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City of Austin

Office of the City Auditor
ﬂ 301 W. 20d Street, Suite 2130

P.O. Box 1088
Austin, Texas 78767-8808
(512) 974-2805, Fax: (512) 974-2078

email: oca_auditor@ci.austin.tx.us
website: http://www.cl.austin.tx.us/auditor

Date: November 18, 2008

To: Mayor and Council

From:  Stephen L. Morgan, City Auditor

Subject: Street Repair and Preventive Maintenance

| am pleased to present this audit report on street repair and preventive maintenance
practices within the Street and Bridge Division of the Public Works Department.

We found that street quality remains below the stated goal because funding issues and a
backlog of work have prevented Street and Bridge from meeting intermediate goals. The
public perception of Austin’s street condition is also relatively low.

While Street and Bridge has incorporated best practices and information technology in
the planning and measurement process, improvements can be made in the management
information system that contains planning and performance data. Despite making
informed decisions, Street and Bridge remains vulnerable to changes in market conditions
for their supply of critical materias. Also, Street and Bridge has not formalized and
updated some procedures to align them with business practices.

We have made seven recommendations designed to help Street and Bridge improve the
effectiveness of street repair and maintenance programs. Management has agreed with
all seven of the recommendations.

We appreciate the cooperation and assistance we received from staff in the Street and
Bridge Division of the Public Works Department during this audit.

Stephen L. Morgan, CIA, CGAP, CFE, CGFM
City Auditor
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COUNCIL SUMMARY

Street quality remains below the stated goal because funding issues and a backlog of
work have prevented Street and Bridge from meeting intermediate goals. Street and
Bridge' s performance goal isfor eighty percent of City streetsto be rated satisfactory as
determined by an independent, objective assessment. At the current funding level, Street
and Bridge has projected that they will reach their performance goal of having eighty
percent of streetsin satisfactory condition in 2016. Street and Bridge was unable to meet
itsintermediate goals for repair and maintenance in 2003-2007 in part due to alack of
available funding. Thereisasignificant backlog of streets requiring maintenance which
also affects the division’s ability to meet the goal.

In addition, the public perception of Austin’s street condition isrelatively low. Whilethe
public has a generally poor opinion of the quality of Austin roadways, thereisasystemin
place to determine customer satisfaction that is being used to make changes in operations.

Street and Bridge has incorporated best practices and information technology in the
planning and measurement process, but improvements can be made in the management
information system that contains planning and performance data. Street and Bridge
regularly compares its practices to determineif they arein line with best practices. Their
annual service plan is devel oped to maximize road quality with limited resources. The
performance measures used by Street and Bridge are relevant for judging performance
and making planning decisions.

Management creates performance measurement reports and uses the information in the
decision making process. Furthermore, the overall performance management system
contains measures that are reliable and adequately controlled. However, the Pavement
Management Information System (PM1S) has not had new data uploaded about street
conditions since 2005. Also, not al users of the PMIS have an adequate understanding of
the system. Information on maintenance and repair backlogs are maintained in a separate
database that is not incorporated into the PMIS.

Street and Bridge is vulnerable to changes in market conditions for their supply of critical
materials. Despite increased volatility in the materials market, Public Works has not
adjusted its procedures, leaving it vulnerable to sharp and unexpected cost increases. In
addition, Street and Bridge has not developed contingency plans for dealing with
interruptions in the supply of critical materials.

Street and Bridge has not formalized and updated some procedures to align them with
business practices. For instance, they do not perform the independent quality control
process described in their policy manual. Also, there are no formal procedures for
compiling and calculating performance measures, environmental controls for street repair
field crews are not formalized and distinct, and work log documentation lacks
completeness and standardization.
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ACTION SUMMARY
STREET REPAIR AND PREVENTIVE
MAINTENANCE

Recommendation M anagement F|>r oposed_
Text Concurrence | mplementation
Date
01. To ensurethat the backlog of projects CONCUR December 2009
that must be postponed from the service plan
are completed, the Managing Engineer of
Street and Bridge should formalize the
process for monitoring the status of
backlogged projects.
02. To make the department less CONCUR October 2009
vulnerable to the loss of key personnel, the
Managing Engineer of Street and Bridge
should increase cross training and improve
the documentation of work procedures.
The Audit and 03. To update the data used for annual CONCUR October 2010
Finance service planning, the Managing Engineer of
gorzg:“gfgp‘t’med Street and Bridge should contract with a
recommendation  consultant to perform an assessment of
number three. Austin’'s road conditions.
Formoredetalls, 04, To ensure that information from the CONCUR October 2009
fseethe MINUES — p\1|Sis reliable and personnel understand
rom the . . .
November 18" its use, the Managing Engineer of Street &
Audit and Bridge should oversee the creation of system
Finance training and a PMIS user and administrators
Committee. manual.
05. To ensurethat performance measures CONCUR October 2010

are accurate and complete, the Managing
Engineer of Street and Bridge should update
the policy manual and provide training to
the personnel who are responsible for the
measures.
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06. Toidentify possible strategiesfor CONCUR
contingency planning, the Director of Public

Works should work with the City

Purchasing Department and Street and

Bridge staff to explore arrangements to

manage costs and supply interruptions for

critical materials, including the possibility of

partnering with entities outside the City.

