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SUBJECT: 2023 OIG Construction Best Practices Report
[Follow Up to The 2016 Capital Construction Project Management
Best Practices Study]

ACTION: RECEIVE AND FILE

RECOMMENDATION

RECEIVE AND FILE Office of the Inspector General 2023 OIG Construction Best Practices Report
(Follow Up to the 2016 OIG Construction Best Practices Report).

ISSUE

The Office of the Inspector General (OIG) has conducted a follow up review of its 2016 Capital
Project Construction Management Best Practices Study (“2016 BP Study”). The 2023 OIG
Construction Best Practices Report objective is to determine if the 109 recommendations in the 2016
BP Study were implemented and report the status to the Chief Executive Office and the Metro Board.

BACKGROUND

The 2016 BP Study resulted in over 100 findings leading to 109 recommendations for Metro to
consider implementing to enhance their existing practices. Metro management provided responses
to the 109 recommendations, which were included with the 2016 BP Study presented in 2016 to
Metro’s Board. Of the 109 recommendations, Metro agreed with 99 as either a beneficial
enhancement or in accord with existing policies or practices. Ten of the 109 recommendations were
rejected as not perceived as beneficial at that time.

We found that Metro’s Program Management Group (“PMG”) developed some new and revised some
existing policies and procedures based on the 2016 BP Study recommendations. The PMG also
made organizational changes by increasing staff in some departments, modified some reporting
relationships, and made collaborative enhancements between the PMG and Countywide Planning &
Development. Out of the 109 recommendations, new or revised policies and procedures were
implemented for 32 of the 109 recommendations and new or revised practices were initiated for 66
recommendations.
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The Inspector General has now performed a comprehensive review of the status of PMG’s
implementation of the 99 recommendations they agreed were worthy of further consideration. The
objectives were to determine whether:

e New or revised policies and procedures were developed to implement the recommendations in
the 2016 BP Study.

e New or revised practices were established to implement the recommendations in the 2016 BP
Study and if those practices meet the intent of the recommendations.

e Any gaps remain in Metro’s policies, procedures, and practices, and identify opportunities for
enhancements to current policies, procedures, and practices.

The OIG reviewed PMG’s policies and procedures, interviewed Metro personnel, and evaluated the
status of each recommendation. That evaluation was grouped into various clusters and categories to
combine related matters and better direct the OIG recommendations to various Metro departments.

DISCUSSION

This report has been arranged to analyze the recommendations status grouped into 5
“Clusters” (lettered) and 22 associated “Categories” (numbered):

A. Pre-Procurement Project Development Cluster
Categories: (1) Delivery Method Selection and Criteria; (2) General Readiness;
(3) Utilities and Third Party; (4) City Approvals; (5) Life of Project Budget; (6) Risk
Management; (7) Project Management Plan

B. Post-Procurement Project Management Cluster
Categories: (8) Contract Administration; (9) Board Delegation; (10) Enforcement
and Compliance; (11) Partnering; (12) Quality Management;
(13) Lessons Learned; (14) Safety.

C. Project Management Support Cluster
Categories: (15) Public Involvement; (16) Program Management. Information System;
(17) Administrative Controls; (18) Reorganization, Staffing &Training; (19) Project
Management KPIs.

D. Strategic Program Oversight Cluster
Category: (20) Metro Wide Program Oversight (including EIT)

E. Relocated Groups Cluster
Categories: (21) Highway; (22) Asset Management.

The OIG identified strengths and vulnerabilities in the construction management program based on
our review of data from PMG’s current policies and procedures, manuals, board reports, interviews
with staff, and a review of secondary resources on construction management best practices.
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Documentation review and interviews occurred throughout 2022 into 2023. The 5 Clusters listed on
the following pages state the highlights of the OIG findings.

Cluster A: PRE-PROCUREMENT PROJECT DEVELOPMENT

Strengths: Metro has developed comprehensive procedures, including detailed checklists to guide
both the project delivery selection process and general readiness as a project moves toward
procurement. Metro is expanding its use of alternative methods of project delivery, which will assist
in assessing and mitigating project risks.

Vulnerabilities: Third party project stakeholders - public and private utility owners and permitting
authorities - continue to create risks, delay, and cost increases to the extent they lack resources or
the collaborative drive to assist Metro. PMG does not appear to be using robust risk management
tools and deep project management planning on lower cost, less complex projects.

Cluster B: POST-PROCUREMENT PROJECT MANAGEMENT

Strengths: Metro has streamlined the Change Order process and implemented Delegation of
Authority authorized by the Board, that has saved staff time and possibly construction money. A
quarterly audit by the OIG’s office assists Metro’s Board in overseeing that the streamlined Change
Order process operates as intended.

Vulnerabilities: Construction contractors’ claims for delay remain challenging to resolve on the merit
of the claims and the amount warranted for claims in a timely and transparent manner, often resulting
in an accumulation of large end-of-project claims needing resolution. Partnering may not be used
effectively as a tool for resolution across all claim types or projects due to differing skills, training, or
philosophies about that methodology. The Lessons Learned program is not being used by all PMG
related departments nor used for all projects. Also, PMG has not established a process for
evaluating the contractor’s performance across all projects consistently in a way that is useful for
future procurements. We recommend better utilization of a vendor score card program in
coordination with Vendor/Contract Management.

Cluster C: PROJECT MANAGEMENT SUPPORT

Strengths: Administrative Controls and the Program Management Information Systems (“PMIS”)
conform to the 2016 recommendations and are functioning well. There are strong document controls
in place, and policies and procedures are adequate. PMIS effectively collects, tracks, and handles
data and status reporting for large projects.

Vulnerabilities: A “gap” exists in working with the public early in the project planning process. PMG
should advocate for improved public involvement at the earliest opportunity to maximize good public
relations. Metro’s full-time employees to consultant ratio across project and program management is
at a 30/70 ratio in favor of consultants. Metro staff have identified the need to improve this to a 50/50
ratio. We believe the agency management agrees that a better balance is desirable and will work
toward that objective, however, the current environment for recruitment of staff is challenging.

Cluster D: STRATEGIC PROGRAM OVERSIGHT

Strengths: Some of the recommendations made in the 2016 BP Study are addressed by Metro’s
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implementation of a cross-departmental team of experts, referred to as the Early Intervention Team
(“EIT”). This team uses a problem-solving approach to mitigate challenges related to market
conditions (e.g., the pandemic, supply chain, and inflation), project delivery methods, scope issues,
and unforeseen conditions.

Vulnerabilities: Separation of duties between Countywide Planning & Development (“CP&D”) and
PMG during the project planning phase is a threat to Metro’s successful delivery of capital projects.
Silos between these departments without unified program guidance affect project planning, budget,
and procedures and will remain a weakness until the EIT and/or the Project Charter approach has
proven to mitigate this threat.

Cluster E: RELOCATED GROUPS

Strengths: The Highways group relocated to the CP&D Department and can now work more closely
with Caltrans in the planning phase of projects. The Enterprise Transit Asset Management (ETAM)
program is moving forward in the development phase of the maturity path now that ETAM is
relocated under Operations.

Vulnerabilities: The relocation of the Highways group to CP&D has created some obstacles in
reporting the status of projects. CP&D does not have the same type of regular quarterly Board
reporting responsibilities as PMG. ETAM needs maintenance and warranty information to be folded
into the Construction phase for tracking new assets, and the contractor needs to collect and report
information to be added to Metro’s ETAM database. ETAM also needs State of Good Repair
information to be integrated into the review of capital budgets to avoid the situation where new
projects are proposed and implemented without consideration of older, inter-dependent transit
facilities.

EQUITY PLATFORM

Equity-related issues around public involvement were investigated in the OIG’s review. The OIG
identified that a “gap” may exist in working with the public early in the project planning process. A
recommendation is made in this 2023 OIG Construction Best Practices Study that PMG should
advocate for improved public involvement at the earliest opportunity to maximize good public
relations, especially in equity focused communities

IMPLEMENTATION OF STRATEGIC PLAN GOALS

This 2023 OIG Construction Best Practices Study supports Metro’s Strategic Plan Goal #5: Provide
responsive, accountable, and trustworthy governance within the Metro organization and CEO goals
to exercise fiscal discipline to ensure financial stability. The OIG mission includes reviewing
expenditures for fraud, waste, and abuse in Metro programs, operations, and resources. The goal of
the 2016 BP Study was to identify opportunities for enhancing the capital projects' construction
management practices. This 2023 follow up report demonstrates that Metro benefitted from the 2016
study by implementing improved processes. This report provides accountable and trustworthy
governance by identifying areas of strength and reports areas that could use further enhancements
with recommendations for Metro to consider.
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NEXT STEPS

The 2023 OIG Construction Best Practices Report includes 37 recommendations to further enhance
Metro’s construction management best practices. The list of 2023 OIG recommendations and Metro
management responses is an attachment to this OIG report (Attachment B).

ATTACHMENTS

Attachment A - OIG Report: 2023 Follow Up Review on Implementation of the
2016 Construction Best Practices Recommendations
Attachment B - Recommendations & Responses

Prepared by: Suzanna Sterling, Construction Specialist Investigator, (213) 244-7368
Patricia Parker, Legal Research Specialist, (213) 244-7321

Reviewed by:  Karen Gorman, Inspector General, (213) 244-7337

ren (iorina
nspector Giereral
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Los-Angeles-County -Office-of the-Inspector-GeneralP™213.244 7300 Tel
Metropolitan-Transportation-Authority 818-West-7™-Street,-Suite-500
M et rO Los-Angeles,-CA-90017
DATE: July 24,2023
TO: LA Metro Board of Directors

FROM: Karen Gorman, Inspector GenW

SUBJECT: 2023 OIG Construction Best Practi€es Report (Follow Up to 2016 OIG Report)

The Office of the Inspector General (OIG) has completed its 2023 Construction Best Practices
report (2023 OIG Report). It is a follow up on the 2016 Construction Best Practices study we
issued (2016 OIG Report). Our objective was to determine what recommendations from that
2016 OIG Report have been implemented. This report describes the status of those
recommendations for the Chief Executive Office and the LA Metro Board.

The OIG’s specific objectives were to determine whether:

e New or revised policies and procedures were developed to implement the recommendations
in the 2016 OIG Report.

e New or revised practices were established to implement the 109 recommendations of 2016
OIG Report and whether those practices meet the intent of the 2016 OIG Report.

e Any gaps that remain in Metro’s policies, procedures, and practices, and identify
opportunities for enhancements to current policies, procedures, and practices; and action
could be taken in the future to address those recommendations that are still pending.

To complete this report the OIG interviewed staff and gathered data across many departments
contributing to project delivery success including those departments shown in the table below.

DEPARTMENTS CRITICAL TO PROJECT DELIVERY
Internal to Program Management External to Program Management
Program Management - Construction Office of the Chief Executive Office
Program Management - Project Controls Countywide Planning & Development
Program Management - Risk Vendor/Contract Management
Program Management - Quality Office of Management & Budget
Engineering & Construction - Mega Projects Communications
Engineering & Construction — Capital Improvements Safety
Third Party Administration Enterprise Transit Asset Management

The results of the report are heavily based on the input we received from the Metro staff and data
they provided, and we thank them for that information and cooperation.
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Conclusions and Recommendations

We were impressed to find that action has been taken to some extent on 96 out of the 109
recommendations in the 2016 OIG Report, though some of those actions are still a work-in-
progress and not entirely completed.

We were able to make 46 recommendations in this 2023 OIG Report [a table of those
recommendations are in an appendix beginning on page A16] for further construction related
policies and procedures enhancements including the following areas:

e Project planning and scope definition ¢ Change management

e Project management ¢ Community involvement
e Project delivery e Partnering

o Utility relocation e Procurement

o Staffing e Oversight

The 2016 OIG Report can be accessed through this link:

http://libraryarchives.metro.net/DB Attachments/160303 LACMTA Best Practices Stu
dy Report.pdf



https://gcc02.safelinks.protection.outlook.com/?url=http%3A%2F%2Flibraryarchives.metro.net%2FDB_Attachments%2F160303_LACMTA_Best_Practices_Study_Report.pdf&data=05%7C01%7CGORMANK%40metro.net%7C7c79f3f4e25c4f452b7608db8c993e1f%7Cab57129bdbfd4cacaa77fc74c40364af%7C1%7C0%7C638258362036421835%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C3000%7C%7C%7C&sdata=Ljmq5S3G7%2BA4L2D4bcGc2BDJ9s7HR6jMsMZ7Id7fGdY%3D&reserved=0
https://gcc02.safelinks.protection.outlook.com/?url=http%3A%2F%2Flibraryarchives.metro.net%2FDB_Attachments%2F160303_LACMTA_Best_Practices_Study_Report.pdf&data=05%7C01%7CGORMANK%40metro.net%7C7c79f3f4e25c4f452b7608db8c993e1f%7Cab57129bdbfd4cacaa77fc74c40364af%7C1%7C0%7C638258362036421835%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C3000%7C%7C%7C&sdata=Ljmq5S3G7%2BA4L2D4bcGc2BDJ9s7HR6jMsMZ7Id7fGdY%3D&reserved=0
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EXECUTIVE SUMMARY

In 2016, the Office of Inspector General (OIG) published its Capital Project Construction
Management Best Practices Study (“2016 BP Study”) to identify best practices for improving
Metro’s management and oversight of major construction projects. The resulting report made
109 recommendations for enhancements in the following areas:

e Project planning and scope definition ¢ Change management

e Project management ¢ Community involvement
e Project delivery e Partnering

o Utility relocation e Procurement

o Staffing e Oversight

Metro’s Program Management Group (“PMG”) was the primary focus of the review, and
responsible for responding to the 2016 BP Study. After reviewing the 2016 BP Study, PMG
executive management stated, “We generally agree with most of the findings and
recommendations in the report. Overall, the report provides a comprehensive set of
recommendations that we plan to use as a catalyst for positive changes in the program
management processes and approaches in the future.” Implementation of the recommended
best practices has taken time, and to some extent, those efforts are ongoing.

Six years later, the OIG began conducting a follow up review to determine the current status of
implementing the 109 recommendations in the 2016 BP Study. The 2023 follow up review
found that actions have been taken or initiated to implement 96 (88%) of the 109
recommendations, and 13 (12%) recommendations have not been implemented or need further
improvement. New or revised policies and procedures were implemented for 32 of the 109
recommendations and new or revised practices were initiated for 66 recommendations.

For reporting purposes, we distributed the 109 recommendations across five topic clusters of
construction management areas. For each cluster, the review identified the following high
points “Strengths” and areas that need improvement “Vulnerabilities.”

Cluster A: PRE-PROCUREMENT PROJECT DEVELOPMENT

e Strengths: Metro has developed comprehensive procedures including detailed
checklists to guide both the project delivery selection process and general readiness as
a project moves toward procurement. Metro is expanding its use of alternative methods
of project delivery which will assist in assessing and mitigating project risks.

o Vulnerabilities: Third party project stakeholders — public and private utility owners and
permitting authorities — continue to create risks, delay, and cost increases to the extent
they lack resources or the collaborative drive to assist Metro. PMG is not using risk
management tools and deep project management planning on lower cost, less complex
projects.
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Cluster B: POST-PROCUREMENT PROJECT MANAGEMENT

e Strengths: Metro has implemented a streamlined Change Order process and
implemented Delegation of Authority that have saved time and money. A quarterly audit
by the OIG’s office assists Metro’s Board in overseeing that the streamlined Change
Order process operates as intended.

¢ Vulnerabilities: Construction contractors’ alleged claims for delay remain challenging to
resolve for merit of the claims and the amount warranted for claims in a timely and
transparent manner, often resulting in large end-of-project claims needing resolution.
Partnering may not be getting used effectively as a tool for resolution across all claim
types. The Lessons Learned program is not being used by all PMG related departments
nor used for all projects. Also, PMG has not established a process for evaluating the
contractor’s performance in a way that is useful for future procurements. The Federal
Transportation Administration (FTA) offers a template that will be separately reviewed for
a future scorecard program.

Cluster C: PROJECT MANAGEMENT SUPPORT

e Strengths: Administrative Controls and the Program Management Information Systems
(“PMIS”) conform with the 2016 recommendations and are functioning well. There are
strong document controls in place, and policies and procedures are adequate. PMIS
effectively collects, tracks, and handles data and status reporting.

¢ Vulnerabilities: A “gap” exists in working with the public early in the project planning
process. PMG should advocate for improved public involvement at the earliest
opportunity to maximize good public relations. Metro’s full-time employees to
consultant’s ratio across project and program management is currently at a 30/70 ratio,
in favor of consultants. The Metro Board has requested Metro to improve to a 50/50
ratio.

Cluster D: STRATEGIC PROGRAM OVERSIGHT

o Strengths: Some of the recommendations made in the 2016 BP Study are addressed by
Metro’s implementation of a cross-departmental team of experts, referred to as the Early
Intervention Team (“EIT”). This team uses a problem-solving approach through the
procurement process to mitigate challenges related to scope, cost, schedule, project
delivery method, third parties and market conditions (e.g., the pandemic, supply chain,
and inflation).

¢ Vulnerabilities: Separation of duties between Countywide Planning & Development
(“CP&D”) and PMG during the project planning phase continues to threaten Metro’s
successful delivery of capital projects. The long-established silos between these
departments without unified program guidance affects project planning, budget, and
procedures and will remain a weakness until the EIT and/or the Project Charter
approach has proven to mitigate this threat.

iv
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Cluster E: RELOCATED GROUPS

Strengths: The Highways group relocated to the CP&D Department and can now work
more closely with Caltrans in the planning phase of projects. The Enterprise Transit
Asset Management (ETAM) program is moving forward in the development phase of the
maturity path now that ETAM has relocated to Risk, Safety and Asset Management.

Vulnerabilities: The relocation of the Highways group to CP&D has created some
obstacles in reporting the status of projects. CP&D does not have the same type of
regular quarterly Board reporting responsibilities as PMG. ETAM needs maintenance
and warranty information to be folded into the Construction phase for tracking new
assets, and the contractor needs to collect and report information to be added to Metro’s
ETAM database. ETAM also needs State of Good Repair information to be integrated
into the review of capital budgets to avoid the situation where new projects are proposed
and implemented, without consideration of older, inter-dependent transit facilities.

Crenshaw project — K Line - Elevated concrete fixed rail
above Imperial Highway and below 105 Freeway
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Acronym Table

AUR Advanced Ultility Relocation
Capital Project Construction Management's Best Practices
BPS Study (OIG Report 2016)
CEO Chief Executive Officer
cIP Capital Improvement Project
COLA |City of Los Angeles
CP&D Countywide Planning and Development
CPUC California Public Utilities Commission
CSSM |Construction Safety and Security Manual
DB Design-Build
DBB Design-Bid-Build
EIT Early Intervention Team
ETAM Enterprise Transit Asset Management
FTA Federal Transportation Agency
GPR Ground Penetrating Radar
HR |Human Resources
IPMO Integrated Project Management Office
IPP |Individual Performance Plan
KPI Key Performance Indicator
LACMTA Los Angeles County Metropolitan Transportation Authority
LADWP Los Angeles Department of Water and Power
LLPP Lessons Learned Program Plan
LOP Life of Project (Budget)
MASD Management Audit Services Department
MRDC |Metro Rail Design Criteria
0oIG Office of the Inspector General
OMB Office of Management and Budget
PM _|Project Manager
PMBOK Project Management Book of Knowledge
PMG Program Management Group
PMI Project Management Institute
PMIS Program Management Information System
PMO Program Management Office
PMP Project Management Plan
Qmo Quality Management Oversight
TPA Third Party Administration
VICM Vendor/Contract Management
WP White Paper
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CHAPTER 1: INTRODUCTION

Looking Back

In 2015, with the approval of Measure R funds (2008, half-cent sales tax) and anticipated
Measure M funds (2016, approved another half-cent sales tax) Metro was moving forward to
implement Los Angeles County’s ambitious transit improvement program. To optimize Metro’s
performance on behalf of the public, the Office of Inspector General (OIG) engaged an expert
consultant team to perform a review to identify possible enhancements that might be made to
Metro’s construction management program for project delivery. The objectives of this review
were to identify (1) effective, efficient, safe, and proactive approaches in managing staff,
schedules, costs, and stakeholder relationships, and (2) state of the art technology, planning,
data collection, and status reporting related to capital project management and delivery. The
consultant proposed to reach these objectives by comparing current practices within Metro to
relevant practices implemented by Metro’s peer agencies. Metro’s Program Management
Group (“PMG”) was the primary focus of the review of policies and procedures, staff interviews,
and surveys.

The OIG's 2016 Capital Project Construction Management Best Practices Study (“2016 BP
Study”) resulted in over 100 findings leading to109 recommendations to enhance existing
practices.” The 2016 BP Study report included (1) findings and recommendations, (2)
documentation supporting the findings, and (3) comparable agency benchmarks, which
contributed to the recommendations.

Pursuant to typical OIG protocol, Metro Management was asked to provide a response to
the109 Recommendations. Metro’s responses were added to the 2016 BP Study report, which
was presented to Metro’s Board. Out of the 109 recommendations, Metro agreed with 99 as
either a beneficial enhancement or in accord with existing policies or practices. Ten of the 109
recommendations were declined as not a perceived enhancement or something that could be
addressed in another way.

Subsequent Actions

Shortly after the 2016 BP Study, PMG commenced developing new policies and procedures
and revising key existing policies and procedures, partly by using consultant experts. PMG also
acted to make internal organizational changes, including building up departments and changing
reporting relationships. Also, collaborative enhancements were implemented between PMG
and other Metro departments particularly Countywide Planning & Development. PMG with the
CEOQ'’s Office developed the 2016 Metro Program Management Plan as an organization-wide
initiative for ensuring capital delivery best practices.?

Metro’s Management Audit Services Department (“MASD”) verified management’s actions to
implement the recommendations in 2017-2018. The OIG iteratively worked with MASD and
followed up with PMG to update the status of recommendations to “close out” recommendations
that were implemented.

T The entire 2016 BP Study can be accessed at the following link: 16-AUD-01 Final Report LACMTA
Best Practices Study - 02.29.16. The first 100-pages encompass the most critical information.

2 Metro’s 2016 Metro Program Management Plan is no longer available on Metro’s website. Please
contact the OIG for a copy.
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Review Objectives

The overall objective of this review was to follow up on the implementation of recommendations
made in the 2016 BP Study and report the status to the status to the Chief Executive Office and
Board. Specific objectives were to determine whether:

o New or revised policies and procedures were developed to implement the
recommendations in the 2016 BP Study.

o New or revised practices were established to implement the recommendations in the
2016 BP Study and if those practices meet the intent of the 2016 BP Study.

¢ Any gaps remain in Metro’s policies, procedures and practices, and identify opportunities
for further enhancements to current policies, procedures, and practices.

Crenshaw project — K Line - Elevated rail above Aviation Blvd. and W. Century Blvd.
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CHAPTER 2: METHODOLOGY

Introduction to Methodology

The OIG’s method for evaluating Metro’s implementation of the recommendations in the 2016
Construction Best Practices Study consisted of reviewing policies and procedures and
interviewing Metro staff. We reviewed the universe of policies and procedures relied upon by
Program Management Group (“PMG”) or other Metro groups and identified which new and
revised policies and procedures were responsive to the 2016 findings and recommendations.
We also interviewed Metro staff to (1) confirm implementation of policies and procedures, and
(2) learn of new or enhanced practices inspired by the 2016 BP Study not evident from a review
of the formal policies and procedures.

The OIG identified departments both internal and external to PMG that contribute to project
delivery success. External groups can vary as to the criticality of impact on construction
management practices. Countywide Planning & Development (“CP&D”) and Vendor/Contract
Management (“V/CM”) have extensive impact on PMG; others, such as Office of Management
and Budget and Human Resources, play support roles. For this 2023 Follow Up Review, we
gathered data across many departments contributing to project delivery success, interacted
directly with these departments shown in Table 1 below (the 2016 BP Study interacted indirectly
with some departments).

DEPARTMENTS CRITICAL TO PROJECT DELIVERY

Internal to Program Management External to Program Management
Program Management - Construction Office of the CEO

Program Management - Project Controls Countywide Planning & Development
Program Management - Risk Vendor/Contract Management
Program Management - Quality Office of Management & Budget
Engineering & Construction - Mega Projects Communications

Engineering & Construction — Capital Improvement Safety

Third Party Administration Enterprise Transit Asset Management

Table 1 — Internal Program Management groups and external Metro departments that support project
delivery.

Data Collection Method

To accomplish the review, the OIG gathered and reviewed policies, procedures, and manuals
newly developed or revised since the 2016 BP Study and interviewed Metro personnel.

Relevant Policies, Procedures, and Manuals

The OIG collected current applicable policies, procedures and manuals relied upon by PMG and
other departments that support Metro’s capital delivery program. A table of the policies,
procedures, bulletins, white papers, and manuals reviewed by the OIG is in Appendix 1.

Materials created or revised after the 2016 BP Study received more attention than those pre-
dating that study. All new and revised materials (since 2016) are generally acknowledged to
reflect Metro’s enterprise-wide best practices efforts, whether or not acknowledged as “inspired
by” the 2016 BP Study. The OIG ascribed a status to all materials based on date created or
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revised. For pre-2016 materials, the OIG notes in progress efforts to revise the materials.
Refer to Table 2.

POST - 2016 MATERIALS PRE-2016 MATERIALS
Established post-2016, New Established pre-2016, Revision in Progress
Established pre-2016, Revised post-2016 Established pre-2016, Needs Improvement

Table 2 — Policies, procedures and manuals — Categorized.

Metro Staff Interviews

Recognizing that new and revised policies require implementation to be effective, the OIG
conducted interviews to query about practices. Since the 2016 recommendations do not strictly
correspond to PMG or departments external to PMG, the OIG sorted recommendations by
departmental subject matter. Then, the OIG reached out to the lead for each group/department
to schedule interviews; interviewees were allowed to invite subject matter experts within their
group to participate in the interview.

In advance of each interview, interviewees were provided with a link to the 2016 BP Study
report, the recommendations pertaining to their functional area, and proposed interview
questions. The OIG’s questions were designed to gather information on the status of
implementation of the relevant recommendations and invite feedback on the perceived status of
current capital project delivery “best practices.”

Using this approach, the OIG engaged in 15 separate Teams interviews. Twenty-four Metro
employees participated either in an interview or corresponded by email for follow up information
(see Appendices 2 and 3).

Evaluation Method

Each of the 109 recommendations was evaluated using the data gathered on policies and
procedures, practices, and staff feedback. The OIG also identified what construction
management processes are working well versus those processes that may benefit from further
enhancement.

For data evaluation, the OIG developed a three-level hierarchy to rank Metro’s implementation
of each recommendation. The ranking process was designed to accommodate nuance.
Complex recommendations do not necessarily lend themselves to black and white
determinations of implementation. The ranking levels are:

o Established: Data shows that the recommendation for the best practice is adopted and
functioning.

¢ Evolving: Data indicates efforts have been commenced to implement the intent of the
best practice but a substantially complete solution is still “in progress” with iterative
improvements.

o Needs Improvement: Data indicates that the recommended best practice whether
“agreed” or “rejected” by Metro in 2016 continues to need effort, is worthy of
consideration or in need of re-evaluation and some action.

See Appendix 4 for a summary of the ranking of the implementation for the 109
recommendations in the 2016 BP Study report, and Appendix 5 for a table of the 2016
recommendations and management responses.



2023 OIG Construction Best Practices Report (Follow Up/2016 OIG Construction Best Practices Report)

Category Areas

The OIG connected the 109 recommendations in the 2016 report to 22 functional category
areas that are assigned to the five clusters topics A through E shown in Table 3 below.

CATEGORY AREAS 2016 Recommendation Numbers

A. PRE-PROCUREMENT PROJECT DEVELOPMENT

Delivery Method Selection & Criteria

5,15,57,68

General Readiness

1,2,3,4,6,16,37,38,39

Utilities & Third Parties

58,79,80,81,82,83,84,85,86,87,88,89

City Approvals 35,36,40,90
Life of Project Budget 8,55,56,107,108
Risk Management 9,32,33,34

Contract Administration

Project Management Plan 41,42,43,45,47,48
B. POST-PROCUREMENT PROJECT MANAGEMENT

17,18,19,20,21,22,23,24, 25,26,29,30,64

Board Matters

44,73,74,75,76,77,78

Enforcement & Compliance

28

Partnering 10,11,12,13,14
Quality Management 91,104
Lessons Learned 51

C. PROJECT MAN

Safet 66,67
AGEMENT SUPPORT

Public Involvement 71,72,95

PMIS 27,31,96,106,109
Administrative Controls 61,69,70

Staffing and Training 46,59,65,97,98,99,100, 101,102,103,105

Project Management KPIs

62,63

D. STRATEGIC PROGRAM OVERSIGHT

Metro-wide Program Oversight 49,50,52,92,93,94

E. RELOCATED GROUPS

ighways

53,54,60

Asset Management

7

Table 3 — Category Areas and 2016 Recommendation Numbers.
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Recommendations

During the review, we identified areas where policies, procedures, or practices could be
improved and made recommendations to adopted for capital project delivery best practices to
be accomplished. The recommendations are at the end of each Category area in Chapter 3
and are also summarized in Chapter 5. Additionally, a Table of 2023 Recommendations /
Responses for Metro Senior Management to respond is at Appendix 6.

