, schedule, budget, communication, risk,
change, and procurement management) according to the approved Business Plan date,
authorized construction budget, and defined scope of the project.
= An internally resourced, consultant or blended project team responsible for delivering
project components according to work plans, budgets, schedules, project decisions, and
technical excellence.
= Clearly defined roles, responsibilities and authorities of project leaders and project
teams.

LEADERSHIP TEAMS:

Statewide Project Delivery Leadership Team (PDLT):

Established under the authority of the Highway Leadership Team, the PDLT shall provide
executive level strategic planning, decision-making, oversight, and overall operational
guidance and direction for the leadership teams and business lines focused on project
development and construction.

The PDLT serves as the primary decision point for statewide project delivery issues to be
raised and resolved or elevated. It also serves as a primary link to the Highway Division
Leadership Team for project delivery issues and information. The PDLT issues Project
Delivery Operational Notices, which can be drafted from the standing sub-teams or directly
from PDLT, and other project delivery guidance/direction as needed.

The PDLT works through its standing and ad-hoc leadership sub-teams and their sub-teams to
ensure the proper management, leadership, guidance, staff, skills, tools, training and support
are in place to effectively deliver projects. Each leadership team has an approved charter and
work plan. A PDLT member sponsors and/or chairs each standing leadership team. The
leadership teams address issues and draft policy for the business line in the following areas:

= Project/Program Management

= Technical

= Construction

= Local Program

Area Manager Team (AMT)

The AMT provides agency-wide leadership for the project/program management
aspects of project delivery: designing and building projects within scope, schedule and
budget. This includes responsibility for development and delivery of the STIP,
beginning with the involvement of Area Commissions on Transportation (ACTS) in
scoping and development, and ending with construction close-out. In addition, the
AMT ensures successful implementation of improvements and changes within the
business line and provides ongoing management, leadership and oversight linkages
between Major Projects Branch, Planning, ACTs, Project Leaders, and Project
Managers, for successful project delivery. AMT is chaired by an Area Manager and
membership includes all Area Managers and Region Project Delivery Managers. AMT
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serves as the focal point for project management/leadership issues to be raised and
resolved from project delivery staff.

The AMT oversees two key business line leadership sub-teams. These teams address
issues and make decisions within their area of authority, and provide, recommend,
and/or evaluate statewide policies, standards, processes and procedures in support of
project delivery requirements.
= Project Leader Steering Team (PLST) — representing all project
leaders
= Project Manager Steering Team (PMST) — representing all project
managers

Technical Leadership Team (TLT)

The TLT acts as the primary forum for technical issue identification and resolution,
decision making, policy guidance, and process improvements for technical staff. It
provides ongoing management and technical oversight linkages between Technical
Services, Region Technical Centers, and other technical functions as they collaborate in
ensuring the success of ODOT'’s project delivery efforts. The TLT is chaired by ODOT'’s
Technical Services Manager/Chief Engineer and has full decision making authority for
technical decisions. The TLT's members include Technical Services Discipline and
Section Managers, each Region Technical Center Manager, and representatives from
MPB. The TLT serves as the focal point for technical issues to be raised and resolved
from technical staff and discipline leadership teams.

The TLT oversees several key Discipline Leadership sub-Teams (DLTs). These teams
address issues and make decisions within their area of technical authority, and provide,
recommend, and/or evaluate statewide standards and procedures in support of regional
delivery and asset management requirements. DLTs issue Technical Bulletins through
the TLT which serve as technical guidance for Region Technical Centers and Technical
Services staff.

Construction Leadership Team (CLT)

The CLT provides overall guidance and leadership for ODOT’s construction business
line. It establishes policy, technical bulletins, and procedures related to the
implementation of the ODOT Construction Program, and routinely assesses the
effectiveness of the construction phase of projects to identify areas for improvement.
The CLT is chaired by the State Construction and Materials Engineer and membership
includes the Contract Administration Engineer, representatives from MPB, and
representatives from each region who represent Area Managers, Project Managers, and
others involved in construction activities at the region level.

