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1. Purpose of the task force

· To improve relations and coordination between GDOT & Consultants and to better understand baseline schedules, creation of those schedules and roles of all involved.
2. General Discussion






         
· Discuss task force responses to topics identified in previous meeting
· Identify points of conflict in each GDOT Department and develop solutions

· Identify breakdowns in communication between consultants and GDOT PMs

3. Meeting Notes

· Different expectations and lack of communication seem to be the main issues relating to schedule 

· Understanding GDOT expectations is key

· Successful communication is critical

· GDOT expects consultant PMs to understand the process

· GDOT expects consultant PMs to be asking appropriate questions and managing

· The consultant is responsible for delivery 
· When major schedule issues arise, a root cause analysis should be performed to determine the cause

· GDOT SMEs are overloaded and cannot make the time required to review schedules

· Are GDOT SME’s accountable as a project team member to respond per the P6 schedule?  
· To better manage schedules, GDOT and Consultants need to be willing to discuss solutions/options openly

· There are often missing tasks on the P6 schedule that drive schedule (traffic, utilities, etc.)
· Delays in procurement continue to be an issue with schedules

· GDOT SMEs don’t always have project specific information to determine accurate schedules

· PCRF process/procedure and time are a major issue 

· PMs tend to avoid PCRFs because of the difficulty to get one approved and the time it takes

· The PCRF process was developed to be difficult.  Then escalation memos were implemented and the PCRF became the formalizing of the schedule change.

· There needs to be better communication between GDOT and Consultant PMs

· PMs need to evaluate schedule milestones monthly, discuss recovery and escalate as need.

· Can we develop a process/procedure that outlines steps to take when a schedule issue arises?  

· GDOT and consultant PMs need to agree to the schedule at NTP.  If not, there will be issues throughout the process. 

· Consultants are often told they cannot change the schedule

· PMs need to account for a 9-month minimum procurement process

· GDOT is working on a common P6 format that can be shared with Consultants

· A successful project will have PMs on both sides that know PDP schedules and how to drive them

· Consultant PM concerns are often ignored or communicated
· Program Control is mostly involved on the front end and has limited control of schedule after NTP

· It is easy to change a schedule with a PCRF – Program Controls

· Office of Environmental services made great strides over last few years to address environmental schedule challenges.  Environmental consultants are updating TPOR/P6 monthly and directly into GDOT software.  How can the OES model be applied to OPD?

4. Next Meeting Focus
·  Discuss developing updated PCRF procedure
· Communication/Expectations
· Discuss training opportunities

· Identify differences in schedule maintenance for different programs

· Traffic, Bridge, Capital Projects, etc.
5. Summary of Issues Identified by task force






         
· Project team education of each office metrics and project milestones

· Develop a better escalation process for communicating issues/risks to GDOT

· Elimination of PM development of initial schedules

· Critical education for timely submittals of NTP Shift Requests/PCRFs and when it’s appropriate to submit 

· Education on PCRF process and identify the GDOT PMs issues with the process in order to develop a more streamlined approach.

· Education on milestone dates vs activity dates

· Develop post project schedule evaluation process.

· Identify points of conflict in each group and develop solutions

· Identify breakdowns in communication between consultants and GDOT PMs

· Revise P6 activity names to clearly identify consultant vs GDOT responsibilities

6. Next Meeting
· Next Task Force meeting TBD