October 2009

07. To ensure the completeness and CONCUR
reliability of performance data, the

Managing Engineer of Street and Bridge

should direct staff to provide more

standardized and detailed information in

daily work logs.

October 2009
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BACKGROUND

Street repair and maintenance work in the City of Austin is managed and performed by
personnel in the Street and Bridge Division of Public Works. Funding for repair and
maintenance work comes from two primary sources: the transportation user fee and the general
fund. Council approved $29.25 million for street preventive maintenance activitiesin fiscal
year 2009 (see Exhibit 1).

Exhibit 1
Budgeted Dollars for Street Repair and Preventive Maintenance Activities
Program/Activity FY 09 Budget ($in millions)
Preventive M aintenance 19.45
Asphalt Overlay 7.13
Crack Seal Resurfacing 0.72
Engineering Support Services 221
Sedl Coat 9.40
Street Repair 9.80
Routine Roadways and Alley Maintenance 6.57
Utility Excavation Repair 3.23
TOTAL 29.25

Source: Approved COA budget for fiscal year 2009

Street repair and maintenance work activities include crack sealing, slurry sealing,
microsurfacing, sealcoat, and overlay. Thiswork isintended to prolong the useful life of
Austin’s street network.

Crack sealing is done when streets are in fairly good shape and involves the application of a
three-inch ribbon of tar over all the cracksin astreet. Crack sealing is done in the winter
months using the same crews that perform sealcoat work during the spring, summer and fall.

Slurry sealing and microsurfacing are also done when streets are in fairly good shape. The
work is completed by contractors since specialized equipment is required. Slurry sealingis
done only on cul-de-sacs and involves the spreading of an oil, water, and aggregate compound.
Microsurfacing is similar to athick slurry seal and is typically performed when the existing
pavement is rougher than atypical sealcoat or slurry seal candidate street, but does not warrant
an overlay.

Sealcoat work involves applying a petroleum-based emulsion (similar to tar) to the surface of a
roadway and then covering the emulsion with gravel. The main purpose of sealcoat work isto
keep moisture out of the road subsurface. This application is made to streets with moderate
distress. Sealcoat work can only be done in the warm, dry months of summer, late spring, and
early fall.



Overlay work involves the removal and replacement of the top two inches of asphalt along a
street. It isthe most expensive type of street maintenance work and is used for the streets that
arein the worst condition. Overlay work isdone by City crews year-round, but it is the type of
work where a backlog of uncompleted projects has occurred.

When a street is categorized as in unsatisfactory condition by the consultant who assesses City
streets, Street and Bridge removes it from the list of candidates for repair. The street isthen
scheduled for reconstruction by the CIP Division of Public Works. Reconstruction projects are
paid for using bond money.



OBJECTIVES, SCOPE, AND METHODOLOGY

Objectives
Our objectives for this audit were to:

e Identify the current quality levelsfor City streets and analyze the adequacy of the
actions of Street and Bridge to address contributing factors.

e Analyze whether the strategies Street and Bridge has undertaken to manage rising costs
of materials provide reasonabl e protection against increased costs and interruption of
supplies.

e Veify that stated procedures are followed and asserted controls are in place.

o Confirm that environmental procedures are adhered to

0 Assessfraud, waste, and abuse controls

o Verify operational procedures and regquirements such as performance measure
collection, service plan completion, etc.

Scope

The scope for this project included the street repair and preventive maintenance activities
performed by the Street & Bridge Division of Public Works. We assessed performance
measures, citizen feedback, work records, and service plans for the past seven years aswell as
work sites begun in FY07 and FY 08.

M ethodology
In order to perform our audit work, we used various methods:

e Analyzing quantitative and qualitative data, to confirm preliminary findings and to

verify management assertions.

Conducting interviews with management and staff.

Reviewing internaly-produced documents.

Observing work crews at job sites to verify that work was completed as planned.

Verifying completed repairs and maintenance through direct observation of streets for a

selected group of projects.

e Collecting limited cost data from the International City Manager’s Association for
comparison to the City of Austin.

We conducted this performance audit in accordance with generally accepted government
auditing standards. Those standards require that we plan and perform the audit to obtain
sufficient, appropriate evidence to provide areasonable basis for our findings and conclusions
based on our audit objectives. We believe that the evidence obtained provides a reasonable
basis for our findings and conclusions based on our audit objectives.