Local Program Leadership Team (LPLT)

The Local Program Leadership Team (LPLT) provides strategic level planning, decision-
making, and guidance for key aspects of the Local Government Program. The LPLT is
chaired by the Manager of the Local Government Section and membership includes
representatives from each region, the Construction Section, and Technical Services
functions.
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COMMUNICATIONS/EXPECTATIONS:

All Leadership Teams are expected to follow the Highway Directive: Business Line
Team Member Expectations and to use collaborative processes to resolve issues and
develop Operational Notices and Technical Bulletins, ensuring all affected parties are
represented and engaged in the process.

All members and chairs of leadership teams are expected to actively participate on by
influencing or directing decision making as appropriate and/or by using or providing
technical and professional expertise. This includes taking on and completing
assignments, coordinating with others as needed, and adhering to the team’s charter
and agreements.

Region Project Delivery Leadership Teams (RPDLTS):

Each region shall establish a Region Project Delivery Leadership Team designed to
coordinate and manage the region project delivery program effectively and efficiently.
Region PDLT meetings are the primary communication means between leadership
teams. AMs, TCMs, RPDMs, PLs, and PMs should use these region forums to stay
connected with issues at the statewide leadership teams.

Area Managers: Communicate all Operational Notices to staff using email, established
monthly meeting schedules and/or special information meetings as appropriate.

Technical Center Managers: Communicate all Technical Bulletins to staff using email,
established monthly meeting schedules and/or special informational meetings as
appropriate.

ORGANIZATIONAL ROLES AND RESPONSIBILITIES

Regions
The Regions are responsible for in-source and outsource project delivery
including STIP, OTIA | & Il, and some OTIA Ill projects. Regions rely on Region
Project Delivery Managers (Regions 1 and 2), Area Managers (AMs), Technical
Center Managers (TCMs), Project Leaders (PLs), and Project Managers (PMs) to
provide the operational leadership, accountability and direction necessary to
deliver a quality program.

Each Area provides the community interest/ACT connections and project
management resources needed to lead the delivery of projects effectively,
efficiently, within appropriate context, scope, schedule and budget.

Each Regional Technical Center provides the technical resources needed to
support region operations, which includes: planning, project delivery, local
programs, and maintenance operations.

Technical Services (TS)
Technical Services provides technical leadership for Oregon’s transportation
system through long-term strategic management of the state’s highway system.
Technical Services is responsible for technical and project management support
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for ODOT’s project delivery, construction, maintenance, and planning programs
and provides professional technical standards and systems related to project
delivery and operations.

Projects Branch (MPB)

The primary purpose of the Major Projects Branch is to expand the project
delivery capacity of the Highway Division by facilitating, supporting, and/or
delivering transportation programs and projects that are beyond the Regions’
capacity to deliver. Major Projects Branch is responsible to closely coordinate
with the regions, Technical Services, and other headquarter functions to ensure
smooth delivery of active programs and projects and to integrate successful
processes, systems, data, programs, etc. into mainstream functions. Examples
of active programs include the Oregon Transportation Investment Act (OTIA) IlI
Bridge Delivery Program and the Columbia River Crossing Project.

Highway Program Office (HPO)

The Highway Programs Office manages the Highway Division’s financial related
programs and the development of the Statewide Transportation Improvement
Program.

KEY BUSINESS LINE ROLES AND RESPONSIBILITIES:

Technical Services (TS)
Technical Services Manager/Chief Engineer

Directly responsible for managing the agency’s stewardship role with FHWA and
serves as the primary point of contact to FHWA for the agency.

Co-chairs PDLT

Chairs TLT

Appointing authority for Technical Services

Serves as a member of the Highway Division Staff Team representing the
Technical Services

Section/Unit Manager

Provides leadership for the Section and each program area.

Leads unit in developing and maintaining cooperative work relationships with
other ODOT program units and regulatory agencies.

Serves as an active member of the Technical Services Management Team, the
statewide Technical Leadership Team, and chairs the appropriate Statewide
Discipline Leadership Team.

