
2005 Innovations Awards Program

APPLICATION 

Deadline: April 4, 2005

INSTRUCTIONS: Complete and submit this document electronically if possible, preferably in Microsoft Word format (.doc or rtf). This application is also available at www.csg.org, in the Programs section. Determine the appropriate “Change Driver” from the enclosed matrix and indicate that in the appropriate space listed below. Keep in mind that the matrix is only meant to show potential relationships between change drivers, trends and issues, and is not exhaustive. Be advised that CSG reserves the right to use or publish in other CSG products and services the information that you provide in this Innovations Awards Program Application. If you object to CSG potentially using or publishing the information contained in this application in other CSG products and services, please advise us in a separate attachment to your program’s application.   

      ID #:  05- MW-27-WI______________________

Change Driver: __Role of Government ___

State: _Wisconsin ____________

1. Program Name: WisDOT Work-Share Program

2. Administering Agency: Wisconsin Department of Transportation

3. Contact Person (Name and Title): Jay Neider, North Project Development Supervisor

4. Address: Transportation District 2, 141 NW Barstow St., PO Box 798, Waukesha, WI 53187

5. Telephone Number: 
(262) 548-8707

6. FAX Number: (262) 548-8645

7. E-mail Address: jay.neider@dot.state.wi.us

8. Web site Address: www.dot.state.wi.us

9. Please provide a two-sentence description of the program.  

Work sharing is a process of sharing projects between regional districts to maximize the utilization of all resources within the Wisconsin Department of Transportation (WisDOT).  Through work sharing, WisDOT better utilizes management and technical skills that reside in its districts, and maximizes division resources for the benefit of the traveling public.


10. How long has this program been operational (month and year)? Note: the program must be between 9 months and 5 years old on May 1, 2005 to be considered.

Work sharing was first initiated to WisDOT in August 2003.  Since its initiation, WisDOT has work shared more than 100 projects within the Division of Transportation districts.

11. Why was the program created? What problem[s] or issue[s] was it designed to address? Indicate how the program applies to the “change driver” that you listed above. 

Wisconsin, like many other states, is in the middle of a budget crisis.  In 2003 we had a record $3.2 million dollar deficit from many years of unbalanced budgets. Governor Doyle in his first term has taken on the challenge of balancing the budget without raising taxes.  His budgets have required agencies to cut operating costs by 10% and eliminated 2900 positions statewide. This has required the Wisconsin Department of Transportation to look at what services we provide and what is the most cost effective way to deliver those services.  

A hiring freeze has been in place for more than 3 years. Unfortunately, as people retire or leave state service, our vacancies have been concentrated in the southern, more urban part of the state.  This is also where we have the most workload. The match between the ever changing resource pool and the workload demand curves have become out of step to a larger degree than ever before.   

The Wisconsin Department of Transportation (WisDOT) Division of Transportation Districts (DTD) is made up of eight geographic Districts. These Districts are in charge of the operation, maintenance and improvement of our State and National highway system. In 2003, we had more than a 15% vacancy rate in our most urban District.

In the past ten years, our annual improvement program has increased from 300 to 600 million dollars. As our program increased, consultant usage increased. Consultant usage to deliver the state improvement program ranges from about 65% in the southern areas to about 10% in the far northern areas. 

One district was being pushed to its limits with high consultant usage and high vacancies. The Division Management Team was looking for a new tool to fill the gap between its workload and vacancies.  

DTD implemented the Work Share Program in August of 2003.  Work sharing is a formal process of sharing projects between regional districts to maximize the utilization of all resources within WisDOT.  Through work sharing, WisDOT better utilizes management and technical skills that reside in its districts, and maximizes division resources for the benefit of the traveling public.

Work Sharing has been attempted over the years under different names and varying degrees of process structure.  This is the first time that Work Sharing has been developed and implemented as a formal process with written agreements between districts.

Institutionalizing work sharing as a resource management tool has great potential and has given demonstrated rewards to the organization.   Moving work is much less obtrusive than moving people. It is more cost effective to retain the highly trained and experienced staff located in one part of the state than hire new staff in the area of need.

12. Describe the specific activities and operations of the program in chronological order. 

Work sharing is considered a component of our annual consultant budgeting process.  Each district assesses its workload every spring to determine which work will need to be outsourced to consultants.  Now with work sharing, prior to identifying work for consultants, the work is offered to other districts.  In addition as staffing changes, the work sharing process may be implemented anytime throughout the year on an as-needed basis.

After it has been determined that a project will be work shared, the Giving District meets with the Receiving District to discuss scope, schedule and budget.  Once both districts agree on these three measurable components, they sign a contract that binds both districts to fulfill their commitments to scope schedule and budget – similar to a consultant contract.

During the life of the project, it is expected that both the Giving and Receiving Districts stay in regular communication on the status of the project, decisions reached and outstanding issues.  If a change in scope, schedule or budget is necessary, an amendment to the work sharing contract is signed by both districts.

At the completion of the process, both districts meet to conduct a post-project assessment of how both sides performed and to discuss what “lessons learned” should be shared to create a best practices guideline for future work sharing efforts. 

WisDOT has also implemented a training program to prepare staff for managing work share projects.  Training consists of pre-training homework plus the actual one-day training itself.  At the conclusion of the training program, participants create action plans to help them focus on specific activities that will allow them to be better prepared to manage work share projects.

13. Why is the program a new and creative approach or method?

Districts at WisDOT have historically been autonomous – operating in their own geographic regions and solely responsible for delivery of their portion of the overall WisDOT construction program.  Over the last several years, the ability of the districts to independently deliver their respective portions of the annual construction program has become challenging.  

Senior management at WisDOT made the decision that a change in philosophy relative to the independence of districts was necessary, in order for WisDOT to be successful in the future.  Thus, the work sharing concept was conceived.