AUDIT RESULTS

Street quality remains below the stated goal because funding issues and a backlog of work have
prevented Street and Bridge from meeting intermediate goals. This has contributed to a public
perception of Austin’s street condition that isrelatively low. Street and Bridge has incorporated
best practices and information technology in the planning and measurement process, but
improvements are needed in the management information system that contains planning and
performance data. Street and Bridge is vulnerable to changes in market conditions for their
supply of critical materials. Finally, Street and Bridge has not formalized and updated some
procedures to align them with business practices.

Street quality remains below the stated goal because funding issuesand a
backlog of work have prevented Street and Bridge from meeting
inter mediate goals.

Currently, seventy-four percent of the streetsin Austin’s road network are in satisfactory
condition. Street and Bridge has set agoal of achieving an average of eighty percent of roads in
satisfactory condition. At the current level of funding, Street and Bridge estimates that it will
achieve this goal by 2016. Street and Bridge was unable to meet its intermediate goals for
repair and maintenance in 2003-2007 in part dueto alack of available funding. Thereisa
significant backlog of streets requiring maintenance, which also affects the division’s ability to
meet the goal .

Currently, seventy-four percent of the streetsin Austin’sroad network arein satisfactory
condition. Street and Bridge estimates that at the end of fiscal year 2008 25.5 percent of the
7,445 lane miles in the Austin street network were considered to be in unsatisfactory condition
(see Exhibit 2 on the next page, 2008 Estimated). Most of these unsatisfactory roads are
considered to be in poor condition with 1,137 miles of roadway and 756 miles are failing. Of
the roads that are considered to be in satisfactory condition, some 1,735 miles are considered to
be excellent, 1,937 are good, and 1,880 are fair.

Street and Bridge's performance goal isfor eighty percent of City streetsto berated
satisfactory as deter mined by an independent assessment done in accor dance with
objective measures. The standards were devel oped by the American Society for Testing and
Materials (ASTM). These metrics are performed by measuring the roughness of streets and
determining the degree of distress shown by the roadway. Management believes that this
measure most clearly reflects the experience felt by Austin drivers. This same street assessment
that is used to determine the percentage of roadways that are in satisfactory condition is used to
prioritize street repair work.

Many studies have shown that preventive maintenance activities extend the useful life of aroad
network. Investment in the maintenance of infrastructure is much less than the cost for
replacing failed infrastructure. Street and Bridge personnel expect Austin roads to have a 20
year lifespan before needing replacement. They report that maintenance work adds another 10
to 15 years to a street’s useful life.



At the current funding level Street and Bridge has projected that they will reach their
performance goal of having eighty per cent of streetsin satisfactory condition in 2016.
Street and Bridge arrived at this performance goal by using data from the Internationa City
Manager’ s Association that showed an average street satisfaction level of 80 percent for cities
the size of Austin. While every city is different and faces unique challenges, this benchmark
satisfaction level of 80 percent drives the operational budget for Street and Bridge.

Street and Bridge was unable to meet itsintermediate goalsfor repair and maintenancein
2003-2007 primarily dueto alack of available funding. The average percentage of the street
network receiving maintenance work for fiscal years 2003 through 2007 was 8.4 percent. Street
and Bridge has created an intermediate goal of maintaining ten percent of the streetsin Austin
per year in order to reach their target of eighty percent of streets at an acceptable level of
quality.

However, as shown in Exhibit 2 below, the level of funding for fiscal years 2003-07 was not
adequate to meet the ten percent goal or to increase the percentage of streets that were rated
satisfactory. The percentage of roads rated as satisfactory for that period remained steady at
seventy-three to seventy-four percent. With anincreased level of funding for fiscal years 2008
and 2009, Street and Bridge estimatesit will be able to increase the percent of roads rated
satisfactory to seventy-five percent.

Exhibit 2
Street and Bridge Was Unable to Make Progress towards Meeting Its Goal of Eighty

Percent of Streets in Satisfactory Condition during FY 2003-2007
Street and Bridge Estimates that the Percent of Roads in Satisfactory Condition Will Increase as the Percent of
Streets Maintained Increases for FY 08 and FY 09

80% - 12%

+ 11%
75%
10%
70% 9%
8%
65%
%

Percent of Satisfactory Streets

Percent of Streets Maintained

60% 6%

2003 2004 2005 2006 2007 2008 2009
Est Prop

Source: 2008-2009 COA Proposed Budget Executive Summary



Projections made by Street and Bridge staff indicate that providing maintenance to ten percent
of the street network per year will allow the department to increase the number of roadsin
satisfactory condition. Providing maintenance to nine percent of streets will sustain the
percentage of satisfactory roads at current levels while providing maintenance to eight percent
of the streets would make the percentage of satisfactory roads decrease.