Crenshaw project - Elevated double crossover rail above Aviation Blvd. and below 105 freeway
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CHAPTER 3: RESULTS OF REVIEW
A. PRE-PROCUREMENT PROJECT DEVELOPMENT

CATEGORY #1: Delivery Method and Selection

This category includes 4 Recommendations (Numbers 5, 15, 57, and 68) made in the 2016 BP
Study report.

A. Background

Design-Bid-Build (“DBB”), considered the “traditional” project delivery method, was historically
used by public agencies based on statutory competitive bid requirements.® California’s
Legislature has acted to authorize flexibility using the Design-Build (“DB”) delivery approach as
an alternative the DBB method. The DB delivery method has evolved to include variations
based on timing of involvement of the contractor, risk-shifting approaches, and financing.
Delivery method decisions must be made in the Planning Phase through collaborative analyses
by PMG with the Planning group. DBB is seldom used by Metro for complex projects. The
2016 BP report referenced only the generic “design-build” alternative.

B. Evaluation of Implementation Actions

Our review found that Metro’s best practices in the area of project delivery method and selection
criteria have been strengthened by PMG'’s efforts to develop and deploy comprehensive
checklists and procedures that allow for orderly delivery method selection. Moreover, Metro’s
efforts toward implementing alternative project delivery methods presents ongoing opportunities
to avoid the pitfalls of the tradition design-build model. Our evaluation ranked all four
recommendations as “Evolving” as discussed below:

Recommendations 5 and 57 — Consider project delivery methodology on a project-by-project
basis, and assess the most efficient method of project delivery: PMG has developed Procedure
PMO1/Project Delivery Selection to guide the process for delivery method selection. In
interviews with staff, it was learned that the procedure will soon be supplemented by checklists
for the Progressive-Design-Build methodology, a method being added based on lessons
learned after use of the original Design-Build approach.

Recommendation 15 — Carefully evaluate design-build on a case-by-case basis: In interviews,
PMG staff stated that since 2016 a robust process of analysis has been implemented, and
lessons are being learned and considered in the development of further alternative methods for
project delivery.

Recommendation 68 — Develop and implement a detailed decision-making process on the
selection of a project delivery method: The OIG confirmed in interviews with PMG staff that
Procedure PM01/Project Delivery Selection was developed and implemented in response to the
2016 BP Study. In interviews, the OIG has learned that the development and implementation of
Procedure PMO1/Project Delivery Selection was insufficient to control the impacts of utility-
related design complexities and/or scope changes. PMG reports that its procedures will
undergo continuous review and iterative improvements based on lessons learned.

OIG Comments — In interviews, PMG staff acknowledged that no delivery method is risk-free,
and there will be a learning curve for implementation of each new delivery method. Staff

3 Owners prepare plan and specifications to 100% level prior to procuring a construction contractor, and the
contract is awarded to the responsive and responsible contractor on a lowest bid basis.
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indicated that extensive efforts are being made to take lessons learned into account, and
consultant expertise is available to assist Metro in analyzing and leveraging the benefits of
alternative delivery methods. PMO1/Project Delivery Selection policy is being updated to ensure
a rigorous review of the trade-offs for each delivery method.

C. 2023 Recommendation
The OIG recommends:

1.1 PMG should continue to timely update policies and procedures to include the range of
alternative delivery methods currently used by Metro.
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CATEGORY #2: General Readiness

This Category includes 9 Recommendations (Numbers 1, 2, 3, 4, 6, 16, 37, 38, and 39) made in
the 2016 BP Study report.

A. Background

The 2016 BP Study identifies “general readiness” as a core capital project objective to ensure
that a project is ready in terms of staff, Memorandum of Understanding (MOU), project plans
and procedures, oversight plans, and established schedules that identify consequences for
schedule delays, (BPS, p. 9.) Optimum project readiness is established in the Planning Phase
and involves mutual responsibilities of PMG and Metro’s Planning Group (Countywide Planning
& Development). PMG commences the initial general readiness review when project
management responsibility transitions from the Planning Group to PMG. This hand-over
typically occurs at the conclusion of the environmental compliance process and/or preliminary
engineering.

B. Evaluation of Implementation Actions

Our review found that most of the recommendations in this Category have been adopted or
alternative steps taken to implement the intent of the recommendation. However, improvements
are needed for several of the recommendations. Our evaluation ranked the 9 recommendations
in this Category as “Established” (4), “Evolving” (3), and “Needs Improvement” (2) as discussed
below:

1. Established

Recommendations 1, 2, and 16 — Adopt FTA oversight procedures and checklists including use
of a formal stage-gate process: PMG’s development and implementation of the PC14 REV 2 -
Readiness Review Procedure demonstrates full compliance with these recommendations.

Recommendation 37 — Develop and implement executive-level partnering (Caltrans): In
interviews with Highways staff, it was determined that Metro staff meets regularly with Caltrans
to ensure cooperation and transparency between the parties.

2. Evolving

Recommendation 3 — Allow two years to identify and relocate utilities: In 2016, PMG did not
agree with this recommendation and stated that it would unduly delay engineering and other
preliminary activities that can occur concurrently with utility relocation. PMG also stated that the
time allocated in the project schedule for utilities to be relocated does need to be a major focus
in the development of project schedules and will continue to be emphasized. However, limiting
when engineering can start appears arbitrary and could significantly delay projects. Many
engineering activities can proceed while concurrently addressing necessary utility relocations.
Third Party Administration staff confirmed that utility relocation activities are not currently
planned or scheduled to be completed before other project delivery activities.

Recommendations 38 and 39 — Engage with utility companies in the Planning Phase and
establish quarterly: PMG stated that Project Managers (“PM”) are engaged in the project
planning phase earlier and are also involved with utility companies earlier. In interviews with
Third Party Administration (“TPA”) staff it was learned that TPA typically engages at 30% of the
design stage and sometimes as early as 15% — which is very beneficial for achieving general
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readiness. PMG agreed to the recommendation and stated they will evaluate whether quarterly
meetings is the right interval.

3. Needs Improvement

Recommendation 4 — Implement strategies to support third parties, such as providing financial
assistance to utility companies and government entities in order to obtain the necessary
resources to effectively support project delivery: The 2016 BP Study described that challenges
associated with third parties may require innovative solutions including financial assistance or
lobbied-for changes to controlling law. In interviews with TPA staff, the OIG learned that Metro
has made internal efforts to mitigate third-party challenges through earlier planning efforts, but
there is no evidence of Metro offering or providing resource support external to Metro. Itis
unclear whether these potential mitigations are financially, legally, or politically untenable.

Recommendation 6 — Use gateway process, stakeholder engagement program, and FTA
oversight procedures to effectively support project delivery: The OIG confirmed in interviews
that PMG Procedure PC14/Project Readiness was developed and implemented in response to
the 2016 BP Study. However, the development of PC14 with its checklists has not sufficiently
mitigated the types of risk that can derail a project. Third party issues and project unknowns
cannot be completely controlled, but there are other challenges that may be avoidable. Under
Category #20 appearing later in this report, Metro-wide Program Oversight, the OIG describes
in-process enhancements to Metro’s strategic program oversight that may further mitigate
project readiness risks.

OIG Comments — PMG has done an excellent job developing and implementing a readiness
review process in response to the 2016 OIG report. In 2022, PMG requested support from
Metro’s Board of Directors for a project “Early Intervention Team” (“EIT”). The EIT consists of
Metro’s finest and the best staff from planning, program management, operations, government
relations, budget, and procurement to undertake best practice investigations. The EIT is a
constructive development that has been significantly enhancing and ensuring that projects
proceed with “true readiness” as demonstrated by controlled scope, budget, and schedule. Staff
told us this has been fully embraced and implemented into the PGM culture.

Collaborative decisions made by PMG and Planning to involve PMG staff, in particular
Engineering and Construction, Third Party Administration, and Risk Management earlier in the
Planning Phase are positive steps that ensure information-sharing and provide the potential for
proactive measures with respect to utilities and engagement with third parties. Moreover, no
matter how proactive Metro may be from an organizational perspective, Metro will not be
successful if third parties — whether private utility companies or public entities — fail to act timely
because they lack staff and/or funding to prioritize the identification and relocation of utilities or
facilities; or if they are backlogged in permit review or just don’t make Metro’s requests a
priority.

C. 2023 Recommendation

2.1 Metro should investigate strategic initiatives to beneficially support third parties
cooperative and timely assistance toward timely and cost-efficient project delivery.

2.2 Third party utility relocation issues continue to be one of the larger reasons for change
orders and project delays. The OIG recommends the PMG partner with the Early
Intervention Team (“EIT”) to revisit the PMG’s 2016 rejection of Recommendation Nos. 3
and 6 and apply a lessons learned approach to investigating the feasibility of initiating

10
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utility relocation work much earlier in the pre-construction management process to remove
unnecessary risk and enhance mitigation by planning and scheduling of relocation
completion prior to other project delivery activities, without any intention of limiting or
mandating when Engineering can begin. If the progressive design build approach or other
alternative delivery approach will minimize utility impacts in the same manner as separate
contracts for advanced utility relocation, the PMG’s response should be updated.

Airport Metro Connector project — steel structure - aerial of project site along Aviation Blvd.

11
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Category #3: Utilities and Third Parties

This Category includes 12 Recommendations (Numbers 58, 79, 80, 81, 82, 83, 84, 85, 86, 87,
88, and 89) made in the 2016 BP Study report.

A. Background

The 2016 BP Study identifies the utility relocation process as presenting significant risk to Metro
capital projects cost and schedule, which is the case for most urban developers: “The ability to
effectively and efficiently identify, analyze and relocate public and private utilities (gas, electric,
sewer, water, communication, etc.) within or ahead of capital construction for both transit and
highway projects is one of the most critical elements to Capital Program deployment and
individual project success.” (BPS, p. 73, emphasis added.)

Best practices for detection and handling of utility lines, obtaining permits and approvals, and
interaction with third parties are the focus of the 12 recommendations in this area.

B. Evaluation of implementation Actions

Our review found that action has been taken or is in progress to implement recommendations;
however, enforcement of utility requirements and penalties for non-compliance is still a problem
area that needs improvement. Our evaluation ranked the 12 recommendations in this Category
as “Established” (10), “Evolving” (1), and “Needs Improvement” (1) as discussed below:

1. Established

Recommendations 80, 87, 88, and 89 — Innovate Metro’s utility relocation processes through
increased staffing, re-engineering, technology assessment, and process improvement: All of
these recommendations have been implemented. We found that additional Metro staffing level
was approved in the FY 2018 budget process. Also, following the BP Study, the Third-Party
Administration (“TPA”) group relocated to report directly to the Chief Executive of Program
Management. This made TPA a higher priority with more focused attention and support by
management across capital programs. In addition, TPA was embedded earlier in the planning
process. Metro now starts its efforts for identifying and responding to potential utility issues at
15% to 30% of the design stage, in order to identify any conflicts earlier and start “potholing”
and investigating existing underground utilities issues with more robust technology.

Recommendations 58, 79, 83, and 86 — Use of advanced utility relocation (“AUR”) contracts to
support highway projects; continue to expand the best practices of having a dedicated third-
party coordination group; complete as much utility work in advance of the construction contract;
and apply for FTA funding for AUR contracts: PMG agreed and implemented these
recommendations. Metro frequently uses FTA funds for advance utility relocations as part of
the overall cost of a project. Also, Program Management assesses the use of AUR contracts to
support highway projects on a case-by-case basis.

Recommendations 82 and 85 — Communicate utility risk to contractors and allow more time and
contingency for utility identification and relocation: PMG agreed and implemented the
recommendations. PMG staff described that the move toward non-traditional project delivery
methods were being viewed as an opportunity to control risk. For instance, the Progressive

4 The 2016 BP Study cites a Purdue University cost savings study from 2000 that concludes every $1.00 spent on
subsurface utility identification will realize $4.62 in avoided costs for scope changes, additional excavation, redesign
delays, change orders, etc. (BPS, p. 73.)

12
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Design Build delivery method allows for phased potholing and investigation prior to or
contemporaneous with design. In this case, the contractor would not be fully bound to a set
price.

In general, TPA participates in the delivery method selection process to improve the chances of
a successful hand-off of a project from utility work phase to construction. The goal is for utility
“pre-work” to be completed prior to the construction contractor coming on board. This can only
happen with comprehensive readiness review efforts described in PC14, and success depends
on accurate advanced utility work, which is only as accurate as investigative efforts.

Metro is making progress on increasing planned time for utility relocation with advanced
discussions and planning involving TPA at 15% to 30% of design work to identify conflicts
earlier. Early engagement at 15% is starting between TPA, utilities, and Metro groups, but this
must occur on a continual basis. If TPA does not become engaged early in the planning phase,
it can create problems later in the project. New policies and procedures are being developed
and will build on standardizing investigations and actions based on type of project. Ultility
location continues to be a primary source of change order claims, so no amount of attention to
this topic can be too much.

2. Evolving

Recommendation 81 — Increase utility identification by doing more exploratory work during early
phases of project delivery (planning, preliminary engineering): Since 2016, TPA has been
involved much earlier in the planning process, including contributing to the project delivery
selection process. With the Planning department leading the efforts, both TPA and PMG are
now more embedded in the planning process than in previous years. Regular meetings are
occurring monthly and weekly on the mega-projects based on project phase and complexity.
The former separation is now minimalized between Program Management and TPA, and both
groups encourage information sharing and “a warm hand-off’ from advanced utility relocation to
the construction phase.

Third Party Administration stated that Metro has traditionally relied upon Ground Penetrating
Radar (GPR) for identification of utilities which has not been that accurate. In Spring of 2022, a
more advanced GPR with eight additional sensors was scheduled for demonstration to Metro. It
was described as scanning to depths of 30 feet below an asphalt street. At the time of this
report, Metro has not yet procured that technology.

3. Needs Improvement

Recommendation 84 — Enforce utility investigations requirements and penalties for non-
compliance: PMG staff stated going forward, PMs and Third-Party Administration will assess
and if needed, advise V/CM to enforce non-compliance penalties. The OIG has learned that
this is an area that needs improvement. Metro has tried many ways to enforce making a
contractor or a third-party act, unfortunately it is not that simple to enforce a penalty — perhaps
contract language could be clarified. Another approach may be to incentivize compliance and
invest in technologies that mitigate conflicts and obstacles.

OIG Comments — The OIG learned that Metro’s adoption of alternative project delivery
methods was driven in part by the impacts arising from the dual issues of utility identification
and relocation, and the difficulty of working through third-party collaboration. By phasing the
work, with the progressive design build approach, Metro should begin to mitigate the cost and

13
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schedule impacts that arise from differing site conditions and potential utility and design
conflicts.

The earlier involvement of Third-Party Administration and Risk Management in the Planning
phase will provide opportunities for Metro to identify proactive measures to mitigate utility
impacts and to implement alternative project delivery methods.

C. 2023 Recommendation

The OIG recommends:

3.1 Utility investigations, work, and relocations performed by Metro’s contractors or others
pose cost and schedule risks for Metro projects, including potential issues with reviews,
approvals, and oversight by the third-party utility owners. The construction contract may
specify timelines and/or sequences for utility-related work. To avoid cost and schedule
impacts caused by third parties or contractor(s), Metro should utilize legal counsel’s
assistance to mitigate the risks related to utility investigations, work, and
relocations. Metro should enhance its procedures and relationships to enable self-
permitting. Transparency, documentation, and trust are key to Metro achieving self-
permitting.

Concrete trucks on Wilshire Blvd awaiting delivery to Rodeo station for concrete slab

14
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CATEGORY #4: City Approvals

This Category includes 4 Recommendations (Numbers 35, 36, 40, and 90) made in the 2016
BP Study report.

A. Background

The 2016 BP Study found numerous coordination, collaboration, and communication issues with
the City of Los Angeles (“COLA”) regarding capital projects. Challenges exist with respect to
responsiveness to Metro requests, old, expired, and outdated Master Cooperative Agreements
and Memorandums of Understanding, and inconsistencies in approvals and collaboration
toward shared goals. The three main issues related to COLA’s Bureau of Engineering’s Special
Permitting Process are (1) lack of staffing resources, (2) differing design standards, and (3)
requests for Betterments. These issues continually impact review and approval of designs
submitted by Metro’s consultants and contractors.

Under the Project Management Book of Knowledge (“PMBOK?”), third parties such as COLA are
deemed “stakeholders” to Metro’s projects. Best practices for effective stakeholder
management includes treating stakeholders as partners, with clearly defined roles and
responsibilities on each project. There must be continuous involvement, ongoing
communication, and transparency on issues. (See BPS, p. 46.)

B. Evaluation of Implementation Actions

Our evaluation ranked the recommendations status in this Category as 3 “Evolving”, and one
recommendation status as “Needs Improvement” as discussed below:

1. Evolving

Recommendation 35 — Develop and implement strategic executive-level partnering between
Metro and COLA resulting in agreed goals and objectives: Metro has implemented this
recommendation. Former Mayor Garcetti’s “Partnership Letter” dated January 6, 2017, to
General Managers, Directors and Commissioners across relevant City departments and
bureaus set forth guidelines for “Accountability and Responsible Delivery of Transportation
Infrastructure.” The objective of the letter was to foster and continue a strong partnership
between the City and Metro to support project delivery. The directive was issued but sometimes

the spirit of it has been challenging when staff of each party have different viewpoints.

Recommendations 36 and 40 — Execute a new Master Cooperative Agreement based on results
of both executive and management level partnering: The Master Cooperative Agreement
(MCA) is currently being negotiated between the Metro and COLA and is about 90% complete.
Metro took the lead on drafting the document to move the MCA forward but has had to be
patient to bring COLA to understand Metro’s perspective and the long-term value of Metro’s
approach. COLA, LA Department of Water and Power (LADWP) and Edison needs to trust
Metro to do the right and fair thing in accordance with any agreement we enter, but Metro needs
to earn that trust. In addition, the MCA with LADWP is in negotiations. Also, Southern
California Edison is “at the table” but resisting an MCA, preferring instead to negotiate terms
and conditions separately for each project.

2. Needs Improvement

Recommendation 90 — Establish a Legislative/Legal Improvement Team: In its response, PMG
rejected this recommendation as “not necessary for utility relocation.” The OIG will include a

15
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recommendation for the Early Intervention Team to revisit this recommendation to consider
whether legislative action is appropriate given circumstances that have occurred since 2016
involving litigation and also legislative actions encouraging streamlined housing development
(which may spur need for accelerated transit planning).

Detailed information in January 2023 OIG report (Legistar 2022-0704) on CEQA Streamlining
and Attachment A “Impact Sciences CEQA Streamlining Report and Recommendations”
publicly located on the LA Metro website. 2022-0704 - OFFICE OF INSPECTOR GENERAL
CEQA STREAMLINING REPORT - Metro Board https://boardagendas.metro.net/board-
report/2022-0704/

OIG Comments — Metro staff cannot be successful in confronting and overcoming third-party
issues and obtaining timely permits without a multi-pronged approach. Metro currently funds
COLA'’s public works staff to review and issue permits for construction drawings, but the
inconsistencies in staff review and additional staff requests has slowed approval of plans.
Political demands have also resulted in betterment requirements. With respect to “partnering,’
former Mayor Garcetti’s 2017 Letter titled, “Partnership with City of Los Angeles,” is considered
a model for establishing protocols for streamlined permit review. Continuous active partnering
may be necessary if the “paper promise” is not reflected in parties’ practices.

The OIG understands that an updated Master Cooperative Agreement between Metro and
COLA is being negotiated and is close to a final agreement. In this regard, there are multiple
areas where a good agreement could be a win, and COLA for Metro when a formal procedure is
in place. Opportunities exist for the City to have more trust in Metro as Metro negotiates to
being self-certifiable in areas where Metro and its contractors have significant experience, e.g.,
underground tunneling, underground monitoring, and excavations for underground stations.

PMG rejected Recommendation No. 90, as “not necessary for utility relocation,” for establishing
a Legislative/Legal Improvement Team to assess and evaluate existing legislation and legal
requirements for the utility relocation process. We suggest a review occur if topics are identified
in consultation with outside counsel to develop a plan where the California Legislature can act to
impose some common sense “rules of engagement” between public and private entities sharing
the public right of way. A relevant example is the recent steps taken by the legislature to codify
the USA/Dig Alert procedures for “safe excavations” previously overseen solely by associations
of utilities groups.®

C. 2023 Recommendations

The OIG recommends:

4.1 Metro should complete a new and improved Master Cooperative Agreement between City
of Los Angeles and LA Metro.

4.2 Metro should conduct a Legislative/Legal Improvement review to determine if there are
any legislative adjustments that would improve work or construction related requirements
for transit projects and assist in better resourcing third party stakeholders impacted by
(and benefitting from) Metro capital projects.

5 DigAlert.org - California Law (2017)
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CATEGORY #5: Life of Project Budget

This category includes 5 Recommendations (Numbers 8, 55, 56, 107, and 108) made in the
2016 BP Study report.

A. Background

The 2016 BP Study describes that Life of Project (“LOP”) budgets are developed to “control and
monitor execution of the project scope of work.” Understanding and controlling the factors that
significantly increase the risk of cost changes to a project during project development was a
critical issue in the 2016 BP Study. Project lifecycle costs may change as details are developed
throughout the life of a project; for that reason, the 2016 BP Study found that: “Setting and
strictly holding to an LOP Budget at the beginning of project development and not reassessing
the budget at the project delivery stage is not an effective process.” (BPS, p. 27.)

B. Evaluation of Implementation Actions

We found that the actions have been taken or are in process to implement the 2016
recommendations. Our evaluation ranked 3 of the recommendations in this Category as
“Established” (3) and two as “Evolving” as discussed below:

1. Established

Recommendations 55 and 56 — Establish Independent Cost Estimate and Contingency Review
and establish a detailed Work Breakdown Structure for scheduling and budgeting: The OIG
found that PMG developed and implemented policies and procedures that addressed these
recommendations (e.g., PSC Tasks #3 & #6, Readiness Procedure & Risk Management).

Recommendation 108 — Reassess and implement revised executive-level reporting
requirements: The OIG found that PMG has developed and implemented policies and
procedures, including use of the Program Management Information System (“PMIS”) tools,
which is further discussed in Category #16, PMIS. The Deputy Chief Executive Officer reports
satisfaction with the level of data transparency and method of reporting.

2. Evolving

Recommendation 107 — Incorporate the entire capital program into PMIS and Metro's reporting
system: In response to the recommendation, PMG stated that they will (1) evaluate the
resources needed to expand use of PMIS for all capital projects, including Highways and
Regional Rail projects, and (2) determine whether to use PMIS for a project depending on its
size and complexity.

Recommendations 8 — Develop and implement an LOP budget with phased reassessments: In
response to the recommendation, Metro stated that they will implement a two-step LOP budget
(Phase 1 design; Phase 2 construction) for design-bid-build projects. As part of the new Annual
Program Evaluation process, the LOP budget for each project will be evaluated on an annual
basis.

Recent concerns have been raised by a repeating pattern of projects returning to the Board of
Directors for significant budget increases. The OIG interviewed a representative of the Office of
Management and Budget (OMB) about the LOP budget process and learned that OMB “fully
supported” the OIG’s 2016 recommendation to implement the two-step LOP budget process.
Current practices, however, have been identified as lacking reliability. We were told the initial
estimate is “too rough” and impacts the Board of Director’s confidence in the process as
insufficiently transparent. For that reason, Metro’s Board is asking for more information as the
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two-step process is “no longer working.” OMB realized after a few years of practice that Metro
has gaps in the reporting and tracking process. Utilizing a “lessons learned” rubric, it is
proposed procedures be revised to add an intermediate budget review/approval step between
construction cost control and the budgetary process.

OIG Comments — Because development of the LOP budget can be both an “art” and a
“science,” long-term integrity depends on a number of circumstances outside the control of
Metro employees. Recent circumstances stemming from the global pandemic have inflated
prices and product demands. Pandemic inflation has greatly contributed to undermining the
reliability of an LOP budget. Metro is experiencing multiple projects that have to go back to the
Board and request more funds. Ultimately the continual request to increase the LOP budget will
affect the “big money pot” of having other planned projects be delayed multiple years or not
reaching development.

C. Recommendations

The OIG recommends:

5.1 Metro should focus on quickly adapting its budgeting practices for all new construction
projects given the changing circumstances and trends of increased prices.

5.2 Metro should evaluate, assess, and document emerging financial conditions before
requesting a budget change, and include an analysis in the Board request for LOP funding
increases.

5.3 Based on statements included in Board Report No. 2023-0106, Attachment A, the OIG
understands that EIT Project Review Process will include multiple “intervention points” for
review of the Life of Project Budget. The OIG recommends the development and
implementation of detailed procedures describing the process for LOP Budget
development across the project life cycle. Requests to increase the LOP make after the
procurement phase should include a “lessons learned” justification for the increase.

CATEGORY #6: Risk Management

This category includes 4 Recommendation (Numbers 9, 32, 33, and 34) made in the 2016 BP
Study report.

A. Background

The purpose of a Risk Management Program in capital projects delivery is to identify and
assess potential events that may impact a project’s budget and/or schedule and the probability
and potential magnitude of each event. Strategic decisions to mitigate the risk of events or their
impact can be made in response to the assessment. It is a best practice that risk management
plans be developed during the planning phase and updated throughout the project lifecycle.

The 2016 BP Study found that Metro generally needed to embrace a culture of risk
management throughout the project lifecycle. In particular, the 2016 recommendations focused
on enhancing risk analysis during the project planning phase. (BPS, p. 28.)

B. Evaluation of Implementation Actions

PMG in conjunction with Countywide Planning and Development has implemented integrated
risk management processes beginning at the planning phase, which are carried forward by
PMG across the project lifecycle. However, the program is not universally applied to all projects
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of varying sizes and complexity. Our evaluation ranked the recommendations in this Category
as one “Established”, one “Evolving”, and two “Needs Improvement” as discussed below:

1. Established

Recommendation 34 — Hide contingency amounts: PMG rejected this recommendation because
public funds awarded from the FTA must be published (FTA’s Oversight Procedure 40b — Risk
and Contingency Review). The OIG agrees that FTA requires transparency related to budgets
and contingency values, which obstructs the ability to implement this recommendation. Also,
PMG does not treat the contingency funds as “available” to the contractor, and while it is
suspected that the contractor does not want to leave funds available untapped, there is no
evidence the contractor submits claims based on the contingency.

2. Evolving

Recommendation 9 — Incorporate risk management into the culture of the organization from
project conception through closeout: Metro stated that a more formal risk management program
needs to be developed. In response to the 2016 BP Study’s recommendation, PMG hired a full-
time Risk Manager. As a first priority, PC07/Risk Management was developed to encourage
project managers to forecast and trend project risks at project inception and as a tool for
efficiently analyzing and controlling actual risk during project execution. In an interview,
Program Management staff stated that it would be appropriate for more transparency on
contingency decisions following a risk management review. Also, cost integrity would benefit
from re-review of estimates including risk contingency through a stage-gate process. In regard
to whether Risk Management should be applied to smaller projects, it was stated that the value
to be derived from enhanced project controls oversight may not be fully understood by Capital
Improvement Program (CIP) Project Managers. There is the view that the cost of additional
measures overshadows limited benefits. One interviewee indicated that a considerable benefit
arises from running non-complex, lower cost projects in a “light touch fashion.”

3. Needs Improvement

Recommendations 32 and 33 — Revise risk and contingency procedures for all projects and
enforce procedures using risk to set contingencies for all projects: PMG has developed and
implemented policies and procedures critical to sound Risk Management practices, e.g., policies
PCO0O7 REV 9 - Risk Management Program Plan and PC12 REV 2 — Transit Project
Contingency. However, currently, Risk Management efforts are only applied to “mega” capital
projects. The 2016 BP Study recommended universal application of risk management
principles as essential to building a risk management culture at Metro. For less complex, low-
cost CIP projects, the risk review process can be simpler. Moreover, newer project managers
handling simpler projects will be better prepared for analyzing and managing the risks of bigger
projects if introduced to risk management best practices at the earliest opportunity.

