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Field Guide to Partnering on WSDOT Projects

Foreword

The WSDOT has a rich history of partnering that dates to the late 1980’s. In the early 1980’s, a claims
explosion took place in the construction industry. WSDOT and many public owners struggled to complete
projects on time and often those projects were plagued with claims which often turned into litigation. At
that time, WSDOT had multiple staff dedicated to dealing with these claims and litigation. WSDOT
responded to the growth in claims with training on claims analysis and dispute avoidance and
implemented disputes review boards. This greatly reduced the number of claims, but the trust and respect
between WSDOT and its contractors had greatly deteriorated.

WSDOT sought to improve. By 1990, WSDOT had begun embracing partnering on many projects and was
vigorously training staff and contractors on the same principles that you'll find in this manual today. The
WSDOT released the first manual on the topic called Managing Conflict on Construction Projects
(Partnering) in July 1993.

That manual included a history of partnering written by Norman C. Anderson, the Chief Construction
Engineer and leader of WSDOT’s partnering efforts. It said, “We believe that adversarial relationships
between owners and contractors is a root cause of claims. Also, adversarial relationships add unnecessary
frictional costs to our industry. ... In the Fall of 1989, the WSDOT decided to attack those adversarial
relationships and adopted the following strategic management objective: ‘ENCOURAGE A
CONTRACTOR/WSDOT PARTNERSHIP ATTITUDE TO FACILITATE SUCCESSFUL COMPLETION OF ALL
TRANSPORTATION CONSTRUCTION PROJECTS"”.

The information in this manual represents the best practices and fundamental principles that WSDOT and
its contractors have developed over the past 35 years. This field guide is written for both WSDOT and the
Contractor’s personnel to convey WSDOT’s and the construction industry’s commitment to partnering.

If you have questions or comments regarding this Partnering Field Guide, please direct them to the WSDOT
State Construction Office:

DOTConstruction@wsdot.wa.gov

(360) 705-7820
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1 PARTNERING, OUR WAY OF DOING BUSINESS

1.1 WEARE COMMITTED

This field guide is intended to promote the success of partnering relationships on WSDOT construction
projects. WSDOT and the Construction Industry are committed to making partnering the way we do
business. We want to give you the tools for successful partnering.

In this field guide you will find a description of many partnering concepts and processes. If you are ever
in doubt as to what to do, please ask. Your manager can help you can seek out books on the topic or
talk to peers who have a reputation for successfully partnering their projects. But remember, you can’t
partner if you don’t know and understand what partnering is. Find help if you need it because it’s up
to you to make partnering the way we do business.

1.2 SEEKING FAIRNESS

Fair does not mean waiving contract requirements or bending the rules. Fair means timely decision
making, open communication and mitigating each other’s problemes. It is your job to be fair and to act
in good faith while seeking resolution to project issues and problems. If this objective is kept in the
forefront, solutions will follow.

These concepts, fairness and doing what is best for the project, are basic guidelines for partnering

success. It takes discipline and perseverance to keep these two principles in mind in the heat of conflict,
but it will pay off.

1.3 WHAT IS PARTNERING?

Partnering is a way of conducting business in which
two or more organizations make long-term

Who wins here?

commitments to achieve mutual goals. This requires
team-based relationships utilizing open
communication among the participants based on
trust, understanding, and teamwork.

Partnering is a relationship in which:

communications are]
expected from all

e Trust and open
encouraged and
participants.

e All parties address and resolve issues and
problems promptly and at the lowest]
possible level. They strive to develop|
solutions that are agreeable and meet the|

needs of everyone involved (win-win

The resident engineer watched with arms folded as
the contractor’s crew began a complicated concrete
pour. He shook his head and said, “They’ll never make
their schedule with that equipment. The bucket is too
small and they’ll need another crane — they’ll spend
all their time filling buckets instead of pouring
concrete.” He turned and walked back to the
management office, mentally preparing to deny the
request for a time extension that he knew would be
coming. Why didn’t he let the contractor’s project
manager know of his concern? “That’s their
responsibility. They’ll find out soon enough!”

U.S. Army Corps of Engineers — Pamphlet-91-ADR-P-4

approach).

e All parties have identified common goals for the partnership and at the same time
are aware of and respect each other’s goals and values.
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e Partners seek input from each other to find better solutions to the problems and issues at hand.
This creates synergy in the relationship that fosters cooperation and improves the productivity
of the partnership.