The amount of maintenance work done on City streets each year is mainly afunction of the
funding available. Exhibit 3 below shows a comparison of Austin per capita expenditures
versus severa cities of comparable size for fiscal year 2006. Austin is towards the lower end
of thislist.

Exhibit 3
City of Austin Per Capita Paved Road Rehabilitation Expenditures in Comparison to
Cities of Similar Size

City Per Capita Expenditures (FY 06)
San Antonio $36.73
Oklahoma City $28.02
Portland $26.19
Austin $20.86
Las Vegas $17.89
Phoenix $15.93

Source: International City Manager’'s Association (ICMA) Data

Thereisasignificant backlog of streetsrequiring maintenance, which also affectsthe
division’s ability to meet the goal. Backlogs can be caused by alack of funding or by the
need to delay projects to coordinate with other entities. Both have an impact upon the
department’ s ability to achieve their target of 80 percent of the roadways in satisfactory
condition.

The main cause for abacklog of projectsislack of funding. Streets may require maintenance
work, but will not be included in the annual service plan until funding is approved. However,
the streets still require work, and so they become part of afuture year’ s service plan when the
funding is available to complete them.

Backlogs can also occur when Street and Bridge must delay work in areas where other utilities
also have projects planned. According to Street and Bridge personnel, backlogs are mainly the
result of poor communication with the Utility Coordinating Board. The Board is responsible
for coordinating the schedule of work to be done by utilities with rights-of-way when the work
reguires cuts to streets or sidewalks.

The result of these causes is that the backlog of streets requiring an asphalt overlay is
significant. More than fifty percent of the lane milesidentified as needing overlay for fiscal
year 2007 were not scheduled for treatment. In addition, twenty-seven percent of lane miles
identified as needing overlay in the fiscal year 2008 budget were not scheduled for treatment.



Street and Bridge maintains alist of the projects delayed for coordination with other utilities,
but the information is not incorporated into the division’s management information system.
While management team members indicated that incomplete work is moved to the next year’s
service plan, the process for doing so is not formalized or reported.

Not accurately tracking the backlogged projects could result in necessary work going undone
and streets falling into further disrepair. In addition, future service plans could be affected
because there would be streets in need of repair that Street and Bridge believed had already
been compl eted.

Recommendation:

01. To ensurethat the backlog of projects postponed from the service plan is completed, the
Managing Engineer of Street and Bridge should formalize the process for monitoring the
status of these projects.

MANAGEMENT RESPONSE: CONCUR. Subject to funding availability, Street and Bridge will secure
software or develop a routine for linking a database of backlogged projects with the PMIS to ensure
tracking of backlogged projects are updated, shared with impacted agencies and tracked accordingly.

The public perception of Austin’s street condition isrelatively low.

Despite the work done by Street and Bridge, the public has a generally poor opinion of the
quality of Austin roadways. Thereisasystem in place to record the customers' concerns and
feelings towards seal coat maintenance that is being used to make changes in operations.

The public has a generally poor opinion of the quality of Austin roadways. Only 40.3
percent of the popul ation was satisfied with the maintenance and repair of City streets in 2006.
The 2007 City of Austin Citizen Survey revealed that only 41 percent of respondents were
satisfied with city streets with 24.5 percent expressing a very low opinion and 35.2 saying that
they has a somewhat |ow opinions of maintenance and repair of City streets.

Thereisasystem in placeto record customer feedback on projects and usethe
information to make changesin operations. Before sealcoat work is performed in agiven
area, Street and Bridge personnel distribute flyers with a detachable customer care card that
allows citizens to provide feedback. Currently, Street and Bridge only collects customer
comment cards from customers after sealcoat operations are performed but they plan to expand
the practice to include the collection of comments about overlay, slurry seal, and crack sealing
work in the near future.

Comment cards have allowed Street and Bridge staff to follow up with unhappy customers to
try to resolve their issues. They also alow management to make operational changes
accordingly. For example, to help reduce the number of complaints about |oose rocks hitting
windshields, they hooked “skirts” to the trucks to help catch loose rocks. Street and Bridge are
unable to determine the amount of operational changes that need to be made for any other

mai ntenance type besides sealcoat work because there are currently no customer comment data
collected for those specific maintenance types.



Street and Bridge hasincor porated best practices and information
technology in the planning and measurement process, but improvements can
be made in planning and perfor mance data and supporting procedures.

Street and Bridge has incorporated best practices from other entitiesin its planning and
measurement processes. For example, the annual service plan is developed to achieve the godl
of maximizing road quality within the constraint of available funding, and the plan takesinto
account available personnel and the conditions necessary to complete work. Street and Bridge
personnel use relevant performance measures for judging performance and making planning
decisions. In addition, management creates performance measurement reports and uses the
information in the decision making process.