OIG Comments — At this time, Metro may be treating risk management as a “luxury program.”
Some view the costs associated with a comprehensive risk management program as
outweighing the benefits. One interviewee indicated that a considerable benefit arises from
running non-complex, lower cost projects in a “light touch fashion.” PMG should consider
reviewing this current approach and utilize risk management oversight across all projects of
varying sizes and complexity. While not connected to a 2016 recommendation, it is additionally
suggested that it might be beneficial for Risk Management staff to participate in lessons learned
discussions to encourage bi-directional sharing of risk-related information.
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C. 2023 Recommendations

The OIG recommends:

6.1 PMG should determine whether risk management plans (whether full or “light” plans for
smaller projects”) — including mitigation plans for risk findings adjusted by PMG
management — should be developed for all projects regardless of size, complexity, or
use of federal funding.

6.2 PMG should strive to establish a progressively robust risk management culture that
ensures controlled and mitigated risk throughout the entire project lifecycle.

6.3 PMG should determine if it is beneficial for Risk Management staff to participate in
lessons learned discussions to encourage bi-directional sharing of risk-related
information. This will ensure knowledge will be transferred, built upon and not be lost, as
mature employees retire from Metro.
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CATEGORY #7: Project Management Plan

This category includes 6 Recommendations (Numbers 41, 42, 43, 45, 47, and 48) made in the
2016 BP Study report.

A. Background

The 2016 BP Study describes Metro as a “composite organization,” meaning it combines “a
strong matrix organization, with functional departments and a Project/Program Management
department, with a projectized organization for major projects, with team members under dual
assignment to the functional departments, but also assigned with key team members co-located
at the project site.” (BPS, p. 50.) Recommendations under this area relate to project teams
being guided toward project success through the comprehensive road map in the Project
Management Plan (“PMP”), ideally developed and implemented in accordance with the Project
Management Book of Knowledge (“PMBOK?”)

PMBOK is a globally accepted industry standard for all project management processes. A
project management professional (PMP) certification, utilizing ISO 9001 standards, is a globally
recognized project management certificate that identifies the person has the ability to lead a project
in any industry.

B. Evaluation of Implementation Actions

We found that Metro has taken actions to implement the recommendations. However, Project
Management Plans are not enforced by Metro for application for all capital projects. A PMP is
useful for managing a project because it provides the roadmap needed to instill confidence
across all roles on the project team and decreases roadblocks to decision-making. Our
evaluation ranked the recommendations in this Category as four “Established”, one “Evolving”,
and one “Needs Improvement” as discussed below:

1: Established

Recommendation 41 — Develop and implement strategic plan for project team management:
PMG in 2016 stated that they disagree with the need for a strategic PMO, however a strategic
plan as part of a Program Management Department's Program Management Plan will be
investigated. PMG has addressed this recommendation in the Program Management Plan.

Recommendation 42 — Implement an Integrated Project Management Office (“IPMQO”)
environment for all projects: PMG stated that they will establish an IPMO for a project
depending on its size and complexity. In practice, PMG implements an IPMO for mega-projects
during the construction phase but does not universally do so for smaller CIP projects under
$100 million. Now it has agreed to stand up an IPMO for projects as needed.

Recommendation 45 — Reduce the number of internal project team meetings to occurring
regularly and as needed but not excessively and when not needed: PMG unreservedly agreed
with less meetings generally and is looking into more virtual meetings. The use of virtual
meetings will be scheduled on a case-by-case basis and is dependent on the capability of
remote conferencing with field staff from Gateway.

Recommendation 48 — Assign a Project Manager (“PM”) at project initiation and empower the
PM with the authority for project decision making and control responsibilities throughout the
entire project lifecycle: PMG agreed that the PM should be involved throughout the project
lifecycle and empowered with decision making authority upon the completion of planning. Also,
during the planning phase, responsibilities should be shared with the Planning Department. In
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this regard, a new Senior Executive Officer, Project Management was approved in the FY 2018
budget to lead the interface with the Planning Department beginning with
environmental/planning phases of new Measure R and M transit projects.

2: Evolving

Recommendation 47 — Adopt Project Management Institute (“PMI”) as the organizational
standard for project management: PMG agreed to research PMI standards and employ as
appropriate. Metro uses various tools and guidance to deliver projects and is not restricted to
only PMI standards. In this regard, PMG will research PMBOK and other standards to
determine how to effectively incorporate the recommendation.

3: Needs Improvement

Recommendation 43 — Require all projects to utilize a Project Management Plan (“PMP”). PMG
agreed with the recommendation for larger projects. PC04 — Program Management Plan
establishes that all capital projects with a total cost in excess of $100 million shall have a PMP.
However, a PMP is not required for projects less than $100 million. From interviews with the
PMG staff, the OIG understands that a preference exists for running smaller CIP projects with a
lighter touch. Along with no PMP, this also typically means there will be no Risk Management
Plan and minimal use of PMlIs.

OIG Comments — Differentiating construction management practices between mega projects
and smaller CIP projects is a policy decision by PMG. Doing so without a formal policy or
procedure suggests that the differentiated approach continues out of habit, not thorough
analysis or fact-supported decision making. Without a PMP, there is less transparency as to
performance metrics and successful completion of the administrative aspects of a project.
Additionally, for newer Project Managers, differentiating practices for smaller projects may
diminish training and development opportunities needed to step up to more complex projects.

C. 2023 Recommendation

The OIG recommends:

71 Revisit the 2016 Recommendation requiring all projects regardless of size or complexity
to develop and use a PMP which will standardize practices related to change
management, quality, risk, and develop and use a PMlIs.

Tunnel Boring Machine break through at Purple Line Extension Section 1
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B POST-PROCUREMENT PROJECT MANAGEMENT
CATEGORY #8: Contract Administration

This Category includes 13 Recommendation (Numbers 17, 18, 19, 20, 21, 22, 23, 24, 25, 26,
29, 30, and 64) made in the 2016 BP Study report.

A. Background

Best practices related to “contract administration” emerge once Metro acts to procure and
engage a contractor to implement the project plans under the selected delivery method. The
2016 BP Study describes that effective and efficient contract administration is foundational to
project delivery success — with a primary focus on clearly stated and enforceable change
management terms and conditions.

Contract General Conditions must unambiguously describe the contractor’s reasonable
obligations for timely submission of substantiated requests for cost, scope, and/or schedule
adjustments. Equally important, the owner’s representative, who may be Metro’s Project
Manager, Construction Manager, or a Contract Administrator, must be timely and professional in
handling change requests. Consistent and timely responses to the contractor’s submissions are
essential. In short, the 2016 BP Study conveys that successful contract administration involves
both parties understanding and acting to fulfill mutual contractual obligations. Challenges arise
when either or both parties fail to act timely with documented support. Disputes and adversarial
relations are likely to develop from delayed resolution, leading to more complex and higher cost
and schedule impact claims.

The 2016 BP Study’s recommendations guide Metro to be organizationally proactive in
streamlining merited change orders, and to act timely to resolve all resolvable disputes.

B. Evaluation of Implementation Actions

Our evaluation ranked the 13 recommendations in this Category as nine “Established”, one
“Evolving”, and three “Needs Improvement” as discussed below:

1: Established

Recommendations 20, 21, 22, 23, 24, 25, 26 and 30 — Expand and empower Metro’s Contract
Administration processes with a strong change control group that firmly and consistently
enforces both contractor’s contract and Metro timeline: Our review of policies and procedures
and interviews with staff confirmed Metro’s implementation of these recommendations through
the collaborative efforts of the PMG and Vendor/Contract Management. Metro has the
advantage of having construction procurement staff with over 20 years’ experience at Metro that
makes this collaboration easy to do.

Recommendation 18 — Establish timeline for Metro responses to project changes: Policies and
procedures have been updated establishing timelines for Metro’s responsive actions and time to
process on project claims and changes.

2: Evolving

Recommendation 17 — Address project delays as they occur: PMG agreed and stated that
delays are worked on as they occur. In interviews, management commented that both Metro
and contractors may defer resolving schedule impacts. Both causation and impact may be
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disputed, and resolution may require considerable scheduler resources. PMG staff indicated
discussions are occurring for aggregating schedule issues into quarterly reviews for “global”
resolutions.

3: Needs Improvement

Recommendation 19 — Establish a contractor’s daily overhead rate: PMG agreed to the
recommendation and stated that they will need concurrence from Vendor/Contract
Management. PMG also stated that Metro’s Contract General Conditions may include a
contractor’s bid “daily overhead rate,” but the inclusion of this risk mitigation tool does not
necessarily result in expedient resolution of schedule disputes.®

Recommendation 29 — Clarify timelines for contractor claims and Metro responses: PMG’s
response to the recommendation stated that change to contract language pertaining to the
contractor’s timelines is not desirable or necessary. PMG staff stated Metro has not
experienced any major complaints (schedulers & contractors) to the current timeline
specifications. However, it appears that Metro’s General Conditions were modified to extend
timelines for the contractor to submit support for delay claims. Also, when preparing OIG
Quarterly Construction Change Spot Check reports we have observed an instance where a
contractor’s claim was processed years after the occurrence.

Recommendation 64 — Establish an enforcement and compliance mechanism into the
contractor performance evaluation. In its response, PMG supported use of the Quality
Management program for providing contractor feedback on performance issues. PMG
communicated that a formal performance appraisal process might not be “the right approach.”
The OIG learned that PMG’s focus on fostering positive relationships with contractors to get a
job done may conflict with a concurrent duty to engage with the contractor in frank evaluations
of performance during the performing period. A process for debarring poor quality contractors
exists for contractors that Metro believes merit disqualification (which is almost impossible to
use for large contractors because it introduces many years of costly litigation) — but there are no
guidelines for having conversations about “satisfactory versus unsatisfactory” performance. For
this reason, there is little current policies, procedures, or practices to gather information on
current performance to identify “responsive and responsible bidders” for use in future projects.

OIG Comments — Informal tracking of rejected Request for Changes (outside the PMIS) may
lack transparency and contribute to claims being revived by the contractor at the end of a
project. This practice, if occurring, is an obstacle to Metro and the contractor confronting their
differences in findings on the facts and conclusions of merit at the earliest possible time. Thus,
there is no finality, in part, because of missed opportunities to use partnering and the dispute
resolution process to reach finality early.

Metro might also benefit from considering if its contractor evaluation/assessment program
(typically performed at the end of the project) is consistently used and is as robust as it could be
to evaluate contractors’ historical performance to assess and track for purposes of future source
selection. A database could be made available for tracking this information and to provide
Metro an opportunity to maintain key performance information and to learn from other

® A contractor seeking compensation for delay will request a daily rate based on incurred overhead costs (from being
on the job longer than expected). That daily rate can be the product of a current audit or can be a value established
at the time of bid. The 2016 BP Study advocates for use of the bid process to establish a Daily Overhead Rate. A
Daily Rate may not foreclose a contractor from seeking amounts above and beyond the Daily Rate but that doesn’t
demolish all benefits of using a risk management tool.
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projects. The OIG will be making a further separate proposal for a vendor scorecard program
for best practices in procurement.

Approved schedules are necessary for tracking performance of the work and establishing the
start/stop events for alleged delays. Metro should ensure its General Conditions set forth
enforceable terms for baseline and updated schedules. Partnering should be used to resolve
schedule disputes and trigger the contractor’s obligation to submit a claim. Partnering training
will be further mentioned at the end of the report along with other training.

C. 2023 Recommendations

The OIG recommends:

8.1 PMG should revisit Recommendation Number 29 and review current General Conditions
requirements for contractors to submit time impact analysis ("TIA"), and the conditions
when to impose a “waiver” on untimely and improper claims that are not properly
presented by the contractor. Metro should review its contract language regarding the
requirements for TIAs and the conditions for imposing waivers, as well as opportunities
to add contractual language emphasizing the contractor’s duty to timely submit support
for impact damages and to mitigate alleged harm.

8.2 PMG should revisit Recommendation Number 64 regarding:

(a) Developing a formal robust Ongoing Performance Assessment Program for
consultants and contractors that is used yearly during and at the end of the term of
the contract to ensure satisfactory and compliant performance.

(b) Developing and utilize a Past Performance Assessment for contractors and
consultants that allows Metro to consider the contractor’s overall contract compliance
in future solicitations including an opportunity for contractors to respond to
assessments.

(c) Updating Metro’s General Conditions to inform consultants and contractors of
performance assessment actions.

(d) With regard to contractor claims for damages for delays, PMG and V/CM to work
together to review, and expand when proper, the use of construction contracts to
include a “bid” daily rate for damages that will be used to reimburse substantiated
delay damages. The OIG encourages all construction contracts to include a “bid”
daily rate for damages that will be used to reimburse substantiated delay damages.
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CATEGORY #9: Board Matters

This Category includes 7 Recommendation (Numbers 44, 73, 74, 75, 76, 77, and 78) made in
the 2016 BP Study report.

A. Background

The 2016 BP Study identifies Board Delegation as giving authority to the CEO/General Manager
for significant project changes, in order to avoid delays in construction while the Board of
Directors remain available for decision-making at the policy level. Post-2016 enhancements
made in response to the 2016 BP Study were key to the overall success of strengthening

PMG’s and Vendor/Contract Management’s (“V/CM”) joint contract administration practices.

Section 130630 of the California Public Utilities Code states that “the board provides counsel
and direction to management and shall not be involved in the day-to-day affairs of [Metro].” A
key finding in the 2016 BP Study was that “...almost unanimously interviewees consider the
Board of Directors oversight, approval, and reporting requirements for capital projects a
significant part of the project management and could be improved.” (BPS, p. 69.)

B. Evaluation of Implementation Actions

Our evaluation ranked all of the 7 recommendations in this Category as “Established.” We
found that Metro has taken actions to implement all 7 of the following recommendations:

Recommendation 44 — Establish a governance model with delegated authority.

Recommendation 73 — Improve adherence to Metro rule (Public Utility Code, section 130630).

Recommendation 74 — Assess increasing Board meeting frequency.

Recommendation 75 — Delegate more authority to Chief Executive Officer (CEO).

Recommendation 76 — Reassess Board review and approval process.

Recommendation 77 — The Board of Directors should recognize and support a need for process
improvement.

Recommendation 78 — Develop and implement a Board education series.

Board Delegation of Authority

Recommendation 75, delegate more authority to the CEO, is the recommendation that has had
the most significant impact. In response to this recommendation, Metro’s Board of Directors
approved a program to delegate authority to the Metro CEO to execute certain lower value
project change agreements. To ensure transparency and protection of public funds, the Board
directed the Inspector General to audit change orders executed under the Delegation Authority.
As an ongoing program, the OIG has issued quarterly Spot Check reports that included
recommendations for improving the program. The Delegation Authority is working well and has
reduced the long lead times to get a board item on the Board agenda saving both costs and
construction time.

¢ |n a follow up 2018 Board report (Legistar 2017-0827 and 2017-0924), PMG stated that
in one year alone, the new delegation of authority generated cost savings on three
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mega-projects ranging from $22.5 to $30 million. The savings were generated by
reducing the time to execute change orders, thus avoiding project schedule delays. We
have not seen any data from staff to actually prove this estimate, so we remain skeptical
of this number.

The OIG’s Spot Checks of construction 1\;\?(;::(-
change orders, over the past 5 years DAYS YEARS
(2018-2023) across six projects, found PROJECT NAME SAVED SAVED
that 2,(_)75 workdays have been saved in Crenshaw/Lax 336 13
executing change orders under the Regional Connector 420 16
Delegation Authority versus the prior Purple Line Section 1 629 24
method, as shown in the adjacent table. Purple Line Section 2 397 15
Purple Line Section 3 248 1.0
Division 20 45 0.2
TOTAL SAVINGS 2,075 8.0

OIG Comments — Metro’s actions taken since publication of the 2016 BP Study have greatly
improved the efficiency with which PMG and V/CM are able to process construction change
orders. Capital projects have benefited from the delegation of authority that created greater
efficiency.

C. Recommendation

The OIG recommends:

9.1

9.2

Metro should continue the current practice and level of utilizing the delegated authority
that has proven to speed up the change approval process with sufficient oversight and
quality. The OIG will continue to monitor the change orders.

We recommend that Metro’s Management Audit Services Department do periodic audits
during projects of use of funds for change orders in compliance with Metro Standards
which will breed responsibility.
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CATEGORY #10: Enforcement and Compliance

This Category includes one Recommendation (Number 28) made in the 2016 BP Study report.
A. Background

The 2016 BP Study identifies a critical need for Metro to clarify and strengthen contractual
requirements to facilitate timely claim resolution and to impose waivers where the contractor
unreasonably delays submitting change requests. To do so, Metro “needs to make a strong
public announcement to contractors, consultants, and staff to avoid any argument by
contractors that Metro has waived its right to enforce its contract language by past failures to
enforce it.” (BPS, p. 38.)

B. Evaluation of Implementation Actions

Our evaluation ranked Recommendation 28 as “Needs Improvement.” The recommendation
states — enhance compliance and enforce Metro’s contractual rights related to timely and
supported submittal of contractor claims. In response to the recommendation, PMG affirmed its
support for a “tough but fair” posture with contractors but noted that they would need to
collaborate with Vendor/Contract Management to ensure both groups were united in approach.
PMG’s follow up comment in 2017, stated, “Going forward, Metro will enforce contractor
compliance pursuant to the contract, and if needed, implement financial disincentives.”

Procedure CF14/Change Control, Construction/Procurement Contracts, pre-dates the 2016 BP
Study and establishes PMG’s procedures for changes to construction, procurement, installation,
or specialty contracts awarded for construction of Metro facilities and systems. The Procedure
provides the standards and requirements for contract change control including process steps
and documentation, but it is incomplete — missing the delegation of authority approved by
Metro’s Board of Directors.

Interviews — Staff interviews indicated that for merited change requests, Project Managers
working with Contract Administrators efficiently work through scope and quantum issues and
issue a unilateral change if the contractor does not agree to Metro’s proposed resolution.
Challenges arise when the contractor submits a Request for Change (“Req. Change”) that lacks
(1) merit on its face, and/or (2) sufficient evidentiary support. Delay claims are particularly
susceptible to a lack of diligence by contractors. Project Managers view delay claims as difficult
to resolve efficiently and having less opportunity for unilateral action by Metro. Due to this
complexity, mutual inaction by contractor and Metro may result in complex schedule/delay
claims lingering until the end of a project (a common outcome at peer agencies surveyed in the
2016 BP Study).

Metro staff indicated that they lack contractual leverage to force the contractor to timely submit
Req. Changes or to pursue “next step” claims if the Req. Change is rejected by Metro. Staff
believe this to be true whether the rejection is based on an evidence-based merit analysis or the
rejection is based on the contractor’s failure to submit substantiation in the form of detailed
costs and/or a required Time Impact Analysis.

One interviewee noted that Project Managers may not have a firm practice of tracking Req.
Changes in the PMIS system if rejected on merit or for lack of evidence. This can be
problematic because eventually, the contractor may revive the claim, which can greatly impact a
budget contingency levels for delayed or neglected claims that appear late in the project. The
partial solution to that is transparently tracking all Req. Changes and correspondence.
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OIG Comments — Metro’s General Conditions should be reviewed for “best practices” as
compared to peer agencies with demonstrated success in encouraging contractors to comply
with its contractually prescribed change management processes. It is asserted that Metro may
lack leverage based on the contract imposing no hard timeline to submit and actively resolve
these types of claims, and based on recent California law establishing timelines and processes
for an agency’s response to contractor’s claims that may not be subject to waiver.

Metro increases its risk of cost or schedule impacts arising from failing to act timely and
completely in response to the contractor’s Requests for Change. To the extent the contractor
delays in submitting requests or evidence in support of requests, Metro should respond quickly
and document its response of rejection.

Where the contractor has alluded to potential cost or schedule claims but does not act
aggressively to respond to those claims, Metro may want to consider going on the “offense.”
“Noes” to merit could be handled with the same diligence and speed as Metro’s “Yeses.” The
reason for a proactive response is because once delay claims start to be asserted, the
contractor’'s monthly schedule update will lose integrity, and the contractor may leverage
“multifactorial” causation to make non-compensable delays appear compensable. Metro is
encouraged to prepare a record of justification supporting denials of merit. This evidence can
then be used to “force” a response from the contractor and to compel use of partnering and/or

the dispute resolution process for a timely and comprehensive discussion of the facts.

C. 2023 Recommendations

The OIG recommends:

10.1  PMG and V/CM should collaborate in the review of current General Conditions
establishing timelines and required actions for initial change matters and also for
resolution of disputed matters.

10.2 PMG should revise CF14/Change Control to describe internal processes regarding the
2018 CEO Delegation of Authority and best practices for using partnering, claims
procedures and the Dispute Resolution Board to reach finality on contested change
matters.

10.3 PMG should consider tracking the Project Manager’s performance in meeting responsive
timelines for all change items (merited or not), to confirm compliance with the General
Terms and Conditions and PMG’s policies and procedures.

10.4 Contract should specify time limits for submission of claims and enforce these time limits
where legally permissible. Vendors will request time limits for Metro’s response to their
claims so Metro will need to be prepared to respond to that.
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CATEGORY #11: Partnering

This Category includes 5 Recommendation (Numbers 10, 11, 12, 13, and 14) made in the 2016
BP Study report.

A. Background

The 2016 BP Study identifies partnering as an important tool for fostering project success, and
recommends enhancements intended to make partnering part of Metro’s “fabric of doing
business.”” (BPS, p. 30.) Partnering with contractors and other third parties during the
construction phase is discussed in Special Provision 30, Partnering, in the construction contract.

B. Evaluation of Implementation Actions

Our evaluation ranked all 5 recommendations in this Category as “Evolving” as discussed
below:

Recommendation 10 — Make partnering mandatory across all projects: At this time, partnering
is mandatory for mega-projects, but may not be implemented for other smaller CIP projects.
Contracts for mega-projects typically include General Conditions describing “partnering.” The
2016 recommendations related to partnering concerned enhancements to guide its broader and
successful use. The use of partnering was advocated for not only Metro and the construction
contractor including key subcontractors but also Metro and any third-party stakeholders, such as
utilities and cities.

Recommendations 11, 12, and 14 — Establish partnering procedural standards; use multi-tiered
partnering; and agree upon a plan during partnering meetings and act consistently with plans.
The OIG’s review found that a partnering program exists at Metro that incorporates these
recommendations. In interviews, some Metro staff described partnering as helpful for “team
building” which contributes to problem-solving, but others we interviewed found partnering with
contractors to be unproductive. Partnering has been successful when used by trained, skilled
project managers. Unfortunately, some Metro staff and contractor staff may have become
discouraged when attempts at partnering were not successful. Partnering was not typically
understood to apply to relationship building with third party stakeholders, such as utilities
owners or cities.

Recommendation 13 — Train staff and contractors prior to partnering sessions. Metro’s
response stated that prior to partnering sessions, all participants, including facilitators, are
informed and made aware of the rules, intent, purpose, and objectives of the partnering
sessions.

OIG Comments — For a “Partnering Positive” culture to be created, staff must be fully trained in
the process and guidelines developed for successful partnering. Escalation ladders must be in
place and efficiently accessed so participants do not view partnering efforts as a waste of time.
One bengefit to partnering is that the process will lead to the discovery of new or different facts
than those initially understood by the participants. For that reason, participants in partnering

7 “Partnering” in the construction industry “is intended to assist project teams with setting goals, resolving
disputes and improving project outcomes . . . by developing mutually agreed upon project and
partnership success goals and by monitoring the achievement of these goals for the duration of the
project. The construction partnering team will also develop an agreed upon process for resolving
disputes should they arise, called a dispute resolution ladder.” (Construction partnering - Wikipedia,
footnotes removed.)
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must be willing to revisit initial determinations and engage in iterative risk analyses that may
change a decision or approach to resolution.

Using partnering in lieu of a Dispute Resolution Board saves time and costs. Even if partnering
is not successful, the efforts will not be wasted if the parties develop a better understanding of a
dispute. The OIG acknowledges that for some alternative project delivery methods, typical
“partnering” may be replaced by a jointly developed project charter. Instead of partnering
facilitators, there may be “coaches” that will be utilized to assist Metro, the designer, and the
contractor to work together. This new era of engagement will bring opportunities to learn and
improve upon older methods.

C. 2023 Recommendations

The OIG recommends:

11.1  For effective partnering, Metro should develop effective internal processes for vetting
issues appropriate for the partnering process and developing an evaluation of the facts
and issues.

11.2 Metro should implement a “Partnering Positive” culture supported by Executive
Management, in order to minimize the need to use Dispute Resolution Board hearings or
to litigate a dispute.
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CATEGORY #12: Quality Management

This Category includes 2 Recommendations (Numbers 91 and 104) made in the 2016 BP Study
report.

A. Background

The 2016 BP Study recommendations related to Quality Management discuss “quality” from two
perspectives. First, internally as to Metro’s oversight of its own practices; and second, the
“quality assurance” aspects of Metro’s oversight of consultants’ and contractors’ own contractual
quality control responsibilities. The 2016 Recommendations propelled Metro to pursue and
establish a much-improved Quality Management Oversight Program.

B. Evaluation Implementation Actions

The PMG has acted to implement a comprehensive Quality Management Oversight program
that has been used to complement Metro’s best practices Risk Management Program. Our
evaluation ranked Recommendation 104 as “Established” and Recommendation 91 as
“Evolving.”

1: Established

Recommendation104 — Assess the risk of Quality Management within the Engineering and
Construction division: PMG agreed with this recommendation, and following the 2016 review, a
decision was made to move Quality Management from under Engineering and Construction to
directly under the Chief Executive Officer of PMG, which gives higher level attention and focus
to quality issues. Also, PMG had the Quality Manager from Denver RTD spend some time at
Metro, and he made a number of pertinent observations, which will be evaluated.

2: Evolving

Recommendation 91 — Develop and update policies and procedures organization-wide,
especially for capital project delivery and project management; and institute Quality Assurance
into all policies and procedures: PMG has developed and implemented policies and procedures
that include sound quality management practices. In 2021, Metro commenced roll-out of its new
Metro’s Quality Management Oversight (“QMO”) program making it applicable in “beta mode” to
new mega-projects (older projects are “grandfathered in” the previous Quality program). Quality
Management describes that iterative improvements are being made to the policies and
procedures and the complimentary technology. In addition, Metro staff explained that Quality
Management hired a consultant to develop and implement the Quality Management Oversight
system. This new system will provide oversight and verification of project documents, develop
workflow capabilities, and capture and track lessons learned across the construction projects.
OIG Comments — In conjunction with the development and implementation of a comprehensive
QMO program, the Quality group almost tripled in size. The investment in this effort has been
substantial and offers a high return on investment. Prioritizing the Quality group with staff
(consultants) and implementing a tracking mechanism for documents, workflow, and lessons
learned will enhance Metro’s performance with current and future construction projects.

C. 2023 Recommendation

The OIG recommends:

12.1 PMG should review whether best practices require expanding the scope of the quality
program to include all projects, regardless of size or complexity, to participate in the
enhanced Quality Management Program, including the Lessons Learned program.

32



2023 OIG Construction Best Practices Report (Follow Up/2016 OIG Construction Best Practices Report)

CATEGORY #13: Lessons Learned

This Category includes Recommendation Number 51 made in the 2016 BP Study report.

A. Background

The 2016 BP Study identifies a need for “lessons learned” to be programmatically captured
organization-wide at Metro. FTA’s Oversight Procedure 26 — Lessons Learned describes the
process for capturing and disseminating information related to project challenges that can be
used to avoid or minimize cost impacts on future projects.®

Lessons learned on capital projects may be identified across all project phases and across all
departments that participate directly and indirectly in the project. Lessons learned only have
value if systematically captured and analyzed with recommendations for improvement and are
accessible to the departments and staff that can use the information. Without such a program,
valuable lessons are simply lost and are not captured for continuous improvement. (BPS, p.
58.)

B. Evaluation Implementation Actions

Our evaluation ranked Recommendation 51 as “Evolving.” This recommendation states —
establish a formal, organization-wide Lessons Learned Program.

We found that PMG has developed a lessons learned process to gather facts related to past
incidences and investigating unanticipated or unwelcome outcomes. Also, Quality Management
has developed the technology for tracking and disseminating this information. A fundamental
“best practice” for any public entity is to learn and improve over time, based on prior efforts.
Accordingly, Metro is encouraged to develop a culture that embraces lessons learned.

Our review also found that PMG revised and supplemented its existing lessons learned
procedures, and the Quality group under PMG is in the process of implementing a detailed
Lessons Learned program.