1.4 WIN-WIN NEGOTIATIONS
Too often people think of a win-win solution as “splitting the difference” so both parties share the pain.
In fact, a win-win solution is where both parties get what they need and their true interests in the
outcome have been satisfied as well as the interest of the project.

For example, the contractor demands additional compensation when they discover the 15-foot-wide
work area shown on the plans is only 5 feet. The Project Engineer (PE) states that although the plans
may be wrong, the available work area was obvious to all bidders visiting the site.

In a lose-lose scenario, the contractor does the work as planned and files a claim that is settled in the
future by sharing the cost since at that time both sides see the vulnerability of their positions.

In a win-win agreement, the contractor may state that he only needs 10 of the 15 feet and both the PE
and contractor, looking at traffic windows, staging, and environmental permits, find a way to obtain the
additional 5 feet.

The key is to do this before the work is done and the money is spent and to brainstorm many different
options. Delaying the negotiations or discussion of a dispute until after the work is complete frequently
results in a strict debate over financial responsibility.

1.5 PARTNERING OBJECTIVES

Owners of construction projects across the country pay tens of millions of dollars each year in interest
and legal costs for claims that remain unresolved for long periods of time. This is money that could be
used to fund additional projects. WSDOT is no exception. For contractors, unresolved claims mean fewer
funds to reinvest in other enterprises, and, in extreme cases, may even threaten their companies’
existence. Affecting both owners and contractors, beyond money and often even more damaging, are
the negative attitudes and damaged working relationships that result when issues and claims remain
unresolved.

The result is poor communication and lost productivity. This is the classic lose-lose situation. The
objective of partnering is to prevent these outcomes. Without partnering, both WSDOT and the
Contractor are gambling that they will be able to convince a third party, dispute review board, or
arbitrator of their position months or years later. This is a huge risk and a loss of control of the outcome.

The use of partnering in the public sector has grown significantly in recent years. Some of the following
objectives for partnering are:

e Claims mitigated and resolved promptly e Reduced delays
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e Safer projects e Higher quality
e Environmental compliance e Reduced total project costs
e Increased job satisfaction e Affirmative public opinion

1.6 PARTNERING VALUES
What we value, we do. Each project has its own culture, its norms or “way of doing business”. The
following is a list of partnering values and attributes of the way we want to do business as partners. As
project leaders, your job is to instill these values into the project team and to identify and overcome
any barriers that interfere with their achievement. However, for the values to be embraced, the team
must define what they mean to the team during the partnering workshop.

Fairness Teamwork
Cooperation Joint Problem Solving
Trust Working for Mutual Gain

Open and Honest Communication

Rapid Dispute Resolution at the Lowest Possible Level

1.7 ROLE OF THE PE AND CONTRACTOR’S PM

The Project Engineer (PE) and the Contractor’s Project Manager (PM) are responsible for leading, or
championing, the partnering effort. As the project leaders, they are accountable for the day-to-day
operations of the project and are in the perfect place to promote partnering. They are critical to partnering
success (or failure). The act of planning and executing the partnering workshop builds a relationship
between the Contractor’s PM and the PE and presents a united effort to the team.

The PE and Contractor’s PM, working together, must decide how to lead the partnering effort on each
project. They should have clear objectives in mind as to what they want to accomplish through partnering.
At the project partnering workshop, the PE and Contractor’s PM act as hosts as well as active participants.
They should be prepared to present an overview of the project and to identify key project issues. As the
hosts, they will invite, welcome, and thank all those who attend. The role of the PE and Contractor’s PM
can be expanded to the extent they feel comfortable. They are the project leaders, and they need to take
the lead in the partnering workshop. The professional partnering facilitator (recommended) is there to
help.

It is the responsibility of the Contractor’s PM to oversee and manage the construction of the work and the
Contractor’s operations. The PM ensures the Contractor fully satisfies his/her obligations, including those
related to quality, as set forth in the contract. It is the responsibility of the PE to administer the contract
on behalf of the State and the Contractor. The behavior of the Contractor’s PM and PE should model the
partnering values described above and each should demonstrate to all project stakeholders their
commitment to the implied warranty of good faith and fair dealing in the contract.
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As the administrator of the contract, the PE is responsible to ensure that the Contractor is paid for
everything he/she is owed according to the Contract.

On Design-Build contracts, it is important to initiate partnering shortly after Notice to Proceed, once all the
major participants are identified and mobilized, but before major design work begins. This might be at the
time of the DB Kickoff Meeting. Throughout this field guide, replace “Contractor” with “Design-Builder” if
you are on a Design-Build contract.