Street and Bridge has also devel oped a management information system and uses it to make
informed planning decisions. However, information on street conditions has not been updated
in the management information system since 2005, and information on backlogged projectsis
maintained in a separate database. In addition, not all users of the management information
system have an adequate understanding of the inputs and outputs. Finally, Street and Bridge
does not have formal procedures for compiling and cal culating performance measures.

Street and Bridge regularly comparesits practicesto those of other local governmentsand
industry expertsto determineif they arein line with best practices. Street and Bridge
follows guiddlines published by the Project Management Institute, the Asphalt Institute, Texas
Department of Transportation, and the US Department of Transportation. 1n addition,
management has been meeting with other local governmental street maintenance experts to
share experiences and lessons learned with agoal of finding solutions to common problems.

Street and Bridge maintains benchmark comparisons for reporting of overall levels of quality
and costs per mile. The policies and procedures developed by Street and Bridge link directly to
their performance measures.

Theannual service plan is developed to achieve the goal of maximizing road quality
within the constraint of available funding. The service plan is developed using two essential
inputs: the road condition and the amount of funding that is available. The Street and Bridge
management team uses its Pavement Management Information System (PMIS, discussed later
in this report) to derive the mix of work to be done that maximizes road condition. Using data
from the PMIS, they perform a multivariate analysis using severa constraints such as the cost
of performing the work in-house versus using contractors, the number of City crews and
equipment that are available, and the time required for each type of maintenance work. The
goa of thisanalysisisto achieve the goa of having 80 percent of roads in satisfactory
condition.

In analyzing Street and Bridge' s planning methodologies, we noted that most of the planning,
financia analysis, and performance measurement work is dependent upon source data provided
by one person. While no significant errorsin this data were noted during the course of our
work, there should still be cross training to allow more individuals within the division to gain a
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full understanding of the planning and measurement processes related to repair and
maintenance.

02. To make the department less vulnerable to the loss of key personnel, the Managing
Engineer of Street and Bridge should increase cross training and improve the
documentation of work procedures.

MANAGEMENT RESPONSE: CONCUR. Street and Bridge will develop a succession plan of key
positions within the division. The plan will include a training curriculum of each key position identified
and include parties interested from other divisions within the Public Works department.

Theannual service plan takesinto account available personnel and the conditions
necessary to complete work. Asapart of planning, Street and Bridge assembles appropriate
teams to perform the road maintenance work at the best times of the year for that particular
application. This plan is made based upon data collected about the condition of the roads and
prioritizes those roads based upon need within the constraints of available funding levels.

By taking personnel and weather information into account, Street and Bridge is ableto
maximize the outputs of its operational staff. Operationa staff includes one overlay team and
two sealcoat teams. Overlay work is performed year round, while the seal coat teams perform
sealcoat during the summer months and switch to crack sealing during the winter.

The performance measures used by Street and Bridge areredevant for judging

per formance and making planning decisions. The measures arein line with industry best
practices. Street and Bridge maintains data to monitor multiple aspects of the department and
provide information on both the effectiveness and efficiency of operations. Thedivision
measures direct and indirect cost drivers, worker performance, outputs in the form of lane miles
completed and outcomes in the form of road quality and customer satisfaction.

M anagement cr eates per formance measur ement reports and uses the infor mation in the
decision making process. Street and Bridge uses performance measurement to manage the
planning and execution of projects as well as to monitor the progress towards meeting their
goas. The performance measures are checked quarterly to seeif they are within a certain
tolerance level before being reported to upper management. If the information being measured
is outside of the tolerance level, they use this information to make decisions to change their
operations.

The performance measurement system isreliable and has adequate controls. As part of
our work, we verified the accuracy of the calculation of Street and Bridge' s performance
measures for 2002-2007 and found no significant errors. In addition, we tested the reliability of
the reporting procedures for lane miles completed through direct observations of street
maintenance work. We selected ajudgmental sample of 45 projects from the 2007 service plan
where Street and Bridge reported that work was done. We found no major discrepancies that
were not explained by project engineers.
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Data are submitted by field superintendents and entered by the Administrative Manager and
Financial Consultant. The Supervising Engineer and Accountant Senior construct spreadsheets
fromthedata. The Financial Consultant and Acting Financial Manager review this data, which
is given to management for monthly meetings with superintendents.

Street and Bridge has developed a management infor mation system and usesit to make
informed planning decisions. The software system in place for planning and assigning
responsibility for road maintenance operations is called the Pavement Management Information
System (PM1S). This softwareis used to plan work and develop a service plan whichis
assigned to operational teams.

PMISis arelational database developed from the Pavement Management Administration
database and incorporates almost all of the elements of the decision tree used by engineersto
select the most appropriate roads for street maintenance. Street and Bridge relies heavily upon
PMIS to give them alist of recommended roads that will be discussed by the management team
for inclusion in their annual service plan.