LL2 REV O - Lessons Learned Program Plan (“LLPP”) outlines the framework for establishing a
program to foster continuous institutional learning and process improvements in a timely,
comprehensive, and user-friendly manner. The LLPP provides guidance on how lessons
learned documentation is to be prepared; establishes the basis for implementation of an easily
accessible database for lessons learned reference and sharing; and establishes a process for
advancing select best practices derived from lessons learned into formal policies or procedures.

In interviews with PMG staff, there is support for the concept of lessons learned but no
indication that Metro has established an agency-wide culture where a formal lessons learned
process is a priority. The OIG views any hesitancy across Metro or implement and actively
participate in a Lessons Learned program as a potential issue.

OIG Comments — A Lessons Learned Program should be structured to allow capturing useful
lessons continuously throughout the life of a project, with a formal lessons learned meeting at
the close of each phase of the project (Planning, Preliminary Engineering, Design, and
Construction) for all types of project delivery methods (design/build, design/bid/build, etc.). In
addition, lessons learned should be captured in all elements of a project (structural, utility,
traffic, geotechnical, etc.) and in all knowledge areas of project management (scope, schedule,

8 Oversight Procedure 26 — Lessons Learned (dot.gov)
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cost, quality, risk, etc.). Metro should evaluate and incorporate, as deemed necessary, the best
practices above into a Lessons Learned program.

C. 2023 Recommendation

The OIG recommends,

13.1 PMG should develop a program and culture that reports lessons learned from internal and
external management (across all groups) to those participating in capital projects and
methods to ensure regular review and revision of policies and procedures to ensure cross-
department utilization of all lessons learned to advance and build on the Metro Program
Management and improve each project as it planned, designed, developed, and
constructed.
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CATEGORY #14: Safety

This Category includes 2 Recommendations (Numbers 66 and 67) made in the 2016 BP Study
report.

A. Background

The 2016 BP Study recognizes Metro’s excellence in the area of safety. The report stated:
“‘Reviews, interviews, project workshops and survey responses clearly indicate that safety is the
number one priority of Metro, and the organization has established itself as a leader in safety
management.” The study notes that for capital projects, “safety is considered in all phases of
the project lifecycle, from the development of design standards, to purchasing, fabrication, and
construction.” (BPS, p. 64.) The OIG views the 2016 BP Study as informative of Metro’s safety
best practices during project construction. The Study did not cover safety issues related to
planning and design in any depth.

B. Evaluation of Implementation Actions

On a project-by-project basis, Metro demonstrates that safety is a priority, and there is no doubt
safety is paramount to the organization. Metro would benefit from more broadly communicating
its positive safety record as it relates to capital projects.

Our evaluation ranked the implementation of one of the recommendations in this Category as
“Established” and the other recommendation as “Needs Improvement” as discussed below:

1: Established

Recommendation 67 — Incorporate safety considerations into the updating of design criteria,
standards and specifications: The Safety group confirmed that Metro Rail Design Criteria
(MRDC) includes robust safety requirements for contractors and consultants, e.g.,
Fire/Life/Safety and CPUC compliance. Staff describes MRDC elements as subject to
continuous review to incorporate lessons learned after a project goes into operation. One
recent example is the updated criteria for the maximum gap between the emergency walkway
and train on a curve. Moreover, Metro’s design criteria and standards are subject to continuous
review and update.

2: Needs Improvement

Recommendation 66 — Consider installing a safety “ticker” in the Metro lobby, to communicate
the importance of safety to stakeholders and the organization to applaud the success of the
safety program: PMG deferred this recommendation to the Safety group. The Safety group
rejected the recommendation to install a “safety ticker” in the Metro Gateway lobby at the time
as impractical and duplicative to other safety reporting. The OIG views this specific
recommendation as reasonably rejected. However, the OIG recommends consideration of
other approaches to herald contractors with excellent safety practices, as reflected in low
reported injuries. Perhaps reporting this data on project websites for public attention or posting
statistics monthly as part of Metro’s Daily Brief could help build a more transparent “safety
culture” at Metro. Reporting safety promotes continuous safety consciousness and reinforces a
safety culture in Metro.

Policies and Procedures — Metro’s Safety group regularly reviews and revises its Construction
Safety and Security Manual (“CSSM”) and has done so since 2016. The CSSM is used to guide
oversight of the contractor’'s mandatory safety program. The OIG found that the strong safety
oversight practices, mentioned in the 2016 BP Study, continue through 2023 even if they fall
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short of the safety culture that was set in place in the early 2000’s by the Dupont Corporation to
establish a program through training and discussion of safety in everyday meetings and
activities.

Practices — Safety practices include reporting events that result in safety “near misses” and
injuries. On a monthly basis, the contractor must collect and report its safety statistics.
Additionally, the contractor’s safety practices must comport with local, state, and federal laws.

OIG Comments — The Safety group perhaps missed the point of the original recommendation
of a “Safety Ticker” in the lobby. Yes, everyone on a project will feel pride knowing safety is a
priority, but to ensure a contractor treats safety as a paramount priority — a broad audience will
benefit all individuals potentially impacted by lax safety practices. Recent publicity regarding a
safety stand-down on one of Metro’s projects showed the value of publicity. The better
approach is for trending concerns to be transparently reported for immediate and meaningful
response.

C. 2023 Recommendations

The OIG recommends:

141 The Safety Group should revisit Recommendation Number 66 to determine whether
there may be opportunities to broadly communicate safety statistics across capital projects to
reflect Metro’s Safety culture and to further incentivizes contractor best practices. Sharing
statistics monthly or quarterly in the same manner COVID-19 information was shared may be
appropriate.

14.2 The Safety group should update their outdated pre-2016 construction safety-related
procedures and review for conformity with current industry best practice standards.*

(a) PMG should verify that all projects have the updated construction safety policy.

(b) V/CM should include updated construction safety policy in future contracts.

4 The Safety group has notified the OIG that it has recently acted to revise its outdated policies and
procedures. The recommendation remains to encourage regular review and update of policies and
procedures across Metro.
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C. PROJECT MANAGEMENT SUPPORT

CATEGORY #15: Public Involvement

This Category includes 3 Recommendations (Numbers 71, 72, and 95) made in the 2016 BP
Study report.

A. Background

The 2016 BP Study describes public/community involvement as “the process to identify, plan,
manage and control...Effective engage stakeholders in project decisions and
execution...Community involvement issues can involve all areas and elements of the project,
from alignment and alternatives issues in the Planning phase to systems and aesthetic
concerns during design and construction.” (BPS, p. 68.)

B. Evaluation of Implementation Actions

Our evaluation ranked the implementation of one of the three recommendations in this Category
as “Established” and the other two recommendations as “Evolving” as discussed below:

1: Established

Recommendation 95 — Establish a Capital Project Delivery website: Metro has developed and
implemented a website for the public to get information on all mega capital projects. PMG will
assess the potential enhancements to the website.

2: Evolving

Recommendation 71 — Develop a strategic Public Involvement Action Plan at an executive level:
In response to this recommendation, PMG agreed with the concept that “Community Relations
is vital to a successful project” and believes that “this is happening but needs to be
emphasized.” The OIG’s 2023 review confirmed that public involvement during the construction
phase is fully established. The “evolving” ranking was applied because enhanced practices for
public involvement during the planning phase would benefit Metro’s Equity Objectives. In
interviews, staff described community involvement at the planning/design stage as less than
optimal, especially in contrast to best practices in place during the construction phase. Staff
viewed minimal or late public outreach practices during the planning phase as the cause of
increased public resistance (or general lack of support) at later phases. During the pandemic it
became clear that the public embraces virtual outreach and engagement, so this method should
be frequently utilized for this purpose occurring through other departments input regardless of
whether it is called an informal committee.

Recommendation 72 — Establish a process improvement committee to develop
recommendations (surrounding community involvement): PMG’s response rejected this
recommendation stating, “Do not believe another committee is needed.” The OIG treats PMG’s
response as “evolving” because it appears that the timing and use of the Communications team
is a shared responsibility with Countywide Planning and Development. Data collected by the
OIG indicates that efforts are in progress to enhance practices that serve Metro’s Equity
Objectives.

Interviewees indicated that over-committed staffing resources may lead to Public Outreach
shifting to a regional approach rather than staff assigned to specific projects. This approach
was described as potentially degrading outreach opportunities with a likely decrease in the
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quality of engagement with communities targeted for improved outcomes based on Metro’s
Equity Platform.

Prior to the pandemic, community outreach often involved in-person public meetings combined
with other media. The pandemic emergency introduced remote meetings using Zoom, Lifesize,
and Teams. Opportunities for virtual engagement may be leveraged for less costly and
expanded outreach to more fully engage the public early on and throughout the development
process. A supportive public may decrease project costs overall and reach more people.

OIG Comments — When the Communications group has sub-optimal involvement in the
planning phase of the project, there may be a greater threat of public resistance and lack of or
oppositional participation at community meetings. Another item of concern is that the design-
build delivery method reduces time for community involvement which increases project risk to
Metro and contractors are not held accountable when there is a schedule slip or cost increase.
Finally, Metro’s Equity Platform is threatened within a community when there is a decrease in
the quality of engagement with the public. An emerging challenge appears to be optimizing
community input earlier in a manner that considers the impacts of the chosen delivery method.

C. Recommendation

The OIG recommends:

15.1 PMG should consult with Countywide Planning and Development to re-visit the 2016
recommendations to ensure current public outreach practices timing, and methods meet
best practice goals by addressing earlier community involvement in the planning phase,
implementing a quality and equal platform for all communities, and increasing funding for
public outreach efforts.
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CATEGORY #16: Program Management Information System (“PMIS”)

This Category includes 5 Recommendations (Numbers 27, 31, 96, 109, and 109) made in the
2016 BP Study report.

A. Background

The 2016 BP Study advocates universal use of Metro’s Program Management Information
System (“PMIS”) as a best practice for transparent and efficient access to the status of each
project and the overall program of capital project delivery. PMIS is a shorthand reference to a
suite of software products supporting different functions across management of capital projects,
e.g., Primavera P6 Planning/Scheduling; Project Status and Risk Management Issue; Oracle
Unifier; SharePoint; and ECOSys Enterprise Project Controls.

B. Evaluation of Implementation Actions

We found that Metro appears to have a mature deployment of PMIS which supports
transparency and accessing executive-level reporting on project and program status. However,
there may be opportunities to broaden or enhance PMIS resources.

Our evaluation ranked the implementation of all 5 recommendations in this Category as
“Established” as discussed below:

Recommendations 27, 31, and 106 — Use PMIS and the PMIS control management database
on all projects: In responding to the 2016 BP Study, PMG agreed and stated: (1) a consistent
reporting mechanism is needed and research is needed to determine whether this is PMIS or
something else; (2) PMG will evaluate the use of PMIS to document negotiations; and (3) Metro
will evaluate the resources needed to expand use of PMIS for all capital projects, including
Highway and Regional Rail projects.

Interviews with staff disclosed that the suite of PMIS technology products currently available has
vastly improved since 2016, and that resources have been made available for training,
maintenance, and satisfactory “Help Desk” type assistance. Staff stated that additional
customization of Oracle Unifier could enhance its functionality and cost-benefit reviews were
currently in process.

Staff maintains that Oracle Unifier need not be used on smaller, less complex projects, and
Excel offers sufficient functionality for tracking budgets, Metro/contractor correspondence, and
change matters on smaller projects. The cost of licenses, training and oversight — combined
with less enthusiasm for use on smaller projects — results in less than universal PMIS use.
Reports produced by Unifier do not include smaller projects so are not comprehensive
presentations of all Metro capital projects and therefore provide less information for
management decision making and most importantly, less transparency.

Recommendations 96 and 109 — Improve end-user documentation for PMIS and develop
additional training on the use of PMIS: PMG agreed and stated PMIS module-specific training
is available and accessible to all users in SharePoint.

Interviews indicate that Metro and consultant staff are provided with the resources and training
needed to use current PMIS tools. PMG staff reported that in 2015 at the time of the BP Study,
there was one temporary employee with limited availability to assist on use of CM14. Now there
is a full-time Metro employee in place along with a fully matured support ticket system and a
manual and videos to ensure timely and knowledgeable assistance across all technology
platforms. Both Project Teams and construction contractors are provided training in PMIS and
have access to the support ticket system.
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OIG Comments — The OIG’s take away from its review of policies and procedures, and
interviews is PMG has made great strides to develop and implement useful information
technology by hiring and training staff. We note that additional resources to customize Oracle
Unifier and other systems may offer a high return on investment. Finally, to the extent smaller
projects operate outside the PMIS umbrella, Metro may be missing an opportunity to implement
optimal controls across all projects. Excel spreadsheets continue to have a place in data
tracking, but they can be unreliable and do not promote transparency as to the status of a
project.

C. 2023 Recommendations
The OIG recommends:

16.1 PMG should revisit whether all projects should use PMIS regardless of size or
complexity.

16.2 PMG should review whether there are resources available for Oracle Unifier information
reporting enhancements, for example an “Alert Report” triggered by looming (or passed)
response deadlines.
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CATEGORY #17: Administrative Control

This Category includes 3 Recommendations (Numbers 61, 69, and 70) made in the 2016 BP
Study report.

A. Background

Category #8 (Contract Administration) covers the topic of administrating/monitoring the contract
from an “overarching” perspective, while similar sounding this Category (Administrative Control)
pertains to utilizing the Project Management Body of Knowledge (PMBOK) methodology for
control of documents including plans and specifications. The 2016 findings identified a need for
enhanced schedule reviews throughout the project lifecycle and consistent oversight over
project close-out.

B. Evaluation of Implementation Actions

PMG staff indicated that pre-2016 policies and procedures for administrative controls continue
as effective guidance. Currently, these procedures are under review for potential
enhancements. Also, Metro has strong close-out practices for field-related matters.

Our evaluation ranked the implementation all of 3 recommendations in this Category as
“Established” as discussed below:

Recommendation 61 — Improve the configuration management and document control
processes: PMG staff indicated that current processes are adequate. PMG reports that it is in
the process of reviewing administrative controls to identify opportunities for enhancements and
ensure best practices. In interviews, no staff indicated problems with configuration
management or document control.

Recommendation 69 — Establish a scheduling section within project controls: PMG stated that
while not a separate section within Program Control, there are scheduling resources available
which perform the recommended roles and responsibilities. In this regard, PMG has ready
access to scheduling experts for its mega-projects provided by program management
consultant contracts.

Recommendation 70 — Establish close-out compliance mechanisms: PMG stated that close-out
procedures were already in place prior to the OIG audit. PMG staff indicated that project close-
out compliance is not problematic. Field close-out compliance mechanisms, which can include

oversight by the California Public Utilities Commission, are universally understood and diligently
followed to turn a completed project over to Operations.

OIG Comments — Handling of documents and controlling where they are located within PMIS is
extremely important through the lifecycle of a construction project. At project close out, it is
mandatory to verify that documentation comply with applicable Metro, local, state and federal
standards. [f effective administrative controls are not in place, it would be impossible to confirm
at close out if required documents were received. If this should occur, the contractor and Metro
could incur fines, and there is potential for lawsuits.

C. 2023 Recommendation

The OIG has no recommendation regarding Administrative Control.

42



2023 OIG Construction Best Practices Report (Follow Up/2016 OIG Construction Best Practices Report)

CATEGORY #18: Staffing and Training

This Category includes 11 Recommendations (Numbers 46, 59, 65, 97, 98, 99, 100, 101, 102,
103, and 105) made in the 2016 BP Study report.

A. Background

The 2016 BP Study identifies utilization of proficient human resources — trained and practiced in
application of sound project management principles and processes — as critical to the success
of Metro’s capital projects program. “Soft skills” such as effective team communication are just
as important as the “hard skills” to implement project delivery policies and procedures
consistently and judiciously. (BPS, p. 55, 87.) Developing and retaining in-house talent rather
than over-reliance on consultants is also highlighted as a best practice.

B. Evaluation of Implementation Actions

In response to the 2016 BP Study, PMG has taken actions to implement the recommendations
in this Category by developing formal policies and procedures for staffing and training. Our
evaluation ranked the implementation of 8 the 11 recommendations in this Category as
“Established,” 2 recommendations as “Evolving” and 1 recommendation as “Needs
Improvement” as discussed below:

Established

Recommendations 59, 98, 99 and 100 — Provide staff training in project management; expand
participation of the Project Manager (PM) Academy; further develop the PM curriculum; and
develop formal curriculum for all staff levels. In response to the 2016 recommendations PMG:

e Implemented the Project Management Leadership Institute, which provides training in
project management. In addition to highway technical skills, specific off-site training
provided include Project Management Institute training/certification, construction
management and construction related legal training, and Information/Technology
Systems related training.

e Stated that Program Management will continue to support Talent Development in the
assessment of agency wide needs and enhance the PM curriculum as appropriate.

e Agreed that development of communications and interpersonal skills should be a key
component of any training program and will work with Talent Management to enhance
the PM curriculum.

In June 2017, a program support consultant prepared a “Training Needs White Paper” in
response to recommendations made in the 2016 BP Study. The White Paper presents a
training plan for PMG to augment and consolidate existing training platforms at Metro including
the Project Management Academy and the Project Management Leadership Institute. The key
objective was to develop “a refreshed curriculum that focuses on practical job application” by
drawing from nationwide transportation capital program management practices and institutional
knowledge at Metro.

Recommendations 97 and 103 — Staff augmentation contracts managed by individual functional
departments and develop a strategic plan for the use of consultants: PMG reported that
consultant personnel are managed by the Project Manager to whose project they are assigned
as extension of staff. PMG agreed to the need to strategically define and describe the use of
consultants in the Program Management Department. PMG addressed this matter in the
Program Management Plan.
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Regarding staff sufficiency and expertise, PMG staff described having difficulty filling open full-
time employees (“FTE”) positions due to market competition. The worker shortage makes it
necessary to continue to rely on consultant staff. PMG executive staff stated that it would be an
organizational advantage to be able to tap into Metro’s or other transit’s agencies retired
expertise to supplement Metro’s work force with former Metro or experienced experts seeking
part-time or variable employment. It appears, however, that former employees are less
motivated to return to work directly for Metro because consultants may offer a more robust
compensation package than Metro and then charge Metro these higher rates.

These situations may be contributing to the difficulties of improving the current ratio of FTEs to
consultants. Moreover, current recruitment practices may be impacting Metro’s ability to build a
“deep bench” of technical and management experts who can build and carry forward
institutional knowledge. Management states that it is undertaking a study on use of consultants.
A study of that sort would provide comprehensive up-to-date information that can be used to
improve Metro’s staff capacity planning.

Recommendation 101 — Establish training programs and tie to HR development goals: The
recommendation has been implemented as part of the Project Management Leadership Institute
training program.

Recommendation 105 — Consider development of a step pay system: PMG agreed and stated
that implementing the recommendation will require coordination with OMB and HR. PMG staff
stated that the hiring and salary process can be a challenge in finding and keeping good people.

Evolving

Recommendation 46 — Establish soft skills training and development for all project team
members: PMG agreed with the recommendation and stated that they need to do an
assessment of department training needs tailored to the functions of the Program Management
Department. In addition, the Project Management Leadership Institute has been established to
train project team members.

Recommendation 102 — Develop and implement a detailed staffing analysis process for all
departments: PMG agreed and stated the process for requesting and budgeting for staff is
challenging and will require coordination with the OMB department. PMG addressed this matter
in the PSC Task #3, Readiness Review Checklist.

Needs Improvement

Recommendation 65 — Assess whether additional safety training is needed: PMG deferred this
recommendation to Metro’s safety department. Based on our discussion of this matter with
Metro safety staff, it appears that the current level of safety training is adequate. However, in
interviews, the OIG learned that the Safety group and PMG do not track safety certifications or
training. It is recommended that a tracking system is established for persons in positions that
require certifications or licenses and confirm staff keeps certifications and licenses in good
standing.

Safety staff stated that in addition to specific contract safety and security requirements, Metro
conducts Construction Safety Orientation for newly hired employees whose job responsibilities
require them to enter into on-going construction worksite/zones. Also, Metro employees and
site visitors are required to participate in orientations of safety procedures related to personal

44



2023 OIG Construction Best Practices Report (Follow Up/2016 OIG Construction Best Practices Report)

protective equipment and specific underground self-rescuer training prior to visiting
underground/tunnel environments.

The Corporate Safety department has assessed the need for the training topics that need to be
covered for Metro employees based on the tasks they perform and has identified which training
topics pertain to each discipline. Based on this assessment, the department offers all
regulatory-required training to Metro employees based on their job-specific duties. This training
is conducted routinely by two dedicated safety trainers supplemented by other subject-matter
experts.

Metro’s contractors are required contractually to have an Injury lliness Prevention Program and
the law mandates that contractors provide specific safety training for their employees. The
responsibility to provide all necessary task-specific training rests solely with the contractors who
construct capital projects.

OIG Comments — PMG’s efforts to build, train, and retain a top capital projects delivery team
should rest on a comprehensively developed training/leadership program. While it is clear that
Project Managers are encouraged to attend offered training and to independently pursue
training and certifications that will enhance their career at Metro, what is lacking is (1) an
identifiable program of development and (2) a perceived ladder for accessing long-term
opportunities. Moreover, morale suffers when it appears that consultant employees — paid by
Metro — appear to have more opportunities and better compensation.

For ongoing capital projects delivery success, Metro will need to obtain skilled construction
management professionals at all levels of experience. Metro is encouraged to commit to
helping less experienced staff develop the skills and experience required for long-term success
at Metro.

C. 2023 Recommendations

The OIG recommends:

18.1 Metro should develop and implement an agency-wide initiative for attracting and
retaining construction management professionals as full-time employees and consider
increasing the ration of employees to consultants.

18.2 Metro should develop and implement a program for inviting experts to work for Metro on
an as-needed basis to mentor and train new Metro staff.

18.3 PMG should revisit the, “2017 Training Needs White Paper” prepared in response to the
2016 BP Study to determine additional training needs.
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CATEGORY #19: Project Management Key Performance Indicators (“KPIs”)

This Category includes 2 Recommendations (Numbers 62 and 63) made in the 2016 BP Study
report.

A. Background

The 2016 BP Study identifies Project Manager performance through talent development and
tracking of key performance indicators as an important capital project objective. Building high
performing project talent involves (1) executives who want to help staff succeed, (2) high
performance staff who pursue education, experience and credentials on their own, (3) a support
structure to nurture talent, and (4) an organization that values project management.
Performance metrics based on a project’s schedule/cost variance, change requests to project
scope, resource utilization, quality, and customer/stakeholder satisfaction are recommended to
be included in a Project Manager’s performance assessment. (BPS, p. 63.)

B. Evaluation of Implementation Actions

PMG has implemented the recommendations. Our evaluation ranked the implementation status
of the 2 recommendations in this Category as “Established” as discussed below:

Recommendation 62 — Develop a Project Manager Performance Plan: PMG agreed and stated
Metro's Individual Performance Plan (“IPP”) is in place. As part of the IPP, at the beginning of
each performance year, Project Managers are given goals, strategic direction, and deliverables
for the evaluation period.

For purposes of hiring or promoting employees, the PMG has developed a series of Job
Specifications to cover the roles needed for the delivery of capital projects, including Project
Managers. Each Job Specification includes a Job Summary and describes (1) duties and
responsibilities, (2) essential knowledge, skills and abilities, and (3) the minimum qualifications
for the position, such as education, experience and certifications, licenses, and special
requirements.

Recommendation 63 — Establish performance metrics into Project Managers’ performance
assessments: PMG agreed. Performance metrics are in each Project Manager’s Individual
Performance Plan (“IPP”). In interviews with the OIG, PMG Executive Management stated that
evaluations of Project Manager performance occur as part of the annual performance review
process. During the review process, Project Managers are provided feedback on overall and
specific performance based on the duties of their position. As part of this performance review,
Project Managers are encouraged to discuss desired training or promotional pathways, and
together the Project Manager and management identify opportunities for growth and
development.

OIG Comments — The 2016 BP Study referenced a Project Management Institute 2013 White
Paper (“WP”), “Building High Performance Project Talent,”® which is on the internet that PMG
may want to re-visit. This WP states that “truly great” project-driven organizations “stand out
because of their people” and it is “the portfolio of talent that makes or breaks an organization.”
This WP discusses the need for “next generation” skills and describes the need to maximize
three complementary skillsets: (1) technical project management, (2) strategic and business
management, and (3) leadership.

? building-high-performing-project-talent.pdf (pmi.org)
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To attract and retain the best and brightest project management professionals, an organization
should establish initiatives that include:

Defined career paths and skills requirements.
Identification and grooming of top performers by senior management.

Regular assessment reviews.
Alignment between strategic goals, project portfolios, and staff.
Stretch assignments that give young project leaders opportunities to extend their skills,

knowledge, and network.

e Mentoring and coaching.
Metro has an opportunity to develop a program based on best practices for developing project

management talent. This program should reflect Metro’s core values and align with the PMG’s
mission and include leadership training.

C. 2023 Recommendations

The OIG recommends:
19.1  PMG should develop formal policies and procedures that describe Project Manager
roles and responsibilities that will be evaluated, encouraged, and strengthened.

19.2 PMG should ensure that the Project Manager Performance Plan identifies and develops
future leaders and encourages broad expertise across the entirety of the capital project

construction management skillsets.
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Airport Metro Connector project adjacent to Division 16 rail yard and maintenance facility
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D. STRATEGIC PROGRAM OVERSIGHT

CATEGORY #20: Metro-Wide Program Oversight

This Category includes 6 Recommendations (Numbers 49, 50, 52, 92, 93, and 94) made in the
2016 BP Study report.

A. Background

The 2016 BP Study identifies two core best practices for capital projects program oversight: (1)
adoption of Project Management Body of Knowledge (PMBOK) principles across participating
groups, and (2) establishment of a Strategic Program Management Office (“PMQ”). These best
practices serve to guide and oversee the entire project lifecycle, from planning, procurement,
construction, testing/startup, and hand-over to Operations.

The 2016 BP Study identified PMBOK principles as beneficial to the process of conception,
development, and construction of capital projects. “Project Management is not just a process,
but a philosophy. ltis a critical and fundamental element of an organization. . . [that] should be
established across all areas of an organization. In addition, the project management process
and methodology cover the entire project lifecycle utilizing process groups, knowledge areas,
policies and procedures, and tools and techniques to effectively manage and deliver capital
projects.” (BPS, p. 56.)

In regard to a Strategic PMO, the 2016 BP Study found that “organizational review,
communication, and coordination issues exist between departments during project delivery.
Peer agencies engaging in best practices have recommended unified control over projects
starting at project initiation and continuing through the planning and implementation phases.”
(BPS, p. 56.) The separation of duties between PMG and Countywide Planning and
Development during the Planning phase was identified by the 2016 BP Study as a “threat” to
Metro’s successful delivery of capital projects. Also, Metro’s spotty (or absent) use of PMBOK
principles was viewed as contributing to gaps in collaboration. Planning is a key role that needs
to occur prior to commencement of construction and have control of the project while planning is
occurring, however PMG needs to participate and give input to Planning during this phase.

B. Evaluation of Implementation Actions

Metro/PMG implemented the recommendations, or in one case, initiated alternative steps in lieu
of establishing a Strategic PMO. Our evaluation ranked the implementation status of 2 of the 6
recommendations in this Category as “Established” and the other 4 recommendations as
“Evolving” as discussed below:

1. Established

Recommendation 92 — Establish project metrics for compliance to policies and procedures:

This recommendation is addressed under PSC Task #3, Project Readiness Procedure. The
OIG found that policies and procedures, and universal and consistent use of existing PMIS tools
are in place for verifying compliance to policies and procedures.

Recommendation 93 — Establish a Knowledge Management System to maintain and access all
policies and procedures: PMG agreed that policies and procedures need to be more widely
disseminated and is using SharePoint. Also, PMG has established a system for developing and
tracking its operative policies and procedures. The 2016 BP Study advocates for use of
PMBOK principles to guide consistency in procedures, processes, and approaches. PMG and
other relevant departments have established policies and procedures that guide this effort.
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2. Evolving

Recommendation 49 — Implement an organization-wide project management initiative: PMG
supports the structure of having a field office for projects. In 2023, as in 2016, PMG disagrees
with a field office being overseen by a Strategic PMO at Gateway. The OIG continues to
advocate for interdepartmental collaboration to continue at least through procurement and to be
considered for the entire project life cycle.

Recommendations 50 and 52 — Establish a Strategic PMO, and assign ownership of capital
project delivery to the Strategic PMO: PMG disagreed with the need for a separate strategic
PMO, and stated that the Program Management Department, with support from other groups,
can achieve the objectives of a Strategic PMO. Metro is currently undertaking a “quasi”
organization-wide approach to project management and is trending toward greater strategic
oversight. At this point, it appears that Metro is meeting the intent of the recommendations
related to a Strategic PMO, while avoiding making the process centralized in one office that
decision-making bottlenecks occur. It is fair to describe the agency’s evolution as now better
able to work together without barriers for the good of the Agency.