1.8 ENTITLEMENT, TRUST AND PROBLEM SOLVING

The timely acknowledgment of entitlement is integral to the trust relationship between WSDOT and the
Contractor. The meaning of “entitlement” when used in this context, is that one party is contractually
entitled to a change order including an equitable adjustment to time or money or both. When difficulties
or unforeseen circumstances arise during a project, it is normal for the parties to question whether there
is entitlement to a change order. The Project Engineer has the responsibility to issue change orders when
certain conditions arise during the performance of the work. And the Contractor has the responsibility to
notify the Project Engineer in a timely manner when they think such an event has occurred.

In a partnered relationship, the Team focuses first on investigating and defining the problem as the first
step in solving it. Information is shared openly without regard to their future position in a dispute.
Acknowledging entitlement or lack thereof by WSDOT or the Contractor is never used as a bargaining chip
to attempt to drive down price or extract payment. Nor should entitlement disagreements be a reason to
withhold information that could help solve the problem. Because successfully partnered projects rely on
forthright communication, both parties must acknowledge entitlement, whether partial or in full, upon
determination of responsibility. Sometimes entitlement is not immediately apparent and determining it
can be a collaborative process that will benefit from open communication between the parties. The
Contract contains procedures to handle disagreements pertaining to entitlement and are designed to
allow both parties to focus on solving the problem while maintaining their rights as the facts are
established and the question of entitlement is resolved. The Team must focus on defining and
investigating the problem or issue first, then discuss entitlement once the necessary facts and information
have been gathered. And once potential solutions are developed and the best one is selected, costs can
be calculated and a determination made as to who bears them.

Both the Project Engineer and Contractor have obligations to keep their superiors informed about the
possible outcomes of an issue as the problem-solving process evolves. This can include the recognition
that the final determination of entitlement may rest at a higher authority level. This is okay. This approach
follows the escalation ladder of contract responsibility and helps avoid unnecessary friction between the
parties at the project office level.

Imagine the scenario of discovering something on the project and the first words uttered by the contractor
are, “this is WSDOT’s problem and it is going to cost you”. What becomes our focus at that point in time?
The Team must focus first on the problem, brainstorm solutions, select the best solution and then discuss
responsibility and entitlement. This is the concept of “Project First” or making decisions that represent
the best outcome for the project, while at the same time trusting that if there is entitlement, an equitable
adjustment will be made and if there is not, then the Contractor will drop the issue.
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1.9 CREEDS
Ron Howard authored a contractor’s creed and an owner’s creed, printed them out on laminated cards
and handed them out at partnering training. The cards are available from the State Construction Office.
The creeds read as follows:

THE CONTRACTOR’S CREED

| believe that the State is entitled to receive the work in the contract, performed with
the best craftsmanship that | can muster. | understand that, in at least some of the
issues, | will not be entitled to extra compensation. When this occurs, | want to complete
the work as soon as possible, minimizing the cost, but still providing my best
workmanship. | do not consider an outcome where | am able to extract payment, even
though | am not entitled to it, to be a success.

The plans and provisions that are included in the contract will govern unless a change is
approved. Unless there is a plan error that must be addressed, the owner is completely
justified in requiring that the plans be carried out as written. | will accept the Project
Engineer’s decision to reject any voluntary change proposal that | might submit.

THE OWNER’S/PROJECT ENGINEER’S CREED

| believe that the Contractor is entitled to earn a fair profit for efforts on the project. |
understand that, in at least some of the issues, the Contractor will be entitled to extra
compensation. When this occurs, | want to recognize that entitlement as soon as
possible and see to it that appropriate compensation is paid. | do not consider an
outcome where an entitled contractor is not paid or is paid less than appropriate to be
a success.

| acknowledge that there are often alternative approaches to achieving the desired
product. | will be flexible when the Contractor proposes alternatives to the plan and will
give these fair hearings. If all other things are equal, | will try to accept the Contractor’s
proposals.
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2 STARTING THE PROCESS

There is no such thing as a self-made man. You reach your goals only with the help of
others.

-George Shin

2.1 PARTNERING IS A PROCESS

The process needs to be facilitated. There are specific objectives to be obtained on a project by using
partnering, as discussed above. All projects are unique and have their own set of challenges and risks.
Some projects may be less complex and short in duration and therefore the challenges and the risks of
the project are more definable. For these projects, it may be appropriate for the PE and the Contractor’s
PM to facilitate the partnering process without the help of a professional facilitator. However, all
partnering aspects must be discussed. The facilitation of these discussions should be done jointly by
the PE and Contractor’s PM. For larger or more complex projects it is prudent to use the service of a
professional facilitator.