PMISis used by Street and Bridge to apply the Pavement Quality Index consistently to al City
streets. The Pavement Quality Index is comprised of the Riding Comfort Index and the Surface
Distress Index. Applying a consistent standard to all City streets allows Street and Bridge to
plan and prioritize repair and maintenance projects for maximum benefit.

Data on street conditions has not been updated in PMIS since 2005 and infor mation on
backlogged projectsis maintained in a separ ate database. Thisisimportant because data
from PMISisused in planning and assigning work. The last street assessment done by an
independent consultant was completed in 2005. However, an outside consultant is supposed to
assess half the streets each year to provide updated information on street conditions. In
addition, a status report was supposed to be presented to Council in 2008 but was not.

In addition to not having atimely street assessment, Street and Bridge has not incorporated the
tracking of projects backlogged due to coordination with other entities into the PMIS. Instead,
thisinformation is maintained in a separate database that is not tied to the PMIS. This data
must be incorporated into the planning process manually. We addressed this situation in
Recommendation 1 to this report.

The assessment of road conditions has been done by an experienced independent consultant in
order to have acomplete and timely set of data describing the conditions of Austin’s roadways.
Planning and prioritization of efforts towards maintaining the streets that need it most is very
difficult to do without this inventory of the condition of Austin’s streets. According to Street
and Bridge personnel, street conditions do not deteriorate dramatically from year to year so the
impact of this delayed assessment may not be great. However, until a new assessment is
performed, Street and Bridge does not have a clear and current picture of the true condition of
Austin’s streets to make their planning decisions.

12



Recommendation:

03. To update the data used for annual service planning, the Managing Engineer of Street and
Bridge should contract with a consultant to perform an assessment of Austin’s road
conditions.

MANAGEMENT RESPONSE: CONCUR. Subject to funding availability, Street and Bridge will secure
services for collecting road condition data on half of the street inventory every other year.

Few users of the Pavement M anagement | nformation System have an adequate

under standing of the system. Currently, only one person in Street and Bridge has a complete
understanding of the PMIS. That person is responsible both for inputting data in the system and
mani pulating the data to produce the outputs. Thereis not a second person who istrained to
input data on the system or create the outputs. In addition, thereis no training for users on how
the information is used for planning or performance measurement.

Street & Bridge should have adequate and up-to-date manuals documenting procedures for
using PMIS. The best manuals divide the instructions between that which is useful for people
who work with the inputs and outputs from the system and those who serve as system analysts
or administrators. Currently, thereis no accessible documentation for working with PMIS other
than adata dictionary.

Recommendations

04. To ensure that information from the PMIS is reliable and personnel understand its use, the
Managing Engineer of Street & Bridge should oversee the creation of system training and
aPMISusers’ and administrators’ manual.

MANAGEMENT RESPONSE: CONCUR. Based on the current application, Street and Bridge will
develop a Pavement Management Information System (PMIS) User’s Guide. The guide will include how
the system is used to generate a candidate list of streets and how the list is used to generate a
recommended strategy for maintenance. Upon completion of the guide, Street and Bridge will train
employees on its use.

Thereareno formal proceduresfor compiling and calculating perfor mance measures. As
aresult, performance measure spreadsheets contained calcul ation and data entry errors. While
these errors were not significant, Street and Bridge should have adequate and up-to-date
procedures for collecting and cal culating performance measures.

The policy manual has not been updated since 2003. Consequently, many of the policies are
out-of-date. Multiple staff members have worked on performance measuresin the past and are
ableto step in if the financial manager in charge of performance measurement is unavailable.
However, Street and Bridge does not have sufficient cross-training or backup for key positions
to ensure consistent performance in case of sudden personnel changes or unavailability.
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Recommendation:

05. To ensure that performance measures are accurate and complete, the Managing Engineer
of Street and Bridge should update the policy manua and provide training to the personnel
who are responsible for the measures.

MANAGEMENT RESPONSE: CONCUR. Street and Bridge will develop a manual that identifies what
performance measures are captured and how they are calculated. The manual will include forms used
by employees. Upon completion of the manual, update the policy and train employees on capturing
data for generating performance measures.

Street and Bridgeisvulnerableto changesin market conditionsfor their
supply of critical materials.

Public Works has not adjusted its procedures to match the changes in the market, leaving it
vulnerable to sharp and unexpected cost increases. In addition, Street and Bridge has not
developed contingency plans that include procedures for dealing with interruptionsin the
supply of critical materials.