The primary purpose of the Strategic PMO is to ensure cross-functional cooperation. PMG’s
actions in 2022 to advocate for an organization-wide approach for successful capital project
delivery is a positive trend and aligns with the 2016 BP Study recommendation.

In 2022, a “leap forward” in Metro-wide organizational oversight occurred with the initiation of an
Early Intervention Team (“EIT”). The EIT consists of staff from the PMG, Planning, Budget,
V/CM, Operations and other departments to join as one entity to anticipate and resolve issues
occurring on projects. There appears to be broad support for the EIT, and the perspective that
the EIT offers an alternative approach to achieving the benefits of collaborative decision-making
with less of the detriments of a unified Strategic PMO. The OIG is optimistic that lessons
learned since 2016 will drive a constructive alternative to the recommended Strategic PMO.

Recommendation 94 — All departments should own their policies and procedures, and Strategic
PMO should ensure consistency, compliance, and integration: PMG agreed and stated each
department owns responsibility of its policies/procedures and is accountable for compliance with
policies and procedures. But PMG disagreed for the need of a strategic PMO. In interviews,
the OIG learned that individual departments develop comprehensive policies and procedures
that PMG tracks for collaboration, but there is no Metro-wide oversight body that reviews
separate groups policies and procedures to ensure overarching soundness.

OIG Comments — In interviews with PMG staff, the OIG learned that there is some difference of
opinion on the value of a Strategic PMO approach, suggesting that now may be a good time to
revisit any cost-benefit analysis on this issue. In 2022 interviews, the (former) Chief Program
Management Officer described that in 2016 — and currently, they had reasonable concerns that
the model of a Strategic PMO would interfere with PMG’s ability to be nimble in its response to
project challenges. Specifically, decision-making could become slow and lead to political or
bureaucratic bottlenecks.

C. 2023 Recommendations

The OIG recommends:

20.1 Metro and PMG should revisit the 2016 recommendation advocating for the adoption of
PMBOK principles and processes, especially in light of the Early Intervention Team (EIT)
initiative.
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20.2 The EIT is essentially a pre-construction initiative but the interdepartmental collaboration
may be helpful post-award to provide coordination and support for problem solving. The

interdepartmental team may be reconstituted for a revised mission that supports the field
office.

Airport Metro Connector and Los Angeles Airport Automated People Mover construction site
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CATEGORY # 21: Highways

This Category includes 3 Recommendations (Numbers 53, 54, and 60) made in the 2016 BP
Study report.

A. Background

The 2016 BP Study stated that “while Metro is primarily a transit improvement authority, a
significant portion of the capital program is dedicated to highway improvements (carpool lanes,
freeway interchanges, gap closures, etc.).” (BPS, p. 60.) Generally, the study commented that
highway projects may not receive the same “organizational commitment” appearing secondary
to Metro’s transit projects but noted: “Highway improvements are one of the critical elements to
the overall success of the Los Angeles County infrastructure, and it is essential that highway
project delivery be effectively staffed, resourced, and managed.” (BPS, p. 60.)

In 2015, Metro had 180 open projects under the Highway group. Fifteen were “direct projects”
where Metro hired a consultant to manage the project; another 15 were projects where Metro
engaged Caltrans to manage the project; and the remaining 150 projects were “funding only”
projects where Metro acted as an oversight role while cities and counties were directly
responsible for carrying out the project.

For the 180 projects, issues included: (1) limited transparency to the Board on highway
projects; (2) lack of policies and procedures for project management tailored to highway
projects; (3) less resource/support commitment from external departments; (4) lack of in-house
expertise on highway design and construction; (5) deficient training opportunities for the niche
area; (6) challenging coordination issues with Caltrans; (7) missed design-build delivery
opportunities; (8) less-than ideal scheduling function; and (9) need for robust quality
management oversight.

B. Evaluation of Implementation Actions

We found that the recommendations have been implemented. Our evaluation ranked the
implementation status of all 3 recommendations in this Category as “Established” as discussed
below:

Recommendation 53 — Incorporate the IPMO structure into highway projects: This
recommendation has been implemented. Highways staff reported that the Highways group is
primarily involved during the planning phase of a capital project. Upon completion of final
design, a project that will be implemented by Metro is handed over to Project Management.
Highways group Project Managers stay engaged and support the construction Project Manager
based on their continuing obligation to oversee funding.

Recommendation 54 — Improve the highway reporting process: For projects where Metro is both
the funder and implementer, Metro’s Project Development Team reports monthly to Caltrans on
the status of projects. Caltrans reports to Metro where Caltrans is the implementer. Prior to the
Highways group moving to Planning, Highways would report information on budget and status to
Program Management’s executive team to include information in regular reporting to the Board.
The lead for Planning would like Caltrans to report directly to the Board on all projects involving
Caltrans (which was done in the past). However, Caltrans is not eager to do this as it prefers to
avoid public forums.
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In 2021, the Highways group was relocated from PMG to Countywide Planning and Development.
This move was made to better support California policies moving away from the widening of
freeways to focus on maintaining existing highways while enhancing alternative modes of
transportation. Highways staff describes the move to Planning as a “double-edged sword” for
reporting. On one hand, it is helpful to have outside visibility under the large umbrella of the
capital projects of Program Management. On the other hand, highway projects can be politically
sensitive, and exposure during the planning phase can do more harm than the good.

Recommendation 60 — Develop a Quality Plan for highway projects: A Quality Plan for Highways
has been developed. The Highways group does not use Quality or Program Management lessons
learned program; it uses its own internal program.

OIG Comments — Metro is moving toward less direct management of Highways construction
projects in lieu of Caltrans taking the lead to deliver the project. For that reason, the impetus
behind the 2016 recommendations — to align Highways project practices more strongly with
PMG’s approach to non-highways projects, may no longer be relevant. Current efforts are
being made to closely work with Caltrans for regular reporting. Best practices oversight of
Caltrans should be subject to lessons learned and continuous improvement. Of course, if
Caltrans manages and constructs a project, Metro will not have that detailed information input
into our PMIs system for analysis.

C. 2023 Recommendation

The OIG recommends:

211 Since the Highways group has been relocated to the Planning department, PMG should
collaborate with Countywide Planning and Development to ensure that Metro’s Board is
receiving complete information on highway capital projects.
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CATEGORY #22: Asset Management

This Category contains Recommendation Number 7 made in the 2016 BP Study report.

A. Background

The 2016 BP Study identifies the State of Good Repair and Life Cycle Costs and Asset
Management programs as needing general improvement and the need to align the program with
PMG'’s singular focus on capital project delivery. (BPS, p. 27.) The study indicates that
projects-oriented teams and programs supporting State of Good Repair/Asset Management
goals are in competition for limited agency funding. Operation and maintenance costs of an
asset might not be adequately assessed for project funding and development consideration.
(BPS, p. 27.)

B. Evaluation of Implementation Actions

The recommendation has been implemented. Our evaluation ranked the implementation status
of the recommendation as “Established.”

Recommendation 7 — Establish a Life Cycle Asset Management Program: Metro agreed with
the recommendation and stated that recently the Enterprise Transit Asset Management
(“ETAM”) program has been relocated to Risk, Safety and Asset Management and policies are
being developed consistent with MAP-21 requirements.

The OIG learned in interviews that the ETAM program is “on the maturity path,” thereby
establishing compliance with the 2016 BP Study recommendation. ETAM’s current ideas for
best practices improvement from a Metro-wide perspective were provided, as follows: (1)
broader ETAM participation in Metro’s budget development for capital programs to ensure State
of Good Repair data has constructive impact; and (2) more robust support from PMG and
Vendor/Contract Management for the contractor’s scope of work including information gathering
and tracking requirements of the ETAM program. Moreover, it is more efficient for construction
contractors to collect and provide asset identification/serial numbers, maintenance schedules,
and warranty information as part of their duties. This minimizes additional post-project
expenditures following project close-out and turnover to Operations.

OIG Comments — When contractors go through the close out period on a construction contract,
they are supposed to provide identification, serial numbers, and warranty information as part of
the contractual requirements. When a contractor fails to properly identify asset identification
and serial numbers, Metro has to expend additional resources after close-out of the project.

Now that ETAM has relocated to Risk, Safety and Asset Management, cross-departmental
coordination between PMG and ETAM is important to consider budget priorities for capital
improvements, including Metro’s State of Good Repair Asset management program.

C. 2023 Recommendations

The OIG recommends,

22.1 V/CM should include in the contractor’s scope of work collecting and reporting asset
serial numbers, warranty, and maintenance information.

22.2 Metro and OMB should plan and budget for State of Good Repair information in the
event it is not part of the construction scope of work.
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CHAPTER 4: CONCLUSION

Our follow up review found that Metro has taken or

initiated actions to implemented 96 (88%) of the 109 Rankings - 109 Rank | Percentage
recommendations in the 2016 BP Study report. Recommendations Count of Total
New or revised policies and procedures were Established 65 60%
implemented fo_r 32 of thg 109 recom_mendations Evolving 31 28%
and new or revised practices were initiated for 66 5
recommendations. Based on data collected during Implemented (Subtotal) 96 88 0/°
the review, the status of the 109 recommendations Needs Improvement 13 12%

are as follows:

e Established: Data shows that the recommendation for the best practice is adopted/well-
functioning (65 recommendations).

o Evolving: Data supports the efforts to implement the intent of the best practice “in
progress” with iterative improvements (31 recommendations).

e Needs Improvement: Data indicates that the recommended best practice whether
“agreed” or “rejected” by Metro in 2016 continues to be worthy of consideration or in
need of re-evaluation by PMG/Metro (13 recommendations).

Significant observations noted during the review are summarized below.

er A: Pre-Procurement Project Development

Cluster A Includes the 2016 BP Study’s “planning phase” recommendations along with a subset
of that study’s “overarching” recommendations that are particularly significant to the early stages
project development.

Delivery Method and Selection: The implementation status of the recommendations for this
area is “Evolving” for all recommendations. We found that PM01/Project Delivery Selection has
been established and provides comprehensive procedures to guide the selection of a project
delivery methodology. However, PMG learned over time that PM0O1 needs to be expanded to
include guidance on the Progressive Design Build method. That supplementation is currently in
process. Such effort is an excellent example of “lessons learned” being applied to project
delivery selection process.

In accordance with the PC14/Readiness Review Procedure, the earliest readiness reviews by
PMG commence before selection of the delivery method (while CP&D is still the lead
department). At this point, PMG brings its expertise forward to participate in development of
design and construction plans, schedules, estimates, and risk assessments. Once
environmental planning and clearances are in place, PMG undertakes readiness steps related
to requests for federal funding, and generally continues to act in partnership with CP&D pending
transfer of responsibility to PMG.

General Readiness: The OIG found that most of the recommendations in this area were
implemented as reflected by the predominant “Established” and “Evolving” rankings. However,
some gaps were identified in policies, procedures, and practices. PMG has acted to mitigate
organizational challenges that were undermining its best efforts at controlling scope, budget,
and schedule. The OIG did rank three recommendations as “Needs Improvement” under
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General Readiness related to (1) time period to identify and relocate utilities, (2) use of
strategies to support third parties, and (3) use of the gateway process, stakeholder engagement
program, and FTA oversight procedures to effectively support project delivery.

Utilities & Third Parties and City Approvals: The OIG determined that the recommendations in
these areas were mostly implemented. Enhancements to Metro’s best practices are (1) Third
Party Administration (“TPA”) being moved under the Chief Program Management Officer that
will provide greater attention for utilities and city approval issues, and (2) TPA being engaged
earlier as an expert on utility and permitting issues (while CP&D is still the lead). Also, the
Master Cooperative Agreement between Metro and the City of Los Angeles is currently being
negotiated and is about 90% complete. However, the OIG ranked two recommendations as
“Needs Improvement” that involve (1) enforcing utility requirements and penalties for
noncompliance, and (2) establishing a Legislative/Legal Improvement Team.

Issues involving utilities and the acts and/or omissions of third parties present the greatest risk
to Metro’s scope, budget, and schedule. If private or public utilities are refusing to engage in fair
and reasonable negotiations on an issue, it may be appropriate to legislate cost-sharing or other
reasonable risk-shifting measures.

Risk Management and Project Management Plan: The OIG found that recommendations in
these areas were mostly implemented but ranked three recommendations as “Needs
Improvement” — (1) revising risk and contingency procedures for all projects, (2) enforcing
procedures using risk to set contingencies for all projects, and (3) requiring all projects to utilize
a Project Management Plan (“PMP”). We found that PMG does not apply the practices related
to risk management and the PMP to less costly and/or less complex projects. The OIG
identified no basis for the distinction of applying practices to larger projects but not smaller
projects other than anecdotal information regarding preferences within PMG. If having a tiered
system of policies and procedures across different types of projects is sound policy, it is
advisable to formalize that policy in writing. If this is the case, it should be possible for
exceptions to the tiering approach to be approved based on written justification. The OIG
supports a nimble/agile approach to project management but is less enthusiastic if an approach
seems arbitrarily or merely based on entrenched practice.

Cluster B: Post-Procurement Project Management

Cluster B includes category areas involving functions after Metro procured the designer and/or
contractor. The OIG identified robust actions were initiated to implement the 2016
recommendations.

Contract Administration: The OIG determined that the recommendations were mostly
implemented. However, we ranked three recommendations as “Needs Improvement” that
involved (1) clarifying timelines for contractor claims and Metro responses; (2) establishing
enforcement and compliance mechanism into contractor performance evaluation; and (3)
establishing a contractor’s daily overhead rate.

There appears to be “gaps” in best practices needed to ensure that the contractor provides
timely notice of alleged delay claims and documentary support in the form of a compliant time
impact analyses. Some staff believe that a contractor gains significant advantage in creating
ambiguity across its schedule, especially if delay causation becomes a mix of compensable and
non-compensable delays. Staff also stated that Project Managers are resistant to push for
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resolution of schedule issues because they are complex and costly. In some instances, this
may lead to Metro paying for delays that the contractor encounters at a later date.

Delay in resolution of disputes generally works against Metro’s interests. Not acting if the
contractor fails to support Requests for Change creates outsized risks for exceeding the budget.
It also increases the risk of animosity interfering with collaborative working relationships.
Partnering is one path for resolving disputes; and if the contractor fails to act to resolve a claim,
Metro can independently invoke the Dispute Resolution procedures included in Metro’s General
Conditions of the contract.

There is also a need to review whether the Daily Overhead Rate helps or hinders Metro’s
resolution of delay claims. In interviews with staff, the OIG received general feedback that the
resolution of delays claims could be improved — and that improvements were being reviewed,
such as using a quarterly scheduled reconciliation process.

Board Matters: Metro implemented all of the recommendations in this category area. One
notable action was PMG, in conjunction with the CEQO’s office and Vendor/Contract
Management (“V/CM”), developing delegation policies and procedures approved by Metro’s
Board that removed the Board’s involvement, review, and approval of lower value contracts and
change orders. The delegation resulted in enhanced efficiencies that have been extrapolated to
real savings in time and budget in some cases. Enforcement of timely submission of
procurement claims documentation is critical to ensure the success of this delegation does not
deteriorate the administration of the claims. To ensure adequate controls and continued
oversight by Metro’s Board at the “macro level,” the OIG instituted a quarterly Change Order
Spot Check audit. These delegation efforts are viewed by many as an unqualified success.

Partnering: The OIG found that the status of implementation of the recommendations in this
area is “Evolving.” We did not identify any formal policies or procedures addressing partnering
outside Metro’s contract General Conditions. It appears that there are tools in place for
partnering to be constructive, but there may be a lack of will to pursue the promise of
constructive partnering. To clarify, partnering is useful if it (1) brings parties together to discuss
complex or disputed issues prior to the hardening of positions, (2) uses partnering as a forum
for discussion of a mutually beneficial resolution, and (3) results in implementing mutually
agreements and resolutions. The partnering process should be started at the lowest level of the
escalation ladder; Metro management at the higher levels ideally assist those at the lowest
levels to formulate reasonable approaches to problem resolution. The partnering process is
least successful where the contractor learns they will get a better result “up the ladder” — making
it all the more important that issues get thoroughly reviewed at the lowest level with supported
resolutions.

Lessons Learned: The OIG ranked the implementation of the recommendation in this Category
area as “Evolving.” We found that although all the departments under PMG have an awareness
of the Lessons Learned program, not all of them expressed deep interest in using the process.
It may be that the benefits of robust use of Quality’s Lessons Learned program needs to be sold
as a net good. Lessons learned are typically generated in response to challenges, and there
may be reluctance to document challenges that occurred during a project. Also, it may be
appropriate to treat some lessons learned confidentially.

Safety: The 2016 BP Study unambiguously described safety as an area of strength for PMG
and Metro. However, a key recommendation was rejected by the PMG, and the OIG ranked the
recommendation as “Needs Improvement.” PMG is entitled to reject as a matter of policy, the
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recommendation to “herald” the good news of solid safety compliance by Metro and contractors
when that occurs. However, the OIG is not convinced with the stated reason (installing a “safety
ticker” in the Metro Gateway lobby as impractical and duplicative to other safety reporting as just
are methods of publicity to spur a safety culture). The publication of safety statistics on the job
site is inadequate to bring positive attention to top safety performers. It also may be impeding
constructive attention for the less than stellar performers on safety. The OIG believes that PMG
should consider a publicized method for encouraging contractor best practices for safety. The
OIG suggests steps such as a quarterly report on Metro’s Daily Briefing email and/or a
published Board Report focusing on safety performance across projects and safety celebrations
or reviews periodically at the project site with contractor and Metro employees.

Cluster C: Project Management Support

Cluster C includes the 2016 BP Study’s recommendations related to administrative and program
management functions and processes that support capital project management and delivery.
This cluster includes Public Involvement, which could have significant impacts on project cost
and timelines. Also included are personnel areas related to practices on staffing and training
top Project Management talent.

Administrative Controls and Program Management Information System (“PMIS”): All of the
2016 recommendations in these two Category areas have been implemented, and all of the
recommendations were ranked as “Established.”

Interviews with staff disclosed that the suite of PMIS technology products currently available has
vastly improved since 2016, and that adequate resources have been made available for
training, maintenance, and satisfactory “Help Desk” type assistance. Metro’s Board and
Executive Management have access to comprehensive and useful information at the touch of a
button on a dashboard.

We found that PMIS is an effective application that supports transparency and accessing
executive-level reporting on project and program status. However, currently PMIS is maximized
only for the most complex mega projects. To the extent smaller projects operate outside the
PMIS umbrella, Metro may be missing an opportunity to implement optimal controls across all
projects. Also, there is an indication that contract change-related trends may not be timely
tracked, in the hope the contractor drops a rejected issue.

Public Involvement: We found that that the 2016 recommendations have been implemented.
PMG and the Communications team have collaborated on a Capital Project Delivery website,
and the Communications group is well-integrated into the construction management process
during the construction phase. Best practices are to engage the public early and often of
construction plans and potential impacts. However, in some cases, there is a “gap” that exists
in working with the public early in the project planning process. Constructive outreach at this
time can go far to impress upon the public that Metro takes seriously its values of equity and
inclusion. Also, early involvement helps stimulate public support which pays dividends in the
event of challenges to the environmental review; it may also help build public resilience to the
inevitable construction impacts. A project lacking substantial community support may have to
be modified. Moreover, the budget and project schedule could suffer if the public commences
active resistance to a project. The pandemic conditions resulted in more public willing to
engage virtually on matters, so this is an are Metro can expand into to satisfy early public
engagement.
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Staffing and Training: The OIG found that the 2016 recommendations in this area have been
implemented and ranked the recommendations with a mix of “Established” and “Evolving.”
PMG has initiated efforts to expand participation of the PM Academy and other training
opportunities. The Claims training modules developed by a consultant are very detailed and
reflect a diligent effort to enhance the expertise of Metro’s Project Managers. PMG Executive
Management describes that the annual performance review cycle is robustly used for each
Project Manager to plan additional training and develop steps toward improved skills and
enlarged leadership opportunities.

Metro has not been successful in moving the needle on the lopsided ratio of Metro FTEs to
consultants across project and program management. Currently, the ratio is 30/70 in favor of
consultants with a goal of a 70/30 ratio in favor of Metro — but even 50/50 mix would offer
improvement. The lack of a step-pay system at Metro and the rate of pay offered to Metro’s
contract employees may be interfering with progress in improving the Metro FTEs to
consultant’s ratio. PMG is not responsible for these challenges because they are organizational
issues not capable of resolution solely by PMG. For maximizing current Project Management
talent, PMG is aware of the need for continued training and career building. Luring back retired
talent in flexible but mutually beneficial contractual arrangements could build a Metro bench that
adds mentoring capabilities and staffing flexibility without resorting to consultant contracts.
There are some legal barriers to hiring retirees as consultants within the first one to three years
after they leave that warranted, but compromise solutions are still achievable.

Cluster D: Strateqic Program Oversight

Cluster D includes the 2016 BP Study’s recommendations pertaining to the need for a
centralized Strategic Program Management Office (“PMQ”). The authors of the 2016 study
viewed the separation of duties between Countywide Planning & Development (“CP&D”) and
PMG during the project planning phase as a threat to Metro’s successful delivery of capital
projects. The 2016 authors also recommended implementing principles from the Project
Management Book of Knowledge (“PMBOK”) for consistency of practices as related and
necessary best practices.

Metro-wide Program Oversight: This is an “overarching” area, which affects practices across all
project management areas. Key 2016 recommendations were: (1) establish a Strategic PMO
that oversees the entirety of the capital projects; (2) establish an Integrated Project
Management Office (“IPMO”), and (3) implement PMBOK principles as a set of unifying
processes.

The PMG agreed to continue use of the IPMO approach for project management, but the
recommendation related to establishing a Strategic PMO was rejected. As for PMBOK, the
recommendation only indirectly referenced PMBOK principles; PMG never rejected those
principles but did not commit to implement PMBOK as a construction management “north star,”
either. The OIG views PMBOK as particularly necessary where the Strategic PMO approach is
adopted; but PMBOK is still useful in its absence.

During interviews and through regular observation of matters brought by PMG to Metro’s Board,
the OIG learned of PMG'’s efforts to mitigate some budget and schedule challenges brought to
light during its Fiscal Year 2023 Program Management Annual Program Evaluation. Over the
course of 2022, and with the Metro Board’s support, Metro has acted to implement a cross-
departmental team of experts, now referred to as the Early Intervention Team (“EIT”). This
team uses a problem-solving approach to mitigate challenges to project delivery related to
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market conditions (associated with the pandemic, supply chain and inflation), project delivery
methods, scope issues, and unforeseen conditions.

One key outcome of the EIT is the development of a revised (Proposed) Project Charter for
Alternative Delivery (“Proposed Charter”) — which is currently in a “Confidential/Deliberative
Draft” status. The Proposed Charter describes an organization-wide approach to decision-
making and proactive problem-solving in a method that arguably meets — in an alternative
fashion — the intent of the 2016 recommendation for a Strategic PMO. This alternative
approach appears to be a constructive response to lessons learned based on events transpiring
since 2016 and accelerated by the pandemic.

The long-established case of CP&D and PMG operating from separate silos from each other,
without unified program guidance, affects the budget and policies and procedures and will
remain a potential weakness until the EIT and/or Project Charter approach addressing unified
participation and roles. Also, it may not be ideal for PMG to “tier” projects of less
cost/complexity from the Metro-wide Program Oversight policies currently being developed. If
so, it is recommended that the basis and justification for “tiering” be formalized in a written

policy.

Cluster E: Relocated Groups

The Cluster E consists of two unrelated functional areas external to PMG. Both Highways and
the Enterprise Transit Asset Management (“ETAM”) groups were moved out of PMG. Highways
moved to Countywide Planning and Development, and ETAM and the State of Good Repair
program relocated to Risk, Safety and Asset Management.

Our review ranked the implementation of all the recommendations in these Category areas as
“Established.”

Highways: In 2021, the Highways group was relocated from PMG to CP&D Development and
can now work more closely with Caltrans in the planning phase of projects. During interviews, it
was commented that the relocation of this group has created some obstacles to reporting the
status of projects because CP&D does not have the same type of regular quarterly Board
reporting responsibilities as PMG.

Metro is moving toward less direct management of Highways construction projects in lieu of
Caltrans taking the lead to deliver the project. For that reason, the impetus behind the 2016
recommendations — to align Highways project practices more strongly with PMG’s approach to
non-highways projects, may no longer be relevant. Current efforts are being made to closely
work with Caltrans for regular reporting.

Enterprise Transit Asset Management: Since the 2016 BP Study, the recommended Asset
Management Plan was completed and approved, and the ETAM program is moving forward “in
the development phase of the maturity path.”

During interviews, it was discussed that ETAM could be more efficient if preliminary steps for
tracking new assets, maintenance, and warranty information was folded into the construction
phase. The contractor is in an optimal position to collect and report information that needs to be
added to Metro’s ETAM database. The same is true for Metro supplied materials and
equipment. Finally, ETAM recommends that State of Good Repair information be integrated
into the review of capital budgets to avoid the situation where new projects are proposed and
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implemented without consideration of older, inter-dependent transit facilities and in-house
facilities capital improvement projects.

Crenshaw project — K Line — elevated tracks
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CHAPTER 5: RECOMMENDATIONS

2023 Recommendations by Cluster and Category

During evaluation of PMG'’s actions to implement 2016 BP Study recommendations, the OIG
identified vulnerable areas that need improvement. Accordingly, the OIG identified 36 new
recommendations, which are listed below:

CLUSTER A. PRE-PROCUREMENT PROJECT DEVELOPMENT

Category #1 - Delivery Method and Selection

1.1 PMG should continue to timely update policies and procedures to include the range of
alternative delivery methods currently used by Metro.

Category #2 - General Readiness

21 Metro should investigate strategic initiatives to beneficially support third parties
cooperative and timely assistance toward timely and cost-efficient project delivery

2.2 Third party utility relocation issues continue to be one of the larger reasons for change
orders and project delays. The OIG recommends the PMG partner with the Early
Intervention Team (“EIT”) to revisit the PMG’s 2016 rejection of Recommendation Nos. 3
and 6 and apply a lessons learned approach to investigating the feasibility of initiating
utility relocation work much earlier in the pre-construction management process to
remove unnecessary risk and enhance mitigation by planning and scheduling of
relocation completion prior to other project delivery activities, without any intention of
limiting or mandating when Engineering can begin. If the progressive design build
approach or other alternative delivery approach will minimize utility impacts in the same
manner as separate contracts for advanced utility relocation, the PMG’s response
should be updated.

Category #3 - Utilities and Third Parties

3.1 Utility investigations, work, and relocations performed by Metro’s contractors or others
pose cost and schedule risks for Metro projects, including potential issues with reviews,
approvals, and oversight by the third-party utility owners. The construction contract may
specify timelines and/or sequences for utility-related work. To avoid cost and schedule
impacts caused by third parties or contractor(s), Metro should utilize legal counsel's
assistance to mitigate the risks related to utility investigations, work, and
relocations. Metro should enhance its procedures and relationships to enable self-
permitting. Transparency, documentation, and trust are key to Metro achieving self-
permitting.

Category #4 - City Approvals

4.1 Metro should complete a new and improved Master Cooperative Agreement between
City of Los Angeles and LA Metro.

4.2 Metro should conduct a Legislative/Legal Improvement review to determine if there are
any legislative adjustments that would improve work or construction related
requirements for transit projects and assist in better resourcing third party stakeholders
impacted by (and benefitting from) Metro capital projects.

Category #5 - Life of Project Budget
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5.1 Metro should focus on quickly adapting its budgeting practices for all new construction
projects given the changing circumstances and trends of increased prices.

5.2 Metro should evaluate, assess, and document emerging financial conditions before
requesting a budget change, and include an analysis in the Board request for LOP
funding increases.

5.3 Based on statements included in Board Report No. 2023-0106, Attachment A, the OIG
understands that EIT Project Review Process will include multiple “intervention points”
for review of the Life of Project Budget. The OIG recommends the development and
implementation of detailed procedures describing the process for LOP Budget
development across the project life cycle. Requests to increase the LOP make after the
procurement phase should include a “lessons learned” justification for the increase.

Category #6 - Risk Management

6.1 PMG should determine whether risk management plans (whether full or “light” plans for
smaller projects” — including mitigation plans for risk findings adjusted by PMG
management — should be developed for all projects regardless of size, complexity, or
use of federal funding.

6.2 PMG should strive to establish a progressively robust risk management culture that
ensures controlled and mitigated risk throughout the entire project lifecycle.