Major Projects Branch
Branch Manager

Directly responsible for the successful delivery of the OTIA Il State Bridge
Delivery Program and any other major projects assigned to the branch
Responsible for knowledge transfer from programs and projects to mainstream
ODOT functions

Serves as a member of the Highway Division Leadership Team and the Project
Delivery Leadership Team representing the Major Projects Branch
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Appointing authority for the Major Projects Branch and delegated authority to
develop and execute all contracting documents in support of the OTIA Ill State
Bridge Delivery program and the Design — Build program.

Chairs or Co-chairs the Bridge Oversight Team

Highway Program Office
Highway Program Manager

Develops and manages performance measures and produces internal and
external reports such as the OTIA Monthly Report (G-Y-R), the Highway
Construction Plan (HCP), and Quarterly Status Report (QSR).

Serves as a member of the Highway Division Leadership Team representing the
Highway Program Office.

Local Government Section Manager

Manages the Local Government Section and oversees the Local Program. This
office focuses on coordination and policy development with local agency groups
and process improvements for local agency project development and delivery.
Directly responsible and accountable to the deputy director of highways for
statewide local program coordination, policy development and training.

Acts as the interface between the Local Program and the other major business
lines. Ensures coordination occurs between these functions by initiating process
improvements to ensure federal stewardship responsibilities are met and to
minimize inefficiencies and unnecessary overlaps.

Serves as a member of the Highway Division Leadership Team representing the
Local Program.

Chairs the Local Program Leadership Team

Regions
Region Manager (RM):

Coordinates and builds consensus among various local and regional
governments, business and industry, and special interest groups on
transportation policies and projects within Region. Conducts and participates in
public meetings and hearings.

Serves as a member of the Highway Division Leadership Team representing
Region.

Region Project Delivery Manager (RPDM)

Ensures that appropriate communication and collaboration are maintained
(internally and externally) throughout the selection, development and
construction of projects within the region.

Establishes and supports the business line strategic direction by serving as a
core member of the Area Manager Team.

Area Manager (AM)

Establishes and supports the business line strategic direction by serving as a
core member of the AMT

Ensures proper use of performance measures and takes corrective action as
needed to ensure program delivery.
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= Provides leadership and guidance on project management and business
practices.
= Contributes to ensuring consistency and program integrity statewide.

Technical Center Manager (TCM)

= Establishes and supports business line strategic direction by serving in a
statewide leadership role; serves as a member of the TLT

= Ensures proper use of performance measures and takes corrective action as
needed to ensure program delivery.

» Provides leadership and guidance on technical processes and practices.

= Contributes to ensuring consistency and program integrity statewide.

Project Manager (PM)

= Represents ODOT in the delivery of multi-million dollar construction or
outsourced design/construction transportation projects.

= Provides leadership and guidance on outsourced and/or construction contracts

= Serves as project development team member or ensures representation on the
team

Project Leader (PL)

= Represents the focal point for in-house projects through the project development
phase and processes

= Provides leadership and guidance on all project management aspects of project
delivery

= Provides overall leadership and direction to project team members and
coordinates the successful completion of the development phase of each
assigned project.

Local Agency Liaison (LAL)

= Represents the focal point for local agency programs and projects, from
solicitation and selection through the project development and construction
phases

= Provides leadership and guidance for FHWA Stewardship agreement and
reimbursable program, and project management aspects of local federal aid
projects.

REFERENCES:

Highway Division Leadership Team Charter
http://intranet.odot.state.or.us/techserv/HighwayLeadershipTeamCharter7-08.pdf

Project Delivery Leadership Team and Sub-Team Charters
http://www.oregon.gov/ODOT/HWY/PDU/business_line.shtml

Decision-Making Expectations and Guidebook
http://intranet.odot.state.or.us/techserv/decision/index.htm
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Highway Directive: Business Line Team Member Expectations
http://www.oregon.gov/ODOT/HWY/PDU/docs/pdf/HighwayDivisionDirective_010907.pdf

Highway Directive: Written Communication
http://www.oreqgon.qgov/ODOT/HWY/PDU/docs/pdf/org01-01.pdf

Standard Position Descriptions
http://intranet.odot.state.or.us/hr/forms/001forms.htm

Project Delivery Operational Notice PD-01A: Project Delivery Guidance Development
http://www.oregon.gov/ODOT/HWY/PDU/docs/pdf/PDLTnoticelA.pdf