Regardless of how the workshop is facilitated, the following items should be covered:

e Partnering Values: Define the partnering values for the Team

e Project Goals: Establish the overall project goals of the Team to define success

e Issue Resolution Plan: Commit to resolving issues at the lowest level. Discuss the method of
escalating unresolved issues for resolution and develop issue resolution ladder

e Communication and Cooperation: Discuss regular meeting schedule to promote
communications, discuss working schedules and coordinate the work and the Team

e Team Maintenance: Commit to completing partnering surveys within specified timelines and
schedule future partnering “maintenance” meetings

e Project Risks and Opportunities: Discuss project risks and plan to appropriately help mitigate.
Identify potential Value Engineering Change Proposals

2.2 ROLE OF THE PROFESSIONAL FACILITATOR
The professional facilitator assists the PE and Contractor’s PM in developing an effective partnering
process and partnering workshop(s) for the project. The professional facilitator is not the leader of the
partnering effort. The PE and Contractor’s PM should act as the project leaders. The PE and Contractor’s
PM must, with the guidance of the facilitator, take an active role in leading and facilitating elements of
the partnering session. Keep in mind that the facilitator works for the owner/ contractor Team, and we
should make good use of their expertise.

2.3 SELF-FACILITATING
Projects that are self-facilitated mean that a professional facilitator is not used. Facilitation is done by
the PE and Contractor’s PM. Alternately, an experienced person within WDSOT or the Contractor may
facilitate, when mutually agreed. Simple or short duration projects where the WSDOT and Contractor
team members have good relationships already established are good candidates for self-facilitated
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partnering. A self-facilitated partnering workshop can be held in conjunction with the pre- construction
meeting.

2.4 MAKING THE OFFER TO PARTNER
All WSDOT-owned projects should be partnered. This offer can be in the form of a letter of invitation
from the PE to the Contractor’s PM or discussed at the preconstruction meeting. A sample letter of
invitation is as follows:

Dear Project Manager:

Congratulations on being awarded the project XYZ. We at WSDOT are committed to
promoting the formation and success of partnering relationships with all our contractors
on every project. Please accept this letter as my sincere invitation to work together as
partners on this project. | look forward to working with you over the next XX months. |
will be calling you within the next few days to discuss setting up our partnering process.

| am enclosing a copy of the WSDOT Partnering Field Guide for your reference.

Sincerely,

Project Engineer

2.5 PARTNERING GUIDELINES
The following guidelines are essential to a successful partnership.

1. Partnering does not change the legal relationship of the parties to the Contract and does not
relieve either party from any of the terms of the Contract.

2. WSDOT encourages the formation of a strong partnership among the PE, the Contractor’s PM,
and the Contractor’s subcontractors. This partnership draws on the strengths of each
organization to identify and achieve mutual goals.

3. Implement partnering on all projects. Determine jointly between the Contractor’s PM and PE
to either bring in a professional facilitator or to initiate internal partnering by jointly sharing in
facilitation responsibilities.

4. As soon as possible after award of the Contract, determine if a professionally facilitated
partnering initiative is wanted and determine jointly between the Contractors PM and PE a
facilitator for the meeting and determine attendees, agenda, duration, and location of a
partnering workshop.

5. Both the PE and the Contractor’s PM must agree to and share equally any costs to accomplish
partnering.
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6. The right people need to be invited to participate in the Partnering meetings, including follow-
ups. Refer to Section 3.3 for more information on inviting the right people.

7. Follow-up workshops or other maintenance activities should be held periodically. The best
practice would be to schedule those follow-up meetings before concluding the workshop. Those
activities may include:

e Bi-monthly or quarterly survey of the Team’s performance against the agreed upon goals
e Follow-up workshops periodically for longer projects

e Executive Partnering sessions

o Close-out workshop approximately 60 to 90 days prior to project physical completion

2.6 WHEN TO HOLD THE KICK-OFF PARTNERING WORKSHOP
Hold the kickoff-partnering workshop as soon as possible after the Contract Execution or Notice to
Proceed. Partnering meetings are often held in conjunction with the Preconstruction Meeting. This
gives everyone a chance to get to know each other and to work to identify project challenges and create
ways to overcome these challenges, thus setting the partnering relationship in motion.