6.3 PMG should determine if it is beneficial for Risk Management staff to participate in
lessons learned discussions to encourage bi-directional sharing of risk-related
information. This will ensure knowledge will be transferred, built upon and not be lost, as
mature employees retire from Metro.

Category #7 - Project Management Plan

71 Revisit the 2016 Recommendation requiring all projects regardless of size or complexity
to develop and use a PMP which will standardize practices related to change
management, quality, risk, and develop and use a PMIs.

CLUSTER B. POST-PROCUREMENT PROJECT MANAGEMENT

Category #8 - Contract Administration

8.1 PMG should revisit Recommendation Number 29 and review current General Conditions
requirements for contractors to submit time impact analysis ("TIA"), and the conditions
when to impose a “waiver” on untimely and improper claims that are not properly
presented by the contractor. Metro should review its contract language regarding the
requirements for TIAs and the conditions for imposing waivers, as well as opportunities
to add contractual language emphasizing the contractor’s duty to timely submit support
for impact damages and to mitigate alleged harm.

8.2 PMG should revisit Recommendation Number 64 regarding:

(a) Developing a formal robust Ongoing Performance Assessment Program for
consultants and contractors that is used yearly during and at the end of the term of
the contract to ensure satisfactory and compliant performance.

(b) Developing and utilize a Past Performance Assessment for consultants and
contractors that allows Metro to consider the contractor’s overall contract compliance
in future solicitations including an opportunity for contractors to respond to
assessments.

63



2023 OIG Construction Best Practices Report (Follow Up/2016 OIG Construction Best Practices Report)

(c) For delay damages based on a daily rate, PMG and V/CM to work together to
expand the daily rate to include (a) the types of cost impacts to cover multiple
scenarios for delay and (b) the circumstances under which delay damages will be
paid based on the daily rate. The OIG encourages all construction contracts to
include a “bid” daily rate for damages that will be used to reimburse substantiated
delay damages. Contracts omitting a bid daily rate should include a “ceiling” that will
be applied post-award for any daily rate proposed by the contractor. (c) The
contractor needs to be informed that proposed daily rates that were not included as a
bid daily rate will be subject to audit.

(d) With regard to contractor claims for damages for delays, PMG and V/CM to work
together to review, and expand when proper, the use of construction contracts to
include a “bid” daily rate for damages that will be used to reimburse substantiated
delay damages. The OIG encourages all construction contracts to include a “bid”
daily rate for damages that will be used to reimburse substantiated delay damages.

Category #9 - Board Matters

9.1

9.2

Metro should continue the current practice and level of utilizing the delegated authority
that has proven to speed up the change approval process with sufficient oversight and
quality. The OIG will continue to monitor the change orders.

We recommend that Metro’s Management Audit Services Department do periodic audits
during projects of use of funds for change orders in compliance with Metro Standards
which will breed responsibility.

Category #10 - Enforcement and Compliance

10.1

10.2

10.3

10.4

PMG and V/CM should collaborate in the review of current General Conditions
establishing timelines and required actions for initial change matters and also for
resolution of disputed matters.

PMG should revise CF14/Change Control to describe the internal processes regarding
the 2018 CEO delegations of authority and best practices for using partnering, claims
procedures and the Dispute Resolution Board to reach finality on contested change
matters.

PMG should consider tracking the Project Manager’s performance in meeting responsive
timelines for all change items (merited or not), to confirm compliance with the General
Terms and Conditions and PMG’s policies and procedures.

Contractors should specify time limits for submission of claims and enforce these time
limits where legally permissible. Vendors will request time limits for Metro’s response to
their claims so Metro will need to be prepared to respond to that.

Category #11 — Partnering

11.1

11.2

For effective partnering, Metro should develop effective internal processes for vetting
issues appropriate for the partnering process and developing an evaluation of the facts
and issues.

Metro should implement a “Partnering Positive” culture supported by Executive
Management, in order to minimize the need to use Dispute Resolution Board hearings or
to litigate a disputed issue.

Category #12 - Quality Management
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12.1 PMG should review whether best practices require expanding the scope of the quality
program to include all projects, regardless of size or complexity, to participate in the
enhanced Quality Management Program, including the Lessons Learned program.

Category #13 - Lessons Learned

13.1 PMG should develop a program and culture that reports lessons learned from internal and
external management (across all groups) to those participating in capital projects and
methods to ensure regular review and revision of policies and procedures to ensure cross-
department utilization of all lessons learned to advance and build on the Metro Program
Management and improve each project as it planned, designed, developed and
constructed.

Category #14 — Safety

14.1 The Safety Group should revisit Recommendation Number 66 to determine whether
there may be opportunities to broadly communicate safety statistics across capital
projects to reflect Metro’s Safety culture and to further incentivizes contractor best
practices. Sharing statistics monthly or quarterly in the same manner COVID-19
information was shared may be appropriate.

14.2 The Safety group along with the PMG should review the PMG’s pre-2016 safety-related
procedures for conformity to current industry best practice standards.

(a) PMG should verify that all projects have the updated construction safety policy.

(b) V/CM should include updated construction safety policy in future contracts.

CLUSTER C. PROJECT MANAGEMENT SUPPORT

Category #15 - Public Involvement

15.1 PMG should consult with Countywide Planning and Development to re-visit the 2016
recommendations to ensure current public outreach practices timing, and methods meet
best practice goals by addressing earlier community involvement in the planning phase,
implementing a quality and equal platform for all communities, and increasing funding for
public outreach efforts.

Category #16 - Program Management Information System (“PMIS”)

16.1 PMG should revisit whether all projects should use PMIS regardless of size or
complexity.

16.2 PMG should review whether there are resources available for Oracle Unifier information
reporting enhancements, for example an “Alert Report” triggered by looming (or passed)
response deadlines.

Category #17 - Administrative Control
17.0 The OIG has no recommendations toward Administrative Control.

Category #18 — Staffing and Training

65



2023 OIG Construction Best Practices Report (Follow Up/2016 OIG Construction Best Practices Report)

18.1 Metro should develop and implement an agency-wide initiative for attracting and
retaining construction management professionals as full-time employees and consider
increasing the ration of employees to consultants.

18.2 Metro should develop and implement a program for inviting experts to work for Metro on
an as-needed basis to mentor and train new Metro staff.

18.3 PMG should revisit the, “2017 Training Needs White Paper” prepared in response to the
2016 BP Study to determine additional training needs.

Category #19 - Project Management Key Performance Indicators (“KPlIs”)

19.1 PMG should develop policies and procedures that describe Project Manager roles and
responsibilities that will be evaluated, encouraged, and strengthened.

19.2 PMG should ensure that the Project Manager Performance Plan identifies and develops
future leaders and encourages broad expertise across the entirety of the capital project
construction management skillsets.

CLUSTER D. STRATEGIC PROGRAM OVERSIGHT

Category #20 - Metro-Wide Program Oversight

20.1 Metro and PMG should revisit the 2016 recommendation advocating for the adoption of
PMBOK principles and processes, especially in light of the Early Intervention Team (EIT)
initiative.

20.2 The EIT is essentially a pre-construction initiative but the interdepartmental collaboration
may be helpful post-award to provide coordination and support for problem solving. The
interdepartmental team may be reconstituted for a revised mission that supports the field
office.

CLUSTER E. RELOCATED GROUPS

Category #21 — Highway

211 Since the relocation of the Highways group to the Planning department, the PMG should
collaborate with Countywide Planning and Development to ensure that Metro’s Board is
receiving complete information on highway capital projects.

Category #22 - Asset Management

221 V/CM should include the contractor’s scope of work should include collecting and
reporting asset serial numbers, warranty, and maintenance information.

22.2 Metro and OMB should plan and budget for State of Good Repair information in the
event it is not part of the construction scope of work.
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List of Policies and Procedures

2023 BP Review Policies and Procedures 4/14/2023
New After 2016
ESTABLISHED POST-2016, NEW

Title Version Date Source Description
2016 Metro Program Management Plan 10/19/2016 CEO Manual
Construction Safety and Security Manual (CSSM - Rev. 5.0) 01/01/2022 PM/Safety Manual
Quality Management Oversight Plan & Procedures 01/30/2021 PM/Quality Manual
Quality Management Policy Manual (In Progress) 04/26/2022 PM/Quality Manual
Training Needs "White Paper" 6/13/2017 PM/ProgMgt Manual
"2021 Metro Best Practices Report" May 2021 05/01/2021 CEO Policy
Compliance Bulletin 18-03/CO Streamlining/2018 Delegation Matrix 7/03/2018 Board/CEO Policy
Early Intervention Project Team - 2022-0361 Board Report 6/23/2022 CEO Policy
0OIG's Spot Check Program - Change Orders Over $500k 02/01/2018 OIG Policy
Partnership with City of Los Angeles (Mayor Garcetti Letter June 2017) 01/06/2017 Board Policy
Past/Planned Training Matrix 9/30/2022 PM/ProgMgt Policy
ESTO01 Rev 0 - Cost Estimating 6/28/2017 PM/ProgControl Procedure
LL2 Rev 0 - Lessons Learned 9/11/2017 PM/ProgMgt Procedure
PC14 REV 2 - Readiness Review 11/25/2019 PM/ProgControl Procedure
PC16 Rev 0 - Cost Contingency Drawdown 12/1/2021 PM/ProgControl Procedure
PMO01 Rev 3 - Project Delivery Selection 10/30/2020 PM/ProjMgmt Procedure
PMO02 Rev 0 - Request for Proposal (RFP) Development 8/8/2020 PM/ProjMgmt Procedure
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2023 BP Review Policies and Procedures 4/14/2023
Revised After 2016
ESTABLISHED PRE-2016, REVISED POST-2016

Title Version Date Source Description
Acquisition Policy & Procedure Manual - "ACQ-1" 07/16/2010 VCM Manual
Acquisition Procedures Manual - "ACQ-2" 07/01/2021 VCM Manual
Title VI Plan & Public Participation Plans (DRAFT 2022) 06/17/2022 Public Outreach Policy
Enterprise Transit Asset Management - State of Good Repair 1/1/2015 Safety/Risk Policy
Master Cooperative Agreement with City of Los Angeles (Revision Pending) 11/07/2022 PM/ThirdParty Policy
Metro's Contract - General Conditions Ongoing VCM Policy
PC00 REV5- Definitions 5/10/2017 PM/ProgControl Procedure
PC01 REV 7 -Work Breakdown Schedule (WBS) 5/10/2017 PM/ProgControl Procedure
PC02 REV 8 - Budget 12/22/2021 PM/ProgControl Procedure
PC03 REV 4 -Cost Estimating 5/10/2017 PM/ProgControl Procedure
PCO04 REV 6 - Project Management Plan 5/10/2017 PM/ProgControl Procedure
PCO05 REV 9 - Cost Reporting Forecasting 12/1/2021 PM/ProgControl Procedure
PCO06 REV 7 - Performance Measure Earned Value 5/10/2017 PM/ProgControl Procedure
PCO07 REV 9- Risk Mgmt 2/2/2028 PM/ProgControl Procedure
PCO08 REV 6 - Cash Flow 5/10/2017 PM/ProgControl Procedure
PC09 REV 9 - Schedule Control 12/31/2021 PM/ProgControl Procedure
PC10 REV 7 - Physical Progress Monitoring 5/10/2017 PM/ProgControl Procedure
PC11 REV 6 - Capital Program Controls 5/10/2017 PM/ProgControl Procedure
PC12 REV 2 - Contingency 5/10/2017 PM/ProgControl Procedure
PC13 REV 1 - Program Management Information System (PMIS) 5/10/2017 PM/ProgControl Procedure
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2023 BP Review

Revision in Progress

Policies and Procedures

4/14/2023

ESTABLISHED PRIOR TO 2016, REVISION IN PROGRESS

Title Version Date Source Description
CFO01 REV 2 - Config Mgmt Plan 8/29/2011 PM/ConfigMgmt Procedure
CF02 REV 2 - Document Control 8/28/2011 PM/ConfigMgmt Procedure
CF03 REV 4 - Doc Control formatting 8/29/2011 PM/ConfigMgmt Procedure
CF04 REV 4 - Doc Control Submittals 8/29/2011 PM/ConfigMgmt Procedure
CFO05 REV 2 - Doc Control As Builts 8/29/2011 PM/ConfigMgmt Procedure
CF06 REV 2 - Doc Control Close Out 8/29/2011 PM/ConfigMgmt Procedure
CFO07 REV 3 - Procedures Revision Controls 7/22/2011 PM/ConfigMgmt Procedure
CF08 REV 3 - Baseline Docs Controls 8/29/2011 PM/ConfigMgmt Procedure
CF09 REV 2 - Design Changes Doc Controls 8/29/2011 PM/ConfigMgmt Procedure
CF10 REV 4 -Change Control AE 7/21/2005 PM/ConfigMgmt Procedure
CF12 REV 3 - Subj Codes Doc Controls 8/29/2011 PM/ConfigMgmt Procedure
CF13 REV 4 -Correspondence Doc Controls 8/29/2011 PM/ConfigMgmt Procedure
CF14 REV 4 -Change Control Constr Proc 4/7/2015 PM/ConfigMgmt Procedure
CF15 REV 5 - Ops Config Change 1/21/2021 PM/ConfigMgmt Procedure
CF16 REV 1 - Electronic Archiving 8/29/2011 PM/ConfigMgmt Procedure
CF17 REV 0 - Betterment Change Requests 1/28/2013 PM/ConfigMgmt Procedure
QMPO01 REV 2 - Prep/Revision to QualMgt Procedures 1/3/2012 PM/Quality Procedure
QMP02 REV 4 - Audits 4/21/2014 PM/Quality Procedure
QMPO03 REV 3 - Surveillance 1/31/2012 PM/Quality Procedure
QMPO04 REV 2 - Quality Action Request 1/31/2012 PM/Quality Procedure
QMPO5 REV 2 - Corrective Action Request 1/31/2012 PM/Quality Procedure
QMPO06 REV 3 - Suspension of Work Notice 1/31/2012 PM/Quality Procedure
QMPO07 REV5- Control of Nonconforming Items 7/30/2014 PM/Quality Procedure
QMPO08 REV 3 - Submittal Review 1/31/2012 PM/Quality Procedure
QMP10 REV 2 - Quality Records 1/31/2012 PM/Quality Procedure
QMP11 REV 3 -Training and Certification 1/31/2012 PM/Quality Procedure
QMP12 REV 4 - Quality Assurance Programs 1/31/2012 PM/Quality Procedure
QMPMO01 REV 2 - Organization 11/29/2011 PM/Quality Procedure
QMPMO02 REV 2 - Quality Management Program 11/29/2011 PM/Quality Procedure
QMPMO03 REV 3 - Design Control 11/29/2011 PM/Quality Procedure
QMPMO04 REV 2 - Procurement Control 11/29/2011 PM/Quality Procedure
QMPMO05 REV 2 - Construction-Installation Control 11/29/2011 PM/Quality Procedure
QMPMO06 REV 2 - Instructions, Procedures, and Drawings 11/29/2011 PM/Quality Procedure
QMPMO07 REV 2 - Document Control 11/29/2011 PM/Quality Procedure
QMPMO08 REV 2 - Control of Equipment, Materials, and Services 11/29/2011 PM/Quality Procedure
QMPMO09 REV 2 - Control of Special Processes and Job Control Testing 11/29/2011 PM/Quality Procedure
QMPM10 REV 2 - Inspection and Test 11/29/2011 PM/Quality Procedure
QMPM11 REV 2 - Control of Measuring and Test Equipment 11/29/2011 PM/Quality Procedure
QMPM12 REV 3 - Control of Nonconforming Items 3/26/2014 PM/Quality Procedure
QMPM13 REV - Quality Records 11/29/2011 PM/Quality Procedure
QMPM14 REV 3 -Audits and Surveillances 3/26/2014 PM/Quality Procedure
QMPM15 REV 2 - Corrective Action 11/29/2011 PM/Quality Procedure
QMPM16 REV 2 - Stop Work 11/29/2011 PM/Quality Procedure
QMPM17 REV 2 - Definitions 11/29/2011 PM/Quality Procedure
THD1 REV 3 -Third Party Coordination 9/8/2011 PM/ThirdParty Procedure
THD2 REV 4 - Third Party Agreements 9/8/2011 PM/ThirdParty Procedure
THD3 REV 4 - Third Party Work Orders 9/8/2011 PM/ThirdParty Procedure
THD4 REV 4 - Third Party Req for Permits 9/8/2011 PM/ThirdParty Procedure
THD5 REV 4 - Third Party City LA Permits 9/8/2011 PM/ThirdParty Procedure
THD6 REV 2 - Third Party RR CPUC Coord 9/8/2011 PM/ThirdParty Procedure
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2023 BP Review Policies and Procedures 4/14/2023
Needs Improvement
ESTABLISHED PRIOR TO 2016, NEEDS IMPROVEMENT

Title Version Date Source Description
CM1 REV 1 - Utility Reloc Coordination 6/8/2011 PM/ConstructionMgmt Procedure
CM17 REV 4 - Cert Compl Third Party Agency Util 10/19/2011 PM/ConstructionMgmt Procedure
CM19 REV 5 - Progress Pymts 7/22/2011 PM/ConstructionMgmt Procedure
CM20 REV 3 - System Integration Testing 5/31/2011 PM/ConstructionMgmt Procedure
CM23 REV 3 - Care Custody Control Facilties 6/1/2011 PM/ConstructionMgmt Procedure
CM24 REV 3 - Pre Post Construction Surveys 10/19/2011 PM/ConstructionMgmt Procedure
CM3 REV 4 - Constructability Reviews 5/31/2011 PM/ConstructionMgmt Procedure
CM4 REV 4 - Licenses Permits Approvals 10/19/2011 PM/ConstructionMgmt Procedure
CM7 REV 4 - Traffic Control 10/19/2011 PM/ConstructionMgmt Procedure
CM8 REV 3 - Environmental Monitoring 10/10/2011 PM/ConstructionMgmt Procedure
CUO02 REV 1 - Prof Services Invoice Approval 7/14/2005 PM/ConstProjMgmt Procedure
DSGNOO REV 2 - Engineering Policies Proc 7/29/2011 PM/TransitProjDelivery Procedure
DSGNO1 D-B REV 2 - Scope Def Review Acc DB 9/8/2011 PM/TransitProjDelivery Procedure
DSGNO1 D-B-B REV 2 - Design Review Acc DBB 10/10/2011 PM/TransitProjDelivery Procedure
DSGNO02 REV 2 - Design Baseline Changes 8/30/2011 PM/TransitProjDelivery Procedure
DSGNO3 REV 2 - Third Party Des Review Coord 8/30/2011 PM/TransitProjDelivery Procedure
DSGNO04 REV 2 - Peer Review 8/30/2011 PM/TransitProjDelivery Procedure
DSGNO5 REV 2 - Value Engineering 8/30/2011 PM/TransitProjDelivery Procedure
DSGNO7 REV 2 - Eng Consultants Progress Audit 9/1/2011 PM/TransitProjDelivery Procedure
DSGNO08 REV 2 - Eng Design Suspension_Cancel 9/1/2011 PM/TransitProjDelivery Procedure
ENGO1 REV 3 - Design Review Accept 9/26/2011 PM/TransitProjDelivery Procedure
LL1 Rev O - Lessons Learned 11/16/2005 PM/ProgMgt Procedure
Resident Engineer Manual 09/11/2012 PM/ConstructionMgmt Manual
SMO01 REV 1 - Safety Mgmt PPE 8/17/2011 PM/Safety Procedure
SMO02 REV 1 - Safety Mgmt Red Tag 8/17/2011 PM/Safety Procedure
SMO03 REV 1 - Safety Mgmt Site Security Admin Audit 8/17/2011 PM/Safety Procedure
SM04 REV 2 - Safety Mgmt Notification 10/5/2011 PM/Safety Procedure
SMO06 REV 1 - Safety Mgmt Lessons Learned 10/5/2011 PM/Safety Procedure
SS1 REV 4 - System Safety Certification 10/18/2011 PM/Safety Procedure
SS2 REV 4 - System Safety Fire Life 10/18/2011 PM/Safety Procedure

Ad




PRIORITY

Delivery Method Selection & Criteria

Tables of Interviews by Category Area

Lead Interviewee

Bryan Pennington, Julle Owen

PRE-PROCUREMENT PROJECT DEVELOPMENT

Additional/Support

Sameh Ghaly, Tim Lindholm

Recommendation Nos.

5,15,57,68

General Readiness

Bryan Pennington, Julle Owen

Sameh Ghaly, Tim Lindholm
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12 |Cueality Progranm Carmeilia Davis Julie Owen 81,104
11 |Lessons Learmed Cameilia Davis All Interdieweas 51
14 [Ermeant Vijay Khawani Kemnneth Hemandez, Chares (Pat) Chism 66,67

PROJECT MANAGEMENT SUPPORT

1% |Public Involvement ‘Yuethe Rapose Anithorny Crumg, Maya Emsden 71,72,85

16 |PMIS Julie Lansford Julie Owen 27.31.96,106,107

17 |Administrative Controls Iwan Page Sameh Ghaly, Tim Lindhalm 61,68,70
46.59.65,97,58.99,100,

1% |Reorganization, Staff Analysis & Training Julie Owen, Sarmeh Ghaly Kalhy Knox 101,102,103

21

Bryan Pennington, Julle Owen

RELOCATED GROU

Emesto Chaves

Sameh Chaly, Tim Lindholm, Ivan Page

Mellie Dardedian

62,63

48,50,52,92,83,84

53,5460

Fr

Denise Longley

Bryan Penningtan

T
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List of Interviewees

2023 BP Review - Interviewees

INTERVIEWEE([s) Position Tithe Department Mode Data
Deputy Exsoutve Officer Frogram Management!
Dawid Drawies. Program Management, Program Congrol {Risk] Project Manaigement Oversight Teams AR
Exeousve Oificer, Interim
Eduando Cermanies Project Eng ng (Third-Farty fdministration| Frogram ManagementThied Farty Teams A 02
Depauty Chisf Financial Officer Siraiegic Financial Management!
Mdelissa Wang Office of Management & Budges Office of Management & Budget Telephone B2
Deputy Chiel VendonCantract Managemend Straiegic Financial Management!
Debra Avila Chief Admin Senvices Cificer Wendor Contract Management Teams G 2022
Executive Officer, Vendor/Confract Management Siraiegic Fnancial Management!
tvan Page Confract Admin-Ping MASDOOIG Wendor Conlract Management Teams GG
Executive Céficer (Inferim) Customer Experience Orifioe’
Anthooy Crumg Community Rieladons (Consiuction Foous) Community Relations Teams GIMTr2022
Executive Officer (Inferim ) Customer Expenience Offios
Maya Emsden An Asset Management & Culual Programming Al & Community Ermchement Teams fi 1 a0
Customer Expernience Offios!
Yvele Rapose Chied Communications Cficer Communications Teams i TR0
Direcior Condiguration Systems Frogram Management!
Julix Lansiond Program Control Project Controls Teams G022
&r. Executhve Officer {Interim) Planning & Development/
Emesio Chaves Enginesring (Highway Capital) Hiighwary Teams G022
Dwrector, Finanoal & Administraire Manasgement Planning & Development!
Ml Derdenan Serices (Road & Highways) Highwary Teams BI22022
Safety Cficel
Charles [Pad] Chism Darexctor, Construction Safety RisiSalety & Asset Maragement Teams BIZT2022
Deputy Chief Risk, Safety & fsset Management Safety Offiosl
Fanineth Hemandez Oficer/Risk Management FiskiSadety & Asset Manage mant Teams BI2Tr2022
Executive Officer Safety Officel
Wiary Khamsani Corporate Sade RisiSadety & Asset Maragement Teams BI2Tr2022
Deputy Execive Officer
Strategic Developmeent Salety Office/
Denise Longley {Facifties\Operations ) Asset Managsment Enterprse Transi Asset Management Teams G R0
Lr. Exsoutive Officer Program Management!
sl Cesemn Project Management Cwersght Project Manasgement Oversight Teams E23RY THMa0E2
Direcior, Financial & Administative Senvices Planning & Dewslcpment!
Philp To Exscutive Office County-wide Planning & Development Long Rangs Tran SN Teams TR0
Deputy Chief Program Maragement Officer
Tim Lindholm Ahemiate Delivery/Consinction Program Manasgsment Teams Bl
Deputy Chied Program Managemend Oficer Program Management’
Sameh Ghaly Project Management. Construction Construction Teams A0
Chief Program Management Cfficer Frogram Management!
Bryan Fenninglon Project Mamagement, Consimuciion Gonstruction Teams L panr]
Sharon Gookan Deputy Chied Executve Officer Oiffios of the CEO Teams 12752022
Exsouive Officer, inSeim Program Management/
Camiia Davis Quality Department Quality Management Teams H2NA00 42332
&r. Executive Officer, County-wide Planning &
Development Planning & Development/
David Misger Expcutive Cifice. Long Range Planning & Mobility Long Ral Train A0 Email ! Teams TETRY, TIEAR0E2
Executree Officer Program Management!
Haihy Bnox Project Confirol & Adminisiration Construction Ermnai S30QE 100322
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Evaluation Ranking of Implementation of 2016 Recommendations

O R 0 A Reca datia STABLISHED G %
0 RO He endatio
PRIOR o8
ELOM D
PR 0 0 b
1 Delivery Method Seloction & Critoria 5155768 515,57, 68 5,16.57,68
2 ‘Gonoral Roadiness 1.2,3.4.6,16,37.38,39 121637 2,38,39 4.6 12546 1637 38.35
58,79,B0.51,82 21,84,B5, 58,79,80.82,81 85, 5B,73.50.81.82 23,84 55
3 Utilities & Third Party ‘BEBT.BEES B6 57, 88,83 81 84 86,87 55,85
4 City Approvals 35.36,40.30 15,3640 LD 35,36.40.50
B Life of Project Budget ‘B,55.58,107.108 55,586,108 =107 &,55,56.107, 108
& |Risk Management 5323334 N ] EEr] 832334
T Pro g Plan 41,82 42,4547 48 42,4548 4T &1.43 #4147 83 4547 88
A7,18,19.20,21. 22,33, 24, 47,158,919, 20.21,22,23 24,
B Gt Z5.26,25,30.64 18,20, 21,22 33,24 75, 26,30 7 15.29,64 25,26 23 30,64
o IBosaard 2] 44,7374, 75, TETT,TH 44, 73,7475, 76,77, 78 #4473, 74,7576, TT.7E
10 Enforce & C© 28 - ] 28
11 Parinaring 10.91,12, 13,94 40,1942 1314 18.11.12.13,14
12 Duality Prograim &, 104 104 Lol o, 104
13 L Lavanned 51 51 51
14 g 66,67 [T 5 BEET
C. PROJECT MANAGEMENT SUPPORT
15 Public involvement 71,72,85 85 71,72 T1.TZ95
16 PMIS I7,31.96,106, 108 ZT.34,96.186,108 Z7.31,96,106, 105
17 Admiini e I 1,68, T8 E1.68,70 61,658,710
45, 58 55 97,58 99,900, (59,97 5,99, 10, 46,59,65,97,58,99, 100,
18 Ri izati Staff Analysis & Traini 401,102, 103,905 401,183,105 45,102 65 04, 18, 103
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2016 Recommendations and Management Responses

CLUSTER A:

2023 CAPITAL PROJECTS CONSTRUCTION MANAGEMENT BEST PRACTICES REVIEW
2016 RECOMMENDATIONS SORTED BY (1) CLUSTER, (2) CONNECTED PRIORITIES and (3) RECOMMENDATON NUMBER

CONNECTED PRIORITIES - PRE-PROCUREMENT PROJECT DEVELOPMENT

PRIORITY #1, DELIVERY METHOD SELECTION & CRITERIA

2018 Program Management's Initial Respanze

advance are being leamed io be applied consistently on ather projects.