Public Wor ks has not adjusted its proceduresto match the changesin the market, leaving
it vulnerableto sharp and unexpected cost increases. Management recognizes that rising
material costs are one of the most significant obstacles facing the department. However, thus far
they have only responded to cost increases by submitting budget requests for additional funding
to cover expenses. Public Works should be devel oping strategies for both procurement and
operations to reduce the impact of rising materials costs. Street and Bridge identified rising
petroleum prices as an organizational threat in 2007 but did not create a backup plan for
acquiring materials.

Theincreased volatility in the materials market is new and relatively unprecedented, so there
are no administrative structuresin place to respond to the current situation. Continuing price
increases at current rates will result in either areduction in service or a need to find additional
or alternative funding sources, such as increasing the Transportation User Fee beyond what was
approved in the FY 2009 budget.

Street and Bridge has not developed contingency plansthat include procedures for

dealing with interruptionsin the supply of critical materials. Public Works has no plans for
supply disruptions beyond the standard procedures for emergency procurements. The
bankruptcy of a key supplier in 2008 resulted in a cost that was 235 percent and $504,000
higher than the price which Street and Bridge normally paid for the materials. It aso resultedin
more than aweek without seal coat work. Cost per lane mile rose, because the emergency
contract was more expensive and transport costs were higher. Any future supply disruptions
will likely have similar effects.

Given the new volatility in construction commodities markets, the small number of suppliers
for many crucial materials, and the bankruptcy of firms and their consequent effects on
operations, Public Works should develop a contingency plan to mitigate the effects of future
supply disruptions.
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Recommendation:

06. To identify possible strategies for contingency planning, the Director of Public Works
should work with the City Purchasing Department and Street and Bridge staff to explore
arrangements to manage costs and supply interruptions for critical materials, including the
possibility of partnering with entities outside the City.

MANAGEMENT RESPONSE: CONCUR. Street and Bridge will meet with other agencies (i.e. TXDOT,
Travis and Williamson County) to discuss the possibility of areas to be impacted and to consider
developing and/or updating an Interlocal Agreement for labor, material and equipment.

Street and Bridge has not formalized and updated some proceduresto align
them with business practices.

While Street and Bridge has adopted strong policies and procedures, the implementation of
these controls could be strengthened. Street and Bridge does not perform the independent
quality control process described in their policy manual. In addition, there are no formal
procedures for compiling and calculating performance measures. Environmenta controls for
street repair field crews are not formalized and distinct. Finally, work log documentation lacks
compl eteness and standardization.

Street and Bridge does not perform theindependent quality control process described in
their policy manual. Street and Bridge does not appear to be following its own polices that
outline an internal quality assessment process. According to the policy, various teams within the
division are responsible for quality review. Instead, al quality control is done by onsite
supervisors who are able to make corrections on the spot and have the most experience doing
the work to ensure its quality. However, the segregation of duties for reviewing and performing
work would help to improve operational controls.

Environmental controlsfor street repair field crews are not formalized and distinct.
There are no documented procedures for addressing environmental issues as part of completing
maintenance and repair projects. However, environmental risk is mitigated in severa ways.
Street and Bridge field personnel are made aware of environmental risks and the procedures for
reducing risk through annual training, instruction from field supervisors, and compliance
language contained in the General Work Permit.

Environmental risks are further mitigated through inspections completed by the Watershed
Protection and Devel opment Review inspectors, although the inspections may not be complete
or formal due to the short amount of time that it takes to complete a maintenance project.

The largest environmental threats caused by street maintenance activities are the pollution of
waterways that comes from vacuuming the streets after seal coating. A secondary problem
comes from not installing dikes that would prevent debris and sediment from going into
wastewater storm drains. Environmental issues can range from noise to dust to rocks that come
as aresult of normal street maintenance work activities, but these have been identified as lower
risk activities.
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Work log documentation lacks completeness and standar dization. Data from the work logs
reviewed was often general and lacked important information such as the name of the street
where work was occurring. This datais the basis for many of the performance measures.
Therefore, it must be accurate and compl ete to ensure that the measures are reliable. To ensure
that information is accurate, project managers should train employees on filling out the logs and
monitor the logs to make sure they are completed properly.

Recommendation:

07. To ensure the completeness and reliability of performance data, the Managing Engineer of
Street and Bridge should direct staff to provide more standardized and detailed information
in daily work logs.