On a Design Build or other alternative delivery project, schedule the partnering kickoff session shortly
after the Notice to Proceed, once all the major participants have been identified. It is recommended to
schedule the Partnering Workshop closely with the DB Kickoff Meeting. Design work will begin quickly,
so it is best to establish a partnering relationship before that begins.

On large projects, including many Design-Build projects, separate Executive Partnering sessions are held
to gain their input at the beginning of the project. This is an opportunity to establish periodic check-ins
for the Executives which allow them to develop on-going relationships instead of meeting with each
other until there is an escalated issue needing resolution. On-going relationships are key to a project’s
success.
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3 SETTING UP THE PARTNERING WORKSHOP

It is better to be prepared for an opportunity and not have one than to have an

opportunity and not be prepared.

-Whitney Young, Jr.

3.1 DETERMINING THE LENGTH OF THE WORKSHOP

Itis important to right size your Partnering workshop to ensure you get the best value for the time spent.
The length of the partnering workshop should be commensurate with the size and complexity of the
project and familiarity of the parties. Most projects can be accommodated in a 1-day or %-day session,
while others require not only a }5-day Executive Session and a 1-day general session, but also multiple
follow-up sessions throughout the project’s duration. There are several determining factors to consider
when deciding the length and frequency of workshops. Use the Partnering Workshop score sheet to

assist you in deciding what type of workshop would work best for the project.

Partnering Workshop Score Sheet

damages and/or potential

potential incentive

potential incentive

Score
Factors |1 3 S (1-5)
Project Duration Less than 60 calendar 60-200 calendar days Greater than 200 calendar
days days
Number of 3rd
parties (utilities,
local
municipalities, | esg than 4 third parties 4-6 third parties More than 6 third parties
other key
stakeholders)
Size of project Small Medium Large
Number of Relatively few risks with Typical project  with Many risks with significant
project risks minor cost andlor time moderate number of risks cost and/or time impacts
impacts
lile to no anticipated L|m|ted. anticipated Many aphmpated schedyle
constraints. Low  liquidated constraints. Average constraints. High
Schedule Risks ' liquidated damages and/or liquidated damages and/or
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Team  has  worked Team has no prior .
Team f . . Team has poor prior
Lo ogether before and has experience working . . .
Relationships partnering relationship
solid partnering foundation together
Some team members
All team members h ttended Partneri
) understand Partnering and ave atten e. . arinering )
Partnering have experience working workshops/training  and Most of team is new to
Experience on high function teams have some partnering partnering
experience
Total Score
Score Range Type of Workshop
7-15 Internal Facilitation recommended
16-25 Semi-Formal Facilitation
recommended
26-35 Formal Facilitation recommended

Low scores indicate that an expanded preconstruction meeting is appropriate, including the expanded
agenda discussed in the following section. Middle scores suggest that a separate % to 1- day session is
appropriate. The % day workshop could be facilitated by a third party, or self-facilitated if the Team has
the skill set and comfort level to do so. High scores indicate that a one-to-two-day workshop and a
series of workshops over the duration of the project is recommended. Use this assessment as an
indicator —your good judgment and common sense should always prevail.

3.2 DIFFERENT TYPES OF KICK-OFF WORKSHOPS
Workshops should be designed to accommodate the type of project or experience of the Team. There
are several different project kick-off approaches that can be used including:

Standard Partnering

Risk-based Partnering

Alternative Delivery Partnering (Design/Build)
Executive Partnering

3.3 DECIDING WHO NEEDS TO ATTEND (STANDARD AND RISK-BASED WORKSHOPS)
One of the most important contributors to the success of the partnering workshop is the invitation and
attendance of all the stakeholders who can impact the project. The PE and Contractor’s PM develop a
list of who needs to attend the partnering workshop given the challenges they are facing and the nature
of the project. A “notice of meeting” or invitation should be sent out in advance of the partnering
session. The PE and Contractor’s PM signs the invitation and requests that each invitee confirm their
attendance. The following list is provided as a guideline to identify potential workshop attendees.
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e Contractor
O Project Sponsor or Area Manager, Operations Manager, VP

O Project Manager
O Asst. Project Manager
o Project Controls Manager or Office Manager
o Superintendents
o Key Foremen,
o Major Subcontractors
e WSDOT
o Project Engineer and Assistant Project Engineer
o Region Public Information Specialist
O Assistant State Construction Engineer
O Region Construction Engineer
o Region Project Development Engineer
o Traffic Office