2018 Rec No. 2018 Summary Recommendation 2017 Audit Response RANK
fgree. A formal project delivery ssleclion prooess. needs lo be developed and
& Corsider project defivery meihodology decision on a project-by- project basis. implememed. We are in the eardy stages of develaping this process and have akeady Addressed under PSC Task #4, Project Delivery Selection Procedure EVOLY
staried o formakze and document the decision maki DoRSS.
15 R T — [figree that he delivery mefhod seleclion nesds to be carefully analyzed for sach projecl [ oo inder PSC Task #4, Project Defivery Selection Procedure EVOLY
[See responss to recommendation #5.
57 |Assess the most effective method of project deliveny figree. See response o #5. Addressed under PEC Task #4, Project Delivery Selection Procedure EVOLY
[fgres that project delivery mefhod selection process nesds io be more formalized and
B8 Develop and implemen a delsiled decision-making process on the selection of a project defvery method thoroughly evalualed. Alse. need to siiminate “one size fits all* rules such as design Addressed under PSC Task #4. Project Delivery Salection Procedure EVOLV
cannot excesd 30% on design-buid projects. See resnonse o 85
PRIORITY #2, GENERAL READINESS
In general agees thal a checklst would be valuable o implement. 'We nesd o ressarch Addressed under PSC Task #3, Readinass Procedure. Imglem antation of FTA
1 |Adopl FTA oversight procedures and checkists for all projects. Provide Iraining and audit compliance the FTA operaling procedures mare o determine if this is a checklist that is mast Lres at manaperment’s din as jcabie “; ‘::m —— ESTAB
appropriate for Meiro projects or whether there are ather models thal can be used. P o= wpl proecls.
Agres. Should nole that a stags gabs from design i construction weukd not apply in
designbuild. Alsa, node fat the project requirements do not have (o be at 100% Addressed under PSC Task #3. Readiness Procedure. Check-paints used instead of
= Impiement a formal Stage-Gale process comipleds fo move inlo the next stage, bul gaps should be identified aleng with aplanto  (Stage-Gales ESTAS
address gaps.
Do not agres. le|e lime allocated in the project schedule for utiities (o be rzln-r?ﬂled doas Mot B N —
. N - N mead to be a major focus in the development of project schedules and will continue o be
[Allows twa (2] years lo identify and relocale ufiilies. Start third N L N .
3 - relination i Plandi E=mphasized. Howeves, imiling when engineering can stan appears arbitrary and could N clivil H £y acd . + kil EVOLY
pary coardination n Flanning significantly detay projects. Many engineering activities can procesd whils concumenly ’E':g""u:"g activlies can peoceed whie concurrenty addressing necessary utlity
addressing y ulility relocations. e
Meiro's decision lo accelerabe the timeine for delivering its capital program has piaced a significant burden on
project stakeholders. The volume and pace of consiniction far exceeds the capacity of wlility companies, 3 N . . -
4 OBk nedmars Al ST his] (it i Kaaf ip. Maln sholild confie t dewslp and lniphsnant ha::e. R:m:w of the processes used by approving agencies lo streamline the duration is :f:ies:rd under PSC Tasks #6 & #7, Risk Managemen! & Lessans Learned Program Nt gy
sirategies 1o support third parties, such as providing fnancial assistance to ulfity companies and govemment I "
enililies in omder o oblain the necessary resounces |o effectively support project delivery.
] Uiz gateway process, stakeholder engagament ram ard FTA oversight procedures figree, but do nal think this = a major problem at Metra. Will include it on readine=s Addressed under PSC Task #3, Readiness Procsdure Heeds im
@ YF . B Prag =t B checklisis tat are developed. e
[fgres that a readiness checklist is nesded thal assesses the projsct risks specific io a
design build delivery method. NOTE: While agres with the recommendation, there ans
16 [Assure readiness by using FTA OP.54 concems about some of the discussion of this tem. In general, #l ignores many af the Addressed under PSC Task #3, Readiness Procedure ESTAB
benefits of design buld and jusl focuses on the negative. Alss, queslion the statement
“whene projects have nol gane well like Crenshaw.”
ar Develop and implement executive-evel parinering (esp. Calirans) Augres. Monthiy mesting undenway ESTAB
N . . Program Managemenf's PMs are engaged in projects in the planning phase earlier and
38 Engage with ulility companies in the Planning phase Agree. are imeabviog ity comnparicn eadlior EVOLY
30 Establish quarlesly coordination meslings (esp. wi ulilities) figres, although will have lo evakiate i quariedy is the righl interval Meslings with ulility companies ane on-=going EVOLY
PRIORITY #3, UTILITIES & THIRD PARTY
" N . [ Program Managemend will assess tie use of AUR projects to support highway projects
58 |Assess the use of Advance Utility Relocation (ALIR) projects lo suppar highvway projects tgree for selected projects. o g e b e basie, ane sl impiement i feasbab. ESTAB
Cantinue o expand the best praciioes of kaving a dedicated thirty party cocsdination group and uss of advance
e ity reiocation (AUR] contracts, master ssrvice agreements with uliliies and other third parties and advance Augres. Auddressed under PEC Task #3, Readiness Review Checilisl ESTAB
identification.
[Agree that the thind party group needs |o be sized consislent with the waorkload. Gefting B
— . N Addifonal Metro staffing level was approved in the FY 18 process in addiSion lo the
an Increase Third Party Coordination Unit staffing level rzﬁlsmm#g;s approved Frough the annual budgeling process is challenging. See cariitants &% neaded BUPRO Continail eart o rfre stalling level d SpRiapiite. ESTAB
hetro ml'.l..l|ﬂ increass iis |m'=lerne|||. in wiilty ideniification by doing mose exploraiory work during early phases of e Addressed undsr PEC Task #3, Readiness Review Checklisl EvVOLY
projeci delivery (planning. preliminary enginesring).
Commumnicale uliity risk ba conbraciors figrae. Addressed under PSC Task #3, Project Readiness Procedure ESTAB
Compleie as much ubility work in advance of constuction coniract fgres whers appopriate. Ak=ady implemented, Weslside PLE Section 1 Project success in addness uliity wark in ESTAB
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018 Rec No. 2016 Summary Recommendation BT RN 2017 Audit Response RANK
N Mot sure what bype and amount of penallies are being proposed. Would need mone Gaing forward, PMs and Third Party will assess and if needed, adviss VICM to enforos
84 Enforce Uity investigations requinements and penallies Tor non- compliance | riformation on this. omeompliance alties. [BRYAN O] NEEDS IMPR
a5 |Allow more ime and coningency for identification and relocation Agres thal this should be considered on 2 projecl-by=project basis. Addressed under PSC Task #6. Risk Management ESTAB
™ [paply Far FTA fundling for AUR canracis Metn frequenty uses FTA funds for advance ulility relocations as part of the overall cost [Aleady implemenied - Metro I'rll:q.lmuyusrs FTA funds for advancs uliity relocasions as ESTAR
of a project. pari of the overall cost of a project
a7 Re-engineer the LRty Relocation process Wil investigate. Addressed under PSC Task #7, Lessons Learmed ESTAB
8B Establish a Utlity Relocalion Techralogy Azsessment Team Hawe i imvestigate whather the cost and effort (o do this would provide significant value. |Contiruous eflots i undersay 1o manitor utiity relocation t=chnology. ESTAB
Addressed under P3C Task #7, Lessons Learned, and Lessons Learmed Report re:
ag Establish a Utlity Relocalion Process npravement Team See respanss to #88. Engage Third Parties Eardy. Continuous efforts are underway to apply lessons leamed ESTAB
on ather projecs
PRIORITY 84, CITY APPROVALS
35 Develop and implement siralegic execulivesevel padnening {esp. COLA) Agree. Aleady undersay. Already implemented al Meto EWOLW
. . j ) . Mayor's Measure M 162017 Lelter io City Depls on Accounlabibty and Responsible
36 Exmcute new Master Cooperative Ageeement with City of LA Agree. Need 1o discuss with City of LA Deivery of Transportation Infrastriclns (tached) EWOLY
The Thied party Cocedination Urit shauld assess all Master Agreements, develop the recommended Melro
impravements o these agreemants, as needed, and engage wilh ulility companies o creale new master . . . "
40 [grostiants Thee cepganents t bb atcrsnplshed oigh li quisety coonirlion focligs ggesked o Agree, but will require agreement from the utiily companies. Addressed under PSC Task #3, Readiness Procadune EWOLY
|i£n| © above.
1] Establish a Legislalive/Legal Improvement Team See respanss to #88. Not acoapied by Metro - nat necessany for ullity relocation NEEDS IMPR
PRIGRITY §: LIFE OF PROJECT BUDGET
Agree. Plan o implement twa step LOP budget (Phase 1 design: Phase 2 construction)
8 Develop and implemeant an LOP with phased reassessments for design-bid-build projects. As part of the new Annual Program Evaluation procsss, Adready implemenied ai Meto EWOLY
LOP budget for ach project will be evaluaied on an annual basis,
58 [Establish Independant Cost Eslimate and Contingsncy review Agres. Addressed under PSC Tasks #3 & #5, Readiness Procedurs & Risk Managemeant ESTAB
56 Establish detailed Work Breakdown Struclure (WBS) for scheduling and budgeling Agree. Already implemented prioe o 1G audi ESTAR
. . . . . P'rogram Managemen! will determine whether to use PMIS CM for a project depending
107 Incarporale entire capital program into PMIS and Metro's reparing system Agree. Ses responss io #1086 T —— ESTAR
. . . . Program Managemant has implemented and s coninually enhancing the reporting
108 Reass=ss and implement revised exscutive-level repording reguirements Agree requirements. if needed. ESTAB
PRIORITY #6: RISK MANAGEMENT
] Incarporale risk managament into Se culture of the organization from conceplion through closeout Agree. A more formal risk management program needs o be developed. :;ﬁ;‘:‘:nﬁa:eé:fgﬂ-{;“ #E , Risk Management Program Plan, new Risk Manager EWOLY
a2 [Revise risk and conlingency procedures for all projects Agres Addressed under P3C Task #6 . Risk Managemenl NEEDS IMPR
33 Enforce peocedunes using risk to s=| contingencies for all projscts Agres [Addressed under PEC Task #6 , Risk Managsmenl NEEDS IMPR
34 Hide comtingency amounts of send a sirong mes=ags Do nol agres. Do not see this as a problem. |Recommiendation nol accepled by Meiro ESTAE
PRIORITY #7: PROJECT MANAGEMENT PLAN
4 [ Jan fa . Disagrae with the nesd for a strategic PMO, however a strategic plan as part of a Addressad in P " B MEEDS IMPR
welop and implement sirategic plan for project beam management Program Management Department's Program Management Plan will be investigated. doressed in Program Management Plan
4z S —— Agres. F:n:lglam Mmage!'nem will determine lo eslablish IPMO Tor a project depending on its ESTAR
size and complexity.
[Require all projects 1o wllize a Project Management Plan (PMP) Agree for masl lager projects. Addressed under PSC Task #3, Readiness Procadune HEEDE IMPR
. . . Management has been advised. Will address case-by-case basis, Io inslall capability Tor
45 Reduce the number of inkemal management meslings wilh project t=am Agree. e conferancing vith fiskd Stall Ihoen Cabeway ESTABR
. . — . Agree. We will research PMBOK and ofher standards (o delemine how to effectively Meto uses vanous locls and guidance required 1o delfver peoject and is nal restricted o
47 [Adept Project Managemeant Instilute (PUI) as the organizalional standard for project management omone recommendalion, iy PMI standards. EWOLY
. . . ) . . . Agree that Project Manager should be invalved throughout the project fecycle and A new S, ED, Project Management was approved in the FY 18 budge! 1o lead interface
4B [hesign  Project Manager at project iniation and em 1 wilf the authority for project decision-making empowened with decsion making authorty upan the completion of planning. During the  |with Planning beginning with environmentaliplanning phases of new Measure RIM transit ESTAB

iroughout the lifecyce.

planning phase, responsibilities should be shared with the Planning Depariment.

projects.
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2023 Follow Up Review on Implementation of 2016 Construction Best Practices Recommendations

2016 Recommendations and Management Responses Appendix 5
2016 Rec No. 2016 Summary Recommendation TG Trogram Wanagements il Responss 2017 Audit Response
CLUSTER B: CONNECTED PRIORITIES - POST-PROCUREMENT PROJECT MANAGEMENT
PRIORITY #8, CONTRACT ADMINISTRATION
|Address delays as they ocour (Couldn agree mare. It is currently being addressed. |Already in progress EVOLY
18 Establish timelines for agency response Agree. :tr:qmu-&-mm‘-uwnamneu-muamwmru ESTAB
19 Estabiish a contractor’s dally overhead rate Agree. Will need concurrence fram VendodContract Management |:wu‘m“°"mmwhm’““'mm NEEDS IMPR
Agree that a visit to SFPUC Water by Metro senior management may be valuable in
getting their insights as described in the report. Amended response: Chiel Program Mgmt Officer, Deputy Chiel Program Management
20 Establish a change control group with a strong leader Disagree. This recommendation would add o the confusion of responsbiity and Officer, and Se. EQ, Program Control meet with EO, VICM for Construction on a monthly ESTAB
accountabidity. mmwmmmumwmmmmw basis o address issues, potential disputes, and changes.
change process, with support from appropri ep #28.
21 Estabiish minimum requirements for Contract Adminstrators in the Change Control Group Agree. Will need concurmence from Vendot'Contract Management. B R A0 Chan e ESTAB
2 o c o » . Will need Fom Vi AContract M mu]iandvm'lm OGEam i N progress. (see VICM Trainng ESTAB
IChange control processes are already in placed. Program Management will delermine
|Corsistently apply change control processes Agree [the most appropriate format/form tracking for each project, depending on its size and ESTAB
Jcompieity
> stablish an audt function Agree sued under Task #3_Readiness T,
[ 25 |Estabish accounlabisty for docunent tumarcund Emes Agree_This s being tracked as pan of the Key Performance Indicators. Impiemented - tracked as parl of Key Performance Indcalors (KP1s) ESTAB
[Addressed under PSC Tasks #7. PMs in collaboration with CA is 1o be responsible of the
m*mmmhﬁqmwmmmhmwmlnmdmdwamnpm with jchange control process. Pursuant of the 1-year pilot LOP budget program for the 4 major|
) Jsupport from co-ocated from Vendor/Contract Management. AN, W ot ol iy SO YendaiCosicact S gt transit projects. sig y levels for ge orders were oes | ESTAR
attyched
[The cusrently specified timeframes should be revised 1o a more realistic meframe, and exceptions io the hard |
[durations be allowed for specal ci The ten days after nolice to subm a Time Impacl Suggest the lollowing language "Notify Metro within five calendar days of becoming Stall has lurther 1k d the and the curent i
P Analysis is unrealistic. The nolice is due at the start of a delay. but the TIA cannot be completed until the delay aware of a delay and submit a Time Impact Analysis within len calendar days if the delay |should remain unchanged. Metro has nol experienced any major complaints (schedulers NEEDS IMPR
jitself has ended or a reasonably accurate date can be forecast  Thus it is better o stale "Notify Metro within five  |can be reasonably forecas! or the delay has ended. Me¥o may provide addional time for |& contractors) lo the curment spec language/section.
calendar days of becoming aware of a delay and submil a Time impact Analysis within ten calendar day after the  |the Time Impact Analysis lo be completed al its discretion.”
jdelay has ended, can be reasonable forecast, or upon & d by the Engi sich is earber”
Use a model more lice the SFPUC best practice described above, muw;mmnnmmo&m
jchange order process, with support from profs | contract adm: that are emp d o gree with
jthe PMUCM if they are not folowing the contract. An enhancement 1o the SFPUC model Metro might consider is to
have the Field Contract Admini that hande change orders remain VCM empioyees, but deploy
[them (o the Beld in a malrix organization. To handle the volume of changes during the accelerated $408 capital
0 gram, il is also that VICM procure one or more on call Conlract Adminsiration firms to help them Wil try 1o plan a visil to SFPUC pm“".mll"ﬂ:.umlm:?‘m*:;’ma;m?:m:h ESTAB
Mﬂﬂel’lewﬂm Mlmlhu:lﬂmbmulwmmﬂ!mwwhmmmum i o F 4 Imh:“ prog
[VCM stafl Thmmammp 1 shouid be noted that projecs., sig i
jwhen st Iahn:m n- Nllm-se o be closely
mdnledwmd not only for this set of butin X with all of the proposed
jrecommendations within this report (refer 1o the Implementation roadmap within the Executive Summary for
jadditional discussion).
wmmm;muwmmmmmu Mot sure formal |Already implemented through QA Program - feedback needs o be given o
[T} Establish ent and comp into C perk are the rght app Better 1o into the quality lcontractors/consultants. Not sure formal performance appraisals are the right approach. | NEEDS IMPR
program [Betier to integrate into the quaity program
PRIORITY #9, BOARD DELEGATION -
7] [Estabiish governance model with del autharty Agree with tha approach Like the exampie escalation ladder shown 1Tmam.mmmmrn?mmm is in progress. ESTAB i
|73 limprove adherence to Metro rule (Pub. Uti. Code, Sec. 130630 3 |implemented Piot L OP Budget Program
T4 |Assess increasing Board meeting frequency Not accepled by Metro - one board meeting per month is sufficient ESTAB
75 Delegate more sutherity to Chief Exscutive Offcer (CEO) "V“ "“::::::‘“mm““““mm“‘m |Aready implemented ESTAB
requesting this from the Board
78 Reassess Board review and approval process Agree. See the response Io 874, [ Al fed - Piot ram in place ESTAB
[ 77 |The Board of Dweciors should recogrnize and support a need lor process mprovement JAgree. Through the PSC efforts, Metro has addressed the need for process improvement. ESTAB
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2016 Rec No. 2016 Summary Recormme ndation 218 Eropean Rsm agenasntie infftal mpenss 2017 Audit Respanse RANK

Chiel Program Managemeant Officer has met and exchanged infarmation on project
78 Develap and implement a Board education series Agree that this would be helpful if it could be scheduled. delivery process with Boasd members ie. Pilat LOP Budget Program, Conlingency and ESTAB
Change Activilies, Annual Program Evaluation, Program Management Plan, elc.

PRIORITY #10: ENFORCE AND COMPLIANCE

Gaing forward, Meto will enfarce contraclor compliance pursuant o contract and if NEEDS IMPR

28 Improve contracior compliance and Metro enforcement Agres. Will need concurrence from VendosiConiract Management eaded, Englament Bnancal dincenlives.

PRIORITY #11: PARTHNERING

) . Agree. However would sugges! farmal parinenng on ‘most® projects, nol -l projects. B )

10 Consider making partnering mandalory an all projects [This s alresdy underway at Metm. Already implemented al Meto on "most projects EVOLY
Medro is member of Inlermational Partnering |nsfitube. Program Management Chiefl and

" Establish a pastnering peocadural standard Agree thal partnering should be consistent across projects. Deputy Chief allend the parinering session as much as possible 1o ensure consislency in EVOLY
quality of parinering scoss peojects.

12 Litilire mwilli-tiered parnering Agres. Meto executive staff also parficipaies Already implemented at Meto EWOLY

13 Train stafl and contraciors priar io parnesing sessions Agres, this can be part of the initial parinering mesting. :::’r:uf“m :L‘E .m“l:"s' HIL“ .,::‘55"‘:::':?:::“11? ar:r;l':ur::d and made EvVOLW

Agres with post session follow-up and pre-session scorecard survey. Already being done
14 Enforce a post-partnering follow-up plan on many projects. Do nol agees with imposing conssquences. Wil lsad (o unnecessary et pled by Metra - Already being on mary projects at Metro. Do ot agree EVOLY

dispies. with imposing conssquences, which may lead lo unnecessary disputes

PRIORITY #12: QUALITY/LESSONS LEARNED

Metro ne=ds 1o begin an iniliative bo develop, updale and detall polices and procedures organizalion wide,
especially for capital project defvery and project management. Institute Suality Assurance inio all Policies and
Procedures. Institube a quarbery project review thal includes measurement of compliance to Polices and
Procedures, UMiize a Lessons Leamed program io make the results of these reviews: avail able to the wider capital
a program. Institube an annual review of Policies and Procadures o encourage confinual proosss improvemenl
Ensure thal policies and procedures are updated. The policies and procedures reviewed in #is study for example
have not been reviewed and updated in aver 2 years, and the dooumenied changes in e last twa (2) years were
ooty due o the remaming and reorganizing of departmeant such = the movemnent of the PMO from Engireesing and
Construction, 1o its awn Division.

Addressed under PSC Task #7, Lessons Learned Program Plan. As part of confinual
Agres. Have already baught the Quality Director from Denver RTD o work with staff and |process improvement, policies and procedures for capital project defiveny and project EVOLY
make recommendations. management ane being reviewed for updalesfrevisions, as required, and will be
accessible in Shanepaint.

We had the Guality Manager from Denver RTD spend some time at Metro and he made

104 |Assess the risk of Cuality Management within the Engineering & Constnuction division [ number of pertinent cbearvations, which wa rsed 1 svahuts.

Alneady implementsd al Medno ESTAB

PRIORITY #13, LESSONS LEARNED

Agree with recommendation to estabish a formal Lessons Learned Progeam, bul this can

b clcsis wilhin thes existing Prograsi Managesient Decartmest Addressed under PSC Task #7, Lessons Leamed EWOLY

i Establish formal, crganizason-wide Lessons Learmed Program

PRIORITY #14: SAFETY

Sharing wvital safety information at the Project Construcon site |evel starts with a “Bullstin
Board.” Meire's Coniraciars are required by contract and by StateiFederal safety
reguistions 1o establish a project construction site *Bulletin-Board” which displays vital
safety and ather perlinent information swch a=; Current Work Related Injurgliiness Lag,
CaliDEHA Annual Permils {ScalfoldF alseworkiVertical Shoring, Excavation & Diessl
Permits). O5HA Citalions/Disposition information, Underground Classifications,
Emergency Phone Numbers & Hot-Line Insident Reporting Information, Evacuation
Procedures, Hat Wiark Pemits, Job Salety & Health Posier and (Employee Rights &
Responsibilities).

Addl Mgmi InfoSince the focus of this study was on Construction Management activities
relsted to the corstruction of large Capital Projects, the directly aflected stakzholders are
the employees and public al the various sites whens fe construction aclivily ooours. NEEDS IMPR
Theredare, from a safety standpoint, the messaging needs bo be focused lowards the
audiencs who needs to be most awane of safely performance, and with fiose with whom
the message wil resonaie the most. Therefore, Meire's & our parines Conbraciors’
sirstegy has been o communicale the impaftance of salety and io showsase each
caipital project’s safety recard on an ca-going basis al the construction sites and in the
immedials adjacent community, rather than in the headquariers lobby, where lhere = a
transilory audience and whens il will have negligible impact. The communication of
safety effods and their esuls are done through vanous means at the sies on any given
prajects, ranging from all-hands mestings, safely barmers, safely bulletin boards, and
signage. We believe this prominent shawecasing of our collective efforts has kad a
posilive impact on the safely performance of the projects, as acknowledged in the
Consultant’s reporl

Consider installing a =afsty “lickes" in the Metn lobby, t communicate the imporance of safely o stakeholders  |Defer b safety department. Safely reminders, notifications mone appropriate at project
and the organization o applaud the success of the safety program. locations.

[-1] Incorporale safety considarations imo the updaling of design criteria, standards and specificalions Agres. Already implemented prior to 1G sudit ESTAB
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2018 Summary Recommendation 2017 Audit Responsa RANK
CLUSTER C: PROJECT MANAGEMENT SUPPORT
PRIORITY #18: PUBLIC INVOLVEMENT
=l 2016 Program Management's Initial Responsa
Recommendation 2018 SBummary Recommendation 2017 Audit Response
Ho.
- - Aegree hal Commiurity Relabons = il 1o 3 successiul project. Beleve (s & X
7 Develop strabegic Public lnvolvemenl Action Plan [ P Adrsady implemented EVOLY
72 Establish process improvement commities (o develop recommendations (surrounding the commiunity involement) (Do nol agree. Do not believe anolber commiltes s nesdad. Mot acoapied by Metra - do not beleve anather commities is needed EWOLY
a5 Establish a Capilal Praject Delivery website Project mformation is curnently avaiable on Melro website bul wil ass=ss polential Albrsady |n|p|=r.n=nll=d praject information is currently avaiable on Metro websibe, bul wil ESTAS
enhancements. assess potential enhancemenis
PRIORITY #16: PROJECT MANAGEMENT INFORMATION SYSTEM (PMIS)
a7 |aut project use PMIS contract management datai Agres that a ocm.ssl.em reparting mechanism s needed. Need o research whelher ths is| ngrar_n Managemeant will determine whether to use PMIS CM for a project depending ESTAB
baze PMS or sameshing cise. on its size and complesity.
a1 Lise PMIS on all projcts, including CM14 necord of negatialion form Agree. Will svaluats the use of PMIS b document negaliations. Frogram Management will determine whethes Lo use: PMIS CM for a project depending ESTAB
on its size and complexity.
86 Improve end-user documentation for PMES Agree o assess curent documentation for improvement. FMiE module-specific raining are avaiiable and accessible to all users in Sharepaint. ESTAE
N Fepree. Mieto will svaliats Bie rescuroes needed 1o expand U= of PMIS Tor all capfial | |Program Manag sment wil Delermine whether o use PMIS CM for 3 project dependng
i Uiz PRAIS for ail projects projects, including Highway and Regional Rail projects. on its sire and complexity. ESTAB
- L Agree. Will assess our exisling role based iraining and documentation far improvement,  (Different PMIS/CM trainings are being affzred at least quarterdy for users, induding
j Develap additional ¥raining on the use of PMIS ircduding "desk instructions®. contraciors, confiquration managsment, cortract adminstratons, eic. ESTAS
PRIORITY #17: ADMINISTRATIVE PROCESS
N Agree. While we believe e exisling processes are adequale, we agres hat il would be B
81 Improwe confiquration management and document control processes helpfl ta P — Updates o CF and dacumeant conlrl processes are already in progress. ESTAB
Whie nol a separale sechon within Program Gonbrol, [here are scheduling rescarces Akcady mmplemenied - Bere are scheduing resources avaiable wilin Program Conkol
;] Establish a scheduling ssction within Project Confrols available which perform the recommended roles and responsibililies. Will reassess who perform the recommended roles and responsibiliies. Will reassess capabilies and ESTAB
capabilities and performance for potential imaroyemend. performance for polenfial improvement
70 Estabiish close-out compliance mechanisms Agres. Abeady in-place prior to b5 audit ESTAB




T01E Program Traitial

2018 Rec Mo. 2018 Summary Recommendation 2017 Audit Response RANK
REOQRGANIZATION, STAFF ANALY SIS & TRAINING
. . . N Agree. Nead 1o do an assessment of depariment training needs Lailored o the functions  |Program Managemen! Leadership Institule (PMLI) s a raining for all project beam
[Estabish scfl skils training and development for all project leam members DI'!I;E Program Maragement Department. ? mEr?l:Ers; An:rg;sscd under PSCFTa_'.k #5 Training N " EvOLY
Implemented al Metro through PMLL |n addiion to highway lechracal skils, specific off-
sile training provided include PMI (raininglcatification, construclion management, and ESTAB
Provide siafl iraining and education in project management and higiway technical skills Agree. construction relabed legal iraining. and ITS related training.
in addition io specific contract Safeby'Security' requiremants, Mebro conducts
Consirucion Safety Orientation (C50) for newly hired employess whose job
responsibiibesitasks require fiem lo enler into on-gaing consiruction work-silezones.
irciuding underground envirorments. The salely crentation covers Metra's Core Values,
Philosophies, Documents, Safety Personnel, Funclions, Activities, Meim Construction
Safely Hisiory and Lessons-Leamed and Site Spedific issues. In addition (o an initil
CS0, Metro employees and site visitors are required to participate in safety ofentations
o review safely procedures related to Personal Proteclive Eguipment and specific
underground sell-rescuer raining prior o visiting undenground/lunnel environments.
Meto's Contraclons are required contractually to submit an Injury liness Prevention
Program and the kw mandales that Conbraciors provide specific safely Faining for their NEEDS
85 employees. The Cong f s assessed the need for the training IMPROV
lopics. thai need to be covered for Melro employees d on the tasks they perform
and has identifisd whi e. Based on this
gulatary-requined training b Metro emplayess
conducted routinely by 2 dedicaled
the various lopics. Sincs the Study
erment, Melro requires the
through the:
r Capital Projects, to pravide the
nsibdily Lo pravide all
therefar res! vanaus contraclors who
consiruct e Capital Proj Thersloes, it would be i riate for beir FTEEY
|Assess whether addiional safety raining is needad [Defer to safety departmant. whal addilisnal iraining. il any, is nesded Tor such oo rs or their employees
. . . The consullant personne| are managed by the Project Man o whose project are [Mol accepled by Metro - the consullant personnel are managed by the Project Man;
" Stall augmentation contracts managed by individual functianal depariments @ssigred as exlension of siafl. S - = S [i=] wl‘usep;'meb:;. they are assigned as exiension of staflf e - - ESTAS
[Agree. Program Managemant will contirue to support Talent Development in the Program Management has implemented Program Managemeni Leadenship Instilule and
a8 Expand paricipation of the PM Academy @ssessment of agency wide neads and enhance the PM curiculum as appropriate. See  [as sach division has implemented or in the progress of implementing own department ESTAB
response io #4585, raining.
Agree that developmenl of communications and inlerpersonal skills should be @ key
as Further devedop the P8 curriculum [component of any training program. Will work with Talen! Managemenl to enhance fie  [Program Managemen! has implemenbed Program Managemenl Leadership Instibuls ESTAB
[P'M i cuuim
100 Develap formal curiculum Tor all levels of staff Agree. See response o #48, :‘n:::?gmel; ':?rcai:;“f:?allll-:nq:g:|$: iﬁl:r‘.ﬂanagcmem Leadership ESTAB
101 Estabiish trainirg programs and tie o Rt develogment goals Apree. See respenss s #48. :E:"“"“Pk'"'"w + Pan of Program Managemsnt Leadership Insfule Training ESTAS
102 Develop and impisment o deisied staffng analysss pracess for al depertments fgﬁ;x;‘:ﬂ‘:x:‘:mﬁﬁ:ﬁﬂ?"g fow stalfis challenging. This wil fddressed undsr PEC Task #3, Readiness Review Checkist EvOLV
103 Develap stratsgic plan for the use of consultants Si:;':::;' "zzg;:’“i‘::‘{*h and describe the use of consultants inthe [, 0ot in the Progiam Managemsnt Plan ESTAB
105 Corsider devalopmend of & shep pay sy¥tans Agree. Wil reguire coardination with OME and HR. The hiring and salary process can Pl cowngrenealion sinichine progeam in progress ESTAR

be a challenge in finding and keeping good people.
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Sharing vital safety information at the Project Construction site level starts with a "Bulieting
Board * Melro's Contraciors are requrred by contract and by StateFederal safely

to a project site "Bulletin-Board” which displays vital
nhqwommmudmmma Current Work Related Injuryiliness Log.
Cal'OSHA Annual Permits (SQMMMWMM Encwlnnll)esd

E: Phone & Hot-line E
Procedures, Hot Work Permits, Job Safety & Health MsN(Emme Rights &
Responzibilites).