WisDOT talked with many entities to ascertain if others had experience with work sharing.  Discussions with others in the transportation industry provided many perspectives, both positive and negative, about work sharing.  Most of the experiences with work sharing came from the private sector.  After researching and compiling this information, WisDOT decided that work sharing would become an integral part of its future.

WisDOT realizes that this change in philosophy – moving work between districts, and holding districts accountable to each other – will not happen overnight.  The focus on training staff how to approach the Work-Share Program is seen to be an integral component to changing staff’s perspective.  Support of the program by senior management at WisDOT is also critical for the success of the program.  District directors in all eight districts have committed to themselves to make work sharing a success for WisDOT.

14. What were the program’s start-up costs? (Provide details about specific purchases for this program, staffing needs and other financial expenditures, as well as existing materials, technology and staff already in place.)

Start-up costs were negligible from an operations budget standpoint.  Work sharing requires utilizing good project management skills and extensive communication.  Our only startup expenditure was a work share training program.  Training is required for those participating in the work sharing process.  

15. What are the program’s annual operational costs?

The work share program’s annual operational costs are negligible as well since we are maximizing the staff resources we currently have statewide.  By moving work rather than staff, we capitalize on several secondary and tertiary issues, which are a cost savings to the Division and the Department.  Some of the secondary and tertiary factors related to cost which are easily identifiable are as follows: relocation expenses are not encountered, Attrition of staff not willing to relocate, studies indicate this could be as high as 60%, Retraining and professional development costs of newly hired staff in a different region (i.e. Do not have to invest time and money for new hires), personnel costs related to recruitment and hiring of replacement staff, and decreased productivity of new less experienced staff.

We believe the annual cost of operation will be offset by the productivity gains of moving work and not people.  Secondly, we see a direct correlation between meeting staff development needs and complexity of work for employee advancement as a real positive.  Strides toward uniformity of projects development statewide and sharing best practices coupled with having work in front of staff 100% of the time will more than offset any incremental cost associated in administering the work share program.

Two projects have been delivered with the work share program. One project came in 5 % under budget.  The second came in on budget.  We feel that this has shown that work sharing will be cost effective. 

16. How is the program funded?

Work sharing has not and does not need new funding.  Planning, production and successful delivery is completed within the current dollars the Department receives from the passage of the 2003-2005 budget drafted by the legislator and signed into law by the governor.

17. Did this program require the passage of legislation, executive order or regulations?  If YES, please indicate the citation number.

The work share program did not require the passage of any legislation, executive order or regulations.  The decision to enact work sharing between WisDOT districts was made by WisDOT senior management and was approved by the State Secretary of Transportation.

18. What equipment, technology and software are used to operate and administer this program?

This program builds upon the project management principles and tools WisDOT currently uses with its consultants.  The commitment to scope, schedule and budget between districts does not require any equipment, technology or software beyond what WISDOT currently uses to manage its projects.

19. To the best of your knowledge, did this program originate in your state?  If YES, please indicate the innovator’s name, present address, telephone number and e-mail address.

WisDOT believes this concept of formal work sharing originated in Wisconsin.  Conversations with other DOT’s yielded no information that a program of this type was being used by other DOT’s.  The concept for this program came from the WisDOT Division Management team and the Project Development Managers.  Sheri Schmit is a Project Development Manager from District 2.  Her contact information is as follows:

Sheri Schmit

Wisconsin Department of Transportation

Project Development North Group Manager

PO Box 0798

141 NW Barstow Street

Waukesha, WI 53187

(262) 548-8700

sheri.schmit@dot.state.wi.us 

20. Are you aware of similar programs in other states?  If YES, which ones and how does this program differ?

WisDOT is not aware of similar programs in other states.

21. Has the program been fully implemented?  If NO, what actions remain to be taken?

The process of sharing work between districts is on-going.  The level of work share will vary with the cyclical workload levels and geographic disproportion of staff. Work sharing is intended to fill a gap and its use will be determined by the size of the gap. 

22. Briefly evaluate (pro and con) the program’s effectiveness in addressing the defined problem[s] or issue[s].  Provide tangible examples.

Pros

· Move work not people

· Improve the use of best practices 

· More uniformity of work being done statewide

· Build relationships statewide

· Staff development opportunities

· Development of another tool to deliver the statewide program.

· Improved project management skills and abilities

· More effective use of consultant dollars division wide  

Cons: The cons identified are short term.  

· Organizational acceptance:  There is some resistance to offloading work from one district to another.  

23. How has the program grown and/or changed since its inception?

Program has expanded to all districts within the state.  It initially started with the southern districts sharing work with their bordering districts.

Implementation of binding work share contacts was added after the program was started.  It became apparent that this binding commitment was essential to ensure focus on scope, schedule and budget commitments.

Training to prepare staff for work sharing is a recent addition to the process.  Work sharing between districts has challenges that are different than sending work to a consultant.  WisDOT employees need to understand why work sharing is valuable to WisDOT, their district and themselves. They also need to be flexible and sensitive to other project, district and regional needs. 

Initially, Work sharing was focused on highway improvement projects.  Now, administration areas, such as our Information Technology areas have utilized the process.

24. What limitations or obstacles might other states expect to encounter if they attempt to adopt this program?

Other state DOT’s that operate with similar independent regional districts could expect push back from districts committing to scope, schedule and budget.  WisDOT has found that district staffs enjoy their autonomy in delivering their program on their schedule, and that making binding commitments to other districts is a challenging concept to embrace. 

Add space as appropriate to this form.  Return to: 

CSG Innovations Awards 2005
The Council of State Governments

2760 Research Park Drive, P.O. Box 11910

Lexington, KY 40578-1910

innovations@csg.org 
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