MANAGEMENT RESPONSE: CONCUR. Street and Bridge will update existing daily work logs,
including developing a written procedure for filling out forms and transferring data to a database for
generating reports and/or performance measures. A select group of employees from each program (i.e.
repairs, preventive maintenance, etc.) will help update the existing forms by which a revised
methodology will be developed for capturing data and generating performance measures.
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MEMORANDUM

TO: Doug Whitworth, CGAP
Office of the City Auditor

FROM: Howard S. Lazarus, PE, Directdt |/ /7/<)//
Public Works Department — - &.._//
DATE: November 12, 2008

SUBJECT: Action Plan - Street Repair and Preventive Maintenance Audit

As per the audit of Street and Bridge, attached is the Action Plan with the seven
recommendations for the Street Repair and Preventive Maintenance Audit in which four
are already underway. The spreadsheet outlines recommendations, proposed strategies
for implementation and proposed dates. Should you have additional questions, please
contact David Magana at 974-7042.

cc: Robert Goode, PE, Assistant City Manager
Bill Gardner, PE, Chief Engineer, Public Works
David Magana, PE, Street and Bridge Division Manager, Public Works
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ACTION PLAN

Street Repair and Preventive Maintenance Audit

Responsible Proposed
Recye RECOMMENDATION Proposed Strategies for Status of Per son/ Phone|l mplementation
# TEXT Concurrence I mplementation Strategies Number Date
01 | To ensurethat backlog of projects Subject to funding
that must be postponed from the i’g'cva:r'é'g ;:\/C;f R
srvice plan are completed, the routine for linki ng%
Managing Engineer of Street and database of backlogged _ )
Bridge should formaize the Yes projects with the PMIS to Underway Dag;(il\;ldag;n @ | December 2009
process for monitoring the status ;e)nstilretra:dking_oft
P aCKl O rojects are
of backlogged projects. updateg%wa? eof o
impacted agencies and
tracked accordingly.
02 | To make the department less Develop asuccession plan
vulnerable to the loss of key of key positions within the
personnel, the Managing Engineer |drl1\é||3 i tTr gimg” will
of Street and Bridge should curriculum of each key Underway David Magarfia
increase cross training and Yes position identified and 974-7042 October 2009
improve the documentation of include partiesinterested
work procedures. from other divisions within
the Public Works
department.
03 | To update the data used for annual Subject to funding
service planning, the Managing g’\“/ :gg's';tgr Sgﬁ‘;’gm oad
Engineer of Street and Bridge Yes condition data on haI? of Planned DavidMagafia | 5. 1 5610
should contract with a consultant the Street inventory every 974-7042
to perform an assessment of other year.
Austin’sroad conditions.
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Responsible

Proposed

Rec] RECOMMENDATION Proposed Strategies for Status of Per son/ Phone|l mplementation
# TEXT Concurrence I mplementation Strategies Number Date
04 | To ensure that information from Based on the current
the PMISis reliable and personnel application, develop a
understand its use, the Managing ﬁgﬂ;ﬂw g;ge?nmm
Engineer of Street & Bridge (PM1S) User's Guide. The
should oversee the creation of guide will include how the
ini y stem is used to generate Underw David Magafa
?nﬁ?ﬂr;:ﬁlgpgtﬂq ;Zq'\ﬂ;s Heers Yes ;ycandidate list ofgstreets i 974—7;4?2 October 2009
and how thelist isused to
generate a recommended
strategy for maintenance.
Upon compl etion of the
guide, train employees on
its use.
05 | To ensure that performance Develop amanual that
measures are accurate and identifies what
complete, the Managing Engineer Egpiﬁ:rgdanaﬁﬁ ?fvﬁ:; e
of Street and Bridge should calculated. The manual
update the policy manua and Ves will include forms used by Planned David Magafia October 2009
provide training to the personnel employees. Upon 974-7042

who are responsible for the
measures.

completion of the manual,
update the policy and train
employees on capturing
datafor generating
performance measures.
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Responsible

Proposed

Rec] RECOMMENDATION Proposed Strategies for Status of Per son/ Phone|l mplementation
# TEXT Concurrence I mplementation Strategies Number Date
06 | To identify possible strategies for Meet with other agencies
contingency planning, the 3\-/‘5-' &DSSJ’CZL?:{S ‘:‘(’)‘d
Di rector of Publ ic Works sl_qoul d discuss the possibility of
work with the City Purchasing areas to be impacted and to
Department and Street and Bridge consider developing and/or , .
staff to explore arrangements to Yes updating an Interlocal Planned Dag;‘i_'\;'gf;”a October 2009
manage costs and supply Agreement for labor,
interruptions for critical materials, material and equipment.
including the possibility of
partnering with entities outside the
City.
07 | To ensure the compl eteness and Update existing daily work
reliability of performance data, logs, including developing
the Managing Engineer of Street g |V|\|' L'gfﬂf ;gfriiu;ﬁ(j o
and Bridge should direct staff to transferring datato a
provide more standardized and database for generating
detailed information in daily work reports and/or performance
Iogs. measures. A select group David Magafia
Yes of empl oyees frorr_1 each Underway 974-7042 October 2009
program (|.e. repars,
preventive maintenance,
etc.) will help update the
existing forms by which a
revised methodol ogy will
be devel oped for capturing
data and generating
performance measures.
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Concurrence: concur, partially concur, or disagree.

I [12/08

Date
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