[Add Mgmt InfoSince the focus of ths study was on Construction Management activities
related to the construction of large Capital Projects, the directly affected stakehoiders are
the empioyees and public at the various sites where the construction activity oocurs. NEEDS IMPR
Therefore, from a safety standpoint, the messaging needs to be focused fowards the
audience who needs io be most aware of safety perfomance. and with those with whom
the ge wil the most. Therek Metro's & cur pariner Contraciors’
strategy has been o communicale the importance of safety and lo showcase each
capital project’s safety record on an on-going basis al e construction sites and in the
immedile adjacent community. rather than in the headquarters lobby. where there is a3
ransitory sudience and where it will have negligible impact. The communication of
safety efforts and their results are done through various means at the sites on any given
projects, ranging from alk-hands meetings, safety barners, safety bulletin boards, and

Consider installing a safety “licker” in the Metro lobby. lo communicate the importance of safety to stakehoiders  |Defer to safety Safety iy more appropriate al project
fand the organization to appisud the success of the salety program. locations.

signage. We believe this pr g of our ive efforts has had a
posiive impact on the safety performance of the projects, as acknowledged in the
Consultant's report

Sharing vital safety information at the Project Construcion site level starts with a "Bulieting
Board." Melro's Contraciors are required by contract and by State/F ederal safety

g o a project site “Bulletin.Board” which displays vital
safety and other pertinent information such as; Current Work Related Injuryfliness Log.
|CaOSHA Annual Permits (SQMMMVMM Excavation & Diesel
Permits ). OSHA Citations/Disposition snd C
Emergency Phone Numbers & Hot-Line lnndmlﬂm Information, Evacuation
Procedures, Hot Work Permits, Job Safety & Health Poster and (Employee Rights &
Responsibilities).

[Addl Mgmt InfoSince the focus of this study was on Construction Management activities
< ™ z related 1o the construction of large Capital Projects, the directly affected stakeholders are
&7 salety inlo the g of design criteria, standards and specifications E;::‘Eq Sulvty e Rpject the employees and public at the vanous sites where e construction activity cocurs. ESTAB

? Therefore. from a safety standpoint. the messaging needs to be focused towards the
sudience who needs lo be most aware of safely performance. and with those with whom
the wil the most. Th . Metro's & our partner Contractors’
strategy has been to communicate the importance of safety and lo showcase each
capital project’s safety record on an on-going basis al he construction sites and in the
immediste adjacent community, rather than in the headquarters lobby, where there is a
transitory audience and where it will have negligible impact. The communication of
safety efioris and thew results are done through various means at the sites on any given
projects. ranging from all-hands meetings. safety banners. safety bulletin boards. and
signage. We believe this pr g of our efforts has had a
positive impact on the safety performance of the projects, as acknowledged in the
Consultant's report

PRIORITY #10, PROJECT MANAGEMENT KPis
|Agree. |Metro’s individual Pian is in place ESTAB

assessments JAgree. |Performance metrics in Project Manager IPPs EST.

|Develop a Project Manager Performance Plan
vel ject metrics
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- 2016 Rec No. 2016 Summary Recommendation Bl EX R 2017 Audit Respanse RANK
PRIORITY #20: METRO-WIDE PROJECT OWERSIGHT
il 2016 Pragram s Initial
| Recommendation 2018 Summary Recommendation = " 2017 Audit Response
HNa.
L . . figree with the objecives of the recommendation, bul responsibilily should reside with the . “
45 Implement an organizalicn-wide project management initialive. Prograen Managerent Depariment versus & sepanse sirstagic PMO. Program Managemant Plan was developed in Oclober 2016 EWOLY
. Disagree with the: need for 2 saparate sirategic FMO. The Fh'ugr.arn. Management Program Management Depariment, with suppart from ather groups can achieve the
S0 Establish a Sirategic Program Management Office (PMO) Department, with support from other groups can achieve the objectives of a strategic objectives of a strategic PMO EVOLY

PRAC.

Mot acoepled by Meltro - disagres with the need for a separale sirategic PMO. The
52 |Assign ownership of capilal project delivery 1o the Strategic PMO Same as response o #50. Program Managemeni Depariment, with suppart from ather groups, can achieve the EWOLY
objectives of a stralegic PMO

aF Establish project metrics for compliance io polices and procedures Agres. Addressed under PEC Task #3, Project Readiness Procedure ESTAE
a3 Establish a Knowledge Management System in maintain and access all policies and procedures; Agres that policies and procedures need 1o be more widely disseminated. Using Sharepoint ESTAB
Each depariment oans responsibilty of their
a4 |All depariments own their policies and procedures, Sirabagic PMO ensures consistency, compliance and Agres on accountability for compliance with policies and procedures: but disagree on policies/procedures related io project management and capilal project delivery are EVOLY
inbegration need for strategic PMO. mccessible in Sharepoint. Updatesirevisions are supportedTadlitated by Configuratian b
Management

CLUSTER E: RELOCATED GROUPS

PRICRITY #21 HIGHWAY
2016 Summary Recommendation Bl EX R 2017 Audit Respanse
53 Incarporate IPMO structure inka highway peojects Agres for ssled highway construclion projects. Thiz was implemenied prios bo W5 audit {such as L405) ESTAE
54 Improe highway reporling process fgree has already starbed. Already implemented al Meto ESTAB
Bl Develop a Qualty Plan for highway projects Bgres . Alrmady in-place prioe bo b5 audit ESTARE
PRIORITY #22: ASSET MANAGEMENT
. . et has recently esiablished a State of Good Repair Depariment and polices are being
. . Agres. Metro has recenily established a State of Good Repair Depariment and policies N N ) N N
7 Establish Life Cycle Assel Management Program : . .- developed consistent with MAP-21 requirements. Altached is Melro's Trarsil Assel ESTAB
ane baing developad corsstent with MAP-21 requirements. Maragement Plan develaped in July 2015.
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CLUSTER A: CONNECTED PRIORITIES - PRE-PROCUREMENT PROJECT DEVELOPMENT

2023 Rec
No.

2023 Recommendation

2023 Metro Management's Response

CATEGORY #1, DELIVERY METHOD SELECTION & CRITERIA

1.1

PMG should continue to timely update policies and procedures to include the range of
alternative delivery methods currently used by Metro.

In Process: There are several new departmental policies and procedures that have been updated, such
as the Risk Management, Estimating and schedule specifications. PMG will continue working with
internal departments to update estimating spec and other controls specs. Anticipated completion
date: 12/23. Updates to the Value Engineering policy are expected to be signed by Operations in
October 2023.

CATEGORY #2, GENERAL READINESS

2.1

Metro should investigate strategic initiatives to beneficially support third parties’ cooperative
and timely assistance toward timely and cost-efficient project delivery.

In process: Metro advances cooperative agreements with municipalities along future projects. The new
MCA with the City of Los Angeles is for all projects in the City boundaries and is in final review phase,
anticipated to be complete in October 2023. A similar citywide agreement is anticipated with LADWP
next, with a target date of October 2024.

2.2

Third party utility relocation issues continue to be one of the larger reasons for change orders
and project delays. The OIG recommends the PMG partner with the Early Intervention Team
(“EIT”) to revisit the PMG’s 2016 rejection of Recommendation Nos. 3 and 6 and apply a
lessons learned approach to investigating the feasibility of initiating utility relocation work
much earlier in the pre-construction management process to remove unnecessary risk and
enhance mitigation by planning and scheduling of relocation completion prior to other project
delivery activities, without any intention of limiting or mandating when Engineering can begin.
If the progressive design build approach or other alternative delivery approach will minimize
utility impacts in the same manner as separate contracts for advanced utility relocation, the
PMG’s response should be updated.

Completed: PMG is already part of the EIT team and process and utility risk is already discussed with
the EIT. Utility relocations are a major risk for any rail project. Potholing, utility mapping, geotechnical
investigations can be done earlier. PMG has added advanced construction management staff to
support the planning team during the preconstruction process, before the environmental document is
finalized. PMG's Third Party Administration team is also included in the EIT process to assist in the
planning and scheduling of utility relocations.

The time allocated for the relocation of utilities is a major focus of the development of project delivery
schedules. However, for projects which Metro is applying for Federal funding, the earliest start date
may be dictated by the FTA New Starts Process. Alternative delivery may in some instances minimize
utility related impacts due to the flexibility of early works packages.

CATEGORY #3, UTILITIES & THIRD PARTY

3.1

Utility investigations, work, and relocations performed by Metro’s contractors or others pose
cost and schedule risks for Metro projects, including potential issues with reviews, approvals,
and oversight by the third-party utility owners. The construction contract may specify
timelines and/or sequences for utility-related work. To avoid cost and schedule impacts
caused by third parties or contractor(s), Metro should utilize legal counsel’s assistance to
mitigate the risks related to utility investigations, work, and relocations. Metro should
enhance its procedures and relationships to enable self-permitting. Transparency,
documentation, and trust are key to Metro achieving self-permitting.

In process: PMG and V/CM are working with County Counsel and other Metro stakeholders to properly
address the risks when contractors perform utility-related work on Metro projects. Metro is also
negotiating new master cooperative agreements with third-party utility owners, as well as updating of
Metro's division 1 specifications.

CATEGORY #4, CITY APPROVALS




Metro should complete a new and improved Master Cooperative Agreement between City of

In Process: A new MCA is anticipated to be completed in October 2023

4.1

Los Angeles and LA Metro.

Metro should conduct a Legislative/Legal Improvement review to determine if there are any |Current Practice: Government Relations already has a yearly process with County Counsel to conduct
4.9 legislative adjustments that would improve work or construction related requirements for legislative reviews, which solicits input from affected Departments.

transit projects and assist in better resourcing third party stakeholders impacted by (and
benefitting from) Metro capital projects.

CATEGORY #5: LIFE OF PROJECT BUDGET

Metro should focus on quickly adapting its budgeting practices for all new construction

Current Practice: The latest Metro construction market analysis is underway to provide updated

51 projects given the changing circumstances and trends of increased prices. information on the current state and conditions of the construction market and identify strategies to
control/contain costs. Report completion expected December 2023.
Metro should evaluate, assess, and document emerging financial conditions before requesting|Current Practice: Metro's risk management and cost estimating processes, which are utilized to assess
a budget change, and include an analysis in the Board request for LOP funding increases. the magnitude of any LOP budget increase, already addresses the risks posed by emerging financial
5.2 conditions. For future Board reports recommending LOP budget increases consistent with the
Measure R and Measure M Unified Cost Management Policy, PMG will continue to document its
evaluations and assessments of all costs.
Based on statements included in Board Report No. 2023-0106, Attachment A, the OIG Current Practice: The Early Intervention Team (EIT) has established a project review process that
understands that EIT Project Review Process will include multiple “intervention points” for facilitates an agency wide assessment of projects during earlier phases of project development. These
review of the Life of Project Budget. The OIG recommends the development and reviews include consideration of project forecast cost (not always LOP), applicable to the phase of
implementation of detailed procedures describing the process for LOP Budget development |project development. LOP Budget is established at later stages of project development, typically
across the project life cycle. Requests to increase the LOP make after the procurement phase |aligning with initiation or completion of engineering phases. Thus, Project Control procedures govern
53 should include a “lessons learned” justification for the increase. the oversight and tracking of the LOP.

Project control procedures were recently updated in December 2021 regarding budget and cost
forecasting. Any request to modify the LOP already includes justifications that detail causes and
notification protocols. Lessons learned associated with future LOP increases will be incorporated into
board reports. Any LOP Budget increase is subject to multi-department reviews (e.g. VCM, Planning,

otc)

CATEGORY #6: RISK MANAGEMENT

6.1

The PMG should determine whether risk management plans (whether full or “light” plans for
smaller projects” — including mitigation plans for risk findings adjusted by PMG management —
should be developed for all projects regardless of size, complexity, or use of federal funding.

Completed: Metro Project Controls Procedure PC-07 for Risk and Contingency Management was
updated in June 2023 and incorporates a scalable approach for project risk management for all project
sizes. The level of effort (LOE) for risk management is determined between the Project Manager and
Metro's Risk Manager. Project value is not necessarily the rationale for the project risk management
LOE, and smaller value projects may have significant risk that needs to be managed more robustly. Ata
minimum all projects are required to have in place, and actively manage, a project risk register.




PMG should strive to establish a progressively robust risk management culture that ensures
controlled and mitigated risk throughout the entire project life cycle.

Current Practice: Since December 2018 a full time Risk Manager has been employed to implement
effective risk management on Metro projects. Due to the expanding work load, Program Management
are expanding the Risk Management resources accordingly.

6.2
Risk management requirements have been expanded to include projects in environmental planning,
engineering, and construction, through to substantial completion and revenue service.
PMG should determine if it is beneficial for Risk Management staff to participate in lessons Completed: Since June 2023 Risk Management staff have been participating in lessons learned
6.3 learned discussions to encourage bi-directional sharing of risk-related information. This will discussions. This has resulted in Metro developing a list of generic risks that could be applied to similar

ensure knowledge will be transferred, built upon and not be lost, as mature employees retire
from Metro.

projects. PMG is also able to identify management and mitigation strategies that were applied
successfully on previous projects and apply them on active projects.

CATEGORY #7: PROJECT MANAGEMENT PLAN

7.1

CLUSTER B:
2023 Rec
No.

Revisit the 2016 Recommendations requiring all projects regardless of size or complexity to
develop and use a PMP which will standardize practices related to change management,
guality, risk and use of PMIS.

CONNECTED PRIORITIES - POST-PROCUREMENT PROJECT MANAGEMENT

2023 Recommendation

Current Practice: PMG amended the PC0O4 Project Management Plan procedure to require PMPs on all
projects with estimated total project costs greater than S100M in value (01/05/2023).

2023 Metro Management's Response

CATEGORY #8, CONTRACT ADMINISTRATION

PMG should revisit Recommendation Number 29 and review current General Conditions
requirements for contractors to submit time impact analysis ("TIA"), and the conditions when
to impose a “waiver” on untimely and improper claims that are not properly presented by the

In process: Staff is working with County Counsel to review the Changes provisions in the Contract
General Conditions including obligations to notify Metro of an event that caused a delay and promptly
submit TIAs. V/CM and PMG will work with County Counsel to determine what changes in General

8.1 contractor. Metro should review its contract language regarding the requirements for TIAs Conditions, if any, can be made regarding consequences when delay claims are not timely pursued by
and the conditions for imposing waivers, as well as opportunities to add contractual language |the Contractor. Complete by 12/15/23
emphasizing the contractor’s duty to timely submit support for impact damages and to
mitigate alleged harm.
8.2 PMG should revisit Recommendation Number 64 regarding:
Developing a formal robust Ongoing Performance Assessment Program for consultants and Will Consider: PMG and V/CM will initiate discussions with County Counsel on the possibility of
8.2A contractors that is used yearly during and at the end of the term of the contract to ensure implementing a Performance Assessment Program. Complete by 12/15/23
satisfactory and compliant performance.
Developing and utilize a Past Performance Assessment for consultants and contractors that  |Will Consider: PMG and V/CM will initiate discussions with County Counsel on the possibility of
898 allows Metro to consider the contractor’s overall contract compliance in future solicitations |implementing a Performance Assessment Program. Complete by 12/15/23
including an opportunity for contractors to respond to assessments.
8.9C Updating Metro’s General Conditions to inform consultants and contractors of performance |Will Consider: Consistent with the resolution of recommendations 8.2A and B above. Complete by

assessment actions.

12/15/23




8.2D

With regard to contractor claims for damages for delays, PMG and V/CM to work together to
review, and expand when proper, the use of construction contracts to include a “bid” daily
rate for damages that will be used to reimburse substantiated delay damages. The OIG
encourages all construction contracts to include a “bid” daily rate for damages that will be
used to reimburse substantiated delay damages.

In process: All RFPs and IFBs for construction can require daily delay rates to be bid/proposed. This is
already an existing practice on several Metro projects. Program Management practices should include
this in the pricing sheets provided to VCM for the prices to be submitted by contractors. PMG and
V/CM will engage in discussions with County Counsel on contract terms to determine the types of cost
impacts to be covered and the circumstances for payment at the contract daily rate prior to the release
of an RFP or IFB. Daily delay rates proposed by a contractor post-award are already subject to audit,
but the contract terms will be reviewed to determine if any changes are necessary. Complete by
12/15/23

CATEGORY #9, BOARD DELEGATION

Metro should continue the current practice and level of utilizing the delegated authority that

Current Practice: PMG will continue to utilize the delegated authority with internal oversight

9.1 has proven to speed up the change approval process with sufficient oversight and quality. The [consistent with Board approval in Jan 2018.
OIG will continue to monitor the change orders.
We recommend that Metro’s Management Audit Services Department do periodic audits Completed: This is an existing process. Management Audit Services, MAS, performs multiple incurred
during projects of use of funds for change orders in compliance with Metro Standards which |cost audits every year, which always include testing of material change orders, as the primary source of
9.2 will breed responsibility. cost overruns. MAS also performs performance audits and reviews of high risk Metro projects in

progress every year, which also examine change orders and the change order process, as drivers of cost
and schedule overruns.

CATEGORY #10: ENFORCE AND COMPLIANCE

PMG and V/CM should collaborate in the review of current General Conditions establishing

In process: PMG, VCM, and County Counsel are in the process of updating the standard form of

10.1 timelines and required actions for initial change matters and also for resolution of disputed  |contract. Anticipated completion March 2024.
matters.
PMG should revise CF14/Change Control to describe the internal processes regarding the In Process: CF14 has been amended to include CEO delegated authority and is being routed for
10.2 2018 CEO delegations of authority and best practices for using partnering, claims procedures |approval. Anticipated completion 10/23.
and the Dispute Resolution Board to reach finality on contested change matters.
PMG should consider tracking the Project Manager’s performance in meeting responsive Will consider: Timeliness of changes is currently tracked by Contract Administrator on most projects.
10.3 timelines for all change items (merited or not), to confirm compliance with the General Terms [Program Management and VCM will consider tracking project team performance on departmentwide
and Conditions and PMG’s policies and procedures. basis, taking into consideration that sometimes delays to changes are caused by contractors. Complete
by 12/15/23
Contracts should specify time limits for submission of claims and enforce these time limits Completed: Contract provisions for Claims already require fully prepared and certified claims to be
where legally permissible. Vendors will request time limits for Metro’s response to their submitted within 60 days from the Contractor having submitted a Notice of Intent to Claim (NOIC).
10.4 claims so Metro will need to be prepared to respond to that. Public Contract Code 9204, for all construction contracts entered into after January 1, 2017, requires

Metro to respond to the Claim within 45 days on what is merited or not merited. Since January 2017
the requirements of PCC 9204 has been incorporated into Metro construction contracts.

CATEGORY #11: PARTNERING

111

For effective partnering, Metro should develop effective internal processes for vetting issues
appropriate for the partnering process and developing an evaluation of the facts and issues.

Current Practice: PMG executive management and project managers meet prior to each partnering
meeting to discuss topics for the meeting. PMG executive management reviews and approves
partnering agendas and presentations.




Metro should implement a “Partnering Positive” culture supported by Executive
Management, in order to minimize the need to use Dispute Resolution Board hearings or to

Do litigate a disputed issue.

Current Practice: PMG executive management is actively emphasizing the importance of partnering on
all mega projects and other capital projects (based on project size). Partnering should emphasize
building trust and fostering open communication, to minimize or avoid disputes. PMG will continue to
emphasize partnering as part of its internal training.

CATEGORY #12: QUALITY/LESSONS LEARNED

PMG should review whether best practices require expanding the scope of the quality
program to include all projects, regardless of size or complexity, to participate in the

12.1 enhanced Quality Management Program, including the Lessons Learned program.

Completed: The Lessons Learned procedure has been moved from the QMO plan and procedures to
the new QMSM, rev 0 which applies to all projects regardless of size or complexity. It has been
determined that the QMO plan and procedures does not apply to small low risk projects. Completed
Dec 2022.

CATEGORY #13, LESSONS LEARNED

PMG should develop a program and culture that reports lessons learned from internal and
external management (across all groups) to those participating in capital projects and
methods to ensure regular review and revision of policies and procedures to ensure cross-
department utilization of all lessons learned to advance and build on the Metro Program
Management and improve each project as it planned, designed, developed and constructed.

13.1

Current Practice: As projects are completed, PMG is implementing its Lessons Learned process to help
with future mega projects. Anticipated completion July 2024. Scope can be expanded as other
departments are brought into the process.

CATEGORY #14: SAFETY

The Safety Group should revisit Recommendation Number 66 to determine whether there
may be opportunities to broadly communicate safety statistics across capital projects to

Completed: Safety data that is presented at the FTA quarterly meetings will be shared on the project
websites. This data will be updated every quarter to coincide with the schedule of the FTA quarterly

14.1 reflect Metro’s Safety culture and to further incentivizes contractor best practices. Sharing meetings. Completed September 2023.

statistics monthly or quarterly in the same manner COVID-19 information was shared may be

appropriate.

The Safety group along with the PMG should review the PMG’s pre-2016 safety-related Completed: Separate Memo to OIG will provides status of the pre-2016 safety-related procedures.

14.2 procedures for conformity to current industry best practice standards. Completed August 2023.
(a) PMG should verify that all projects have the updated construction safety policy. Completed: All active construction projects included the latest Construction Safety and Security
14.2A Manual and safety related General Requirements prepared by Metro Safety. Verified with Safety
September 2023.

(b) V/CM should include updated construction safety policy in future contracts. Current Practice: As part of the readiness review required by existing PMG policy, and prior to
advertising any construction contract, PMG and Metro Safety will verify that the contract documents
include the latest Construction Safety and Security Manual and safety related General Requirements.

14.2B

Furthermore, PMG, Safety, VCM, and County Counsel developed new evaluation criteria for future
RFPs based each proposers' Experience Modification Rating (EMR). Any contractor with an EMR greater
than 1.0 will be considered non-responsive (Completed July 2023)




CLUSTER C: CONNECTED PRIORITIES - PROJECT MANAGEMENT SUPPORT
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2023 Recommendation

2023 Metro Management's Response

CATEGORY #15: PUBLIC INVOLVEMENT

15.1

PMG should consult with Countywide Planning and Development to re-visit the 2016
recommendations to ensure current public outreach practices timing, and methods meet best
practice goals by addressing earlier community involvement in the planning phase,
implementing a quality and equal platform for all communities, and increasing funding for
public outreach efforts.

Will Consider: PMG will schedule a meeting with CPD and CX to review the 2016 recommendations and
ensure that Metro's public outreach plans meet the best practice goals.

CATEGORY #16: PROJECT MANAGEMENT INFORMATION SYSTEM (PMIS)

PMG should revisit whether all projects should use PMIS regardless of size or complexity

Will Consider: PMG will evaluate potential expansion of PMIS to all capital projects. Estimated

16.1
completion by June 2024.
PMG should review whether there are resources available for Oracle Unifier information Agree: PMG will create audit report that alerts for missed deadlines. Estimated completion by
16.2 reporting enhancements, for example an “Alert Report” triggered by looming (or passed) December 2023.

response deadlines.

CATEGORY #17: ADMINISTRATIVE PROCESS

17

No Recommendations

N/A

CATEGORY #18, REORGANIZATION, STAFF ANALYSIS & TRAINING

Metro should develop and implement an agency-wide initiative for attracting and retaining
construction management professionals as full-time employees and consider increasing the
ration of employees to consultants.

In Process: Program Management is partnering with Chief People Office to develop and implement an
agency-wide initiative for attracting and retaining program management professionals. Procure a
consultant to conduct an industry analysis on compensation to improve Metro's salary ranges to attract

18.1 and retain external program management professionals. To retain existing staff, evaluate Program
Management staff salaries to align compensation with current market conditions. Estimated
completion - December 31, 2024.
Metro should develop and implement a program for inviting experts to work for Metro on an [Will Consider: PMG Deputy Chiefs are already mentoring new project managers. PMG will consider
18.2 as-needed basis to mentor and train new Metro staff. hiring experienced Project Executives to supplement this effort for projects greater than S500M.
PMG should revisit the, “2017 Training Needs White Paper” prepared in response to the 2016 (In Process: The 2017 Training Needs White Paper was a draft document. PMG is currently developing a
18.3 BP Study to determine additional training needs. comprehensive Leadership Development Plan as part of Program Management Leadership Institute

(PMLI) - estimated completion March, 2024.

CATEGORY #19, - Project Management Key Performance Indicators (“KPIs”)

PMG should develop policies and procedures that describe Project Manager roles and

Current Practice: PMG will continue to reinforce roles and responsibilities of all PMG staff through

19.1

responsibilities that will be evaluated, encouraged, and strengthened. yearly Individual Performance Plans and specific training programs.

PMG should ensure that the Project Manager Performance Plan identifies and develops Current Practice: PMG continues to identify and train future leaders through support in programs such
19.2 future leaders and encourages broad expertise across the entirety of the capital project as Metro's Leadership Academy, LeadershipAPTA, and ENO programs.

construction management skillsets.
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CLUSTER D: STRATEGIC PROJECT MANAGEMENT

2023 Recommendation

2023 Metro Management's Response

CATEGORY #20: METRO-WIDE PROJECT OVERSIGHT

Metro and PMG in particular is recommended to revisit the 2016 Recommendations

In Process: PMG is expanding the existing training curriculum for Program Management to encompass

023 Rec No.

office.

CLUSTER E: RELOCATED GROUPS

2023 Recommendation

20.1 advocatln.g for the adoptllo.n. Of PMBOK principles and processes, especially in light of the Early additional management principles. PMG will continue to be an active participant in the EIT initiative.
Intervention Team (EIT) initiative.
The EIT is essentially a pre-construction initiative but the interdepartmental collaboration may|Will Consider: The EIT is constituted to cultivate an agency wide response and input during the most
be helpful post-award to provide coordination and support for problem solving. The crucial phase of the project development, where the influence on the project is the most - the Planning
0.2 interdepartmental team may be reconstituted for a revised mission that supports the field phase. Issues during construction require Subject Matter Experts in construction. The construction

phase is the implementation and execution of the construction contract. Post award, and if beneficial,
PMG will consider using the EIT as a vehicle to leverage internal departments for collaboration and
alignment.

2023 Metro Management's Response

CATEGORY #21 HIGHWAY

21.1

Since the relocation of the Highways group to the Planning department, the PMG should
collaborate with Countywide Planning and Development to ensure that Metro’s Board is
receiving complete information on highway capital projects.

Current Practice: PMG will continue to coordinate with Planning to ensure that complete and
transparent information is provided to the Board. Currently, Planning reports on all highway projects
that are administered by Caltrans and Program Management reports on all highway projects that are
administered by Metro

CATEGORY #22: ASSET MANAGEMENT

22.1

V/CM should include the contractor’s scope of work and should include collecting and
reporting asset serial numbers, warranty, and maintenance information.

In process: PMG continues to refine the maintenance and warranty process during the construction
phase. PMG will engage Metro Operations to identify pain points related to project turnover and asset
identification, and will incorporate lessons learned into future contract requirements. Complete by
12/15/23.
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