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Background
In 1996 the Washington State Department of Transportation embarked on an
initiative to employ outcome based performance measures for evaluating the
effectiveness of the Maintenance Program. The Maintenance Accountability
Process, or MAP as it has become known, is a comprehensive planning,
measuring, and managing process that provides a means for communicating to
key customers the impacts of policy and budget decisions on program service
delivery.

History
Previously, budgeting for the maintenance program was an incremental process,
based on historical expenditures, with small additions for approved decision
packages. Across the board cuts were common place because of a lack of
understanding of the base program. During the 1995 Legislative session,
legislators struggled to understand the impacts of several budget scenarios on
the statewide program. WSDOT staff was unable to adequately communicate
possible trade-offs and identify the impacts of several alternative investment
options.

What will you do with the
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Questions about Highway Maintenance

Out of frustration, the Legislature finally decided to reduce the program budget
from previously funded levels and directed WSDOT to undertake a study to
evaluate the effectiveness and efficiency of maintenance and improve program
accountability. WSDOT hired a consulting team lead by Dye Management
Group, Inc. to complete the analysis. The consulting team completed the study
in June, 1996 and provided the basis for implementation of the Maintenance
Accountability Process.
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The 1997 Legislative session was the first time MAP tools were utilized to
support the budget request for the maintenance program. WSDOT was able to
identify investment choices and the affects of those choices on the program.
WSDOT was the first agency in the state to utilize performance based budgeting.
The MAP has since become a model not only for Washington State, but for
highway maintenance programs in many other states.

Performance Budgeting Pilot Project

In 1998 the 55" Legislature placed an emphasis on the accountability of state
agencies through improved effectiveness and efficiency. The legislature directed
all transportation agencies to establish a performance based budgeting process.
An initial step would be for each agency to designate a program to pilot
performance budget tools for analysis and development of their budget for the
1999-01 biennium. The Washington State Department of Transportation
selected the M2 subprogram of the Highway Maintenance and Operations (M)
Program as the pilot project because of the early success with the MAP. Today,
MAP is an integral part of budget preparation, work planning and implementation
of M Program goals.

MAP Basics

The MAP is a continuous improvement process that is consistent with WSDOT's
Strategic Plan. It provides the tools to link strategic planning, the budget, and
maintenance service delivery. It essentially provides the means for evaluating the
effectiveness of the program, and program accountability.

Program analysis is accomplished through the use of sampling procedures that
record results of work accomplished with key maintenance activities. Utilizing
outcome based performance measures and a service level scale (A through F),
service delivery results can be rated against established benchmarks. Over time,
service levels trends can also be charted. There are currently three types of
assessments: Operational Assessment, Condition Assessment and Task
Completion (new! See below). Operational Assessment deals with the
operational side, such as how many repairs per signal were needed in a given
period of time. Condition Assessment data is collected using statistically valid,
randomly chosen sites for Field Surveys. Task Completion data is collected from
records of work required and accomplished. One of the key MAP tools is the
MAP Priority Matrix. The Matrix prioritizes maintenance activities and ranks them
according to their contribution to maintenance program goals. This document is
periodically reviewed and updated to ensure the reflection of these goals.

The MAP, through its component pieces, provides WSDOT the means to clearly
communicate to its key customers, the Legislature, the Governor, the
Transportation Commission and ultimately the tax paying public, the impact of
policy and budget decisions on program service delivery.

New Performance Metric Added

MAP Manual

In the 2009-2011 biennium, a new performance measure, task completion, was
developed to supplement the traditional LOS measure. This metric quantifies the
number of tasks needed for a specific activity each year, and how many of those
tasks were completed. The tasks can be preventive maintenance with a
scheduled frequency, or a list of existing deficiencies. LOS is expressed as the
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percentage of identified tasks that were completed. The difference between what
should have been done and what was done identifies the backlog for individual
maintenance activities. At the time of this printing, not all maintenance activities
have been quantified. Reporting using the Task Completion component began in
2010, with 8 MAP activities. The 11-13 biennium will expand the use of Task
Completion to other MAP activities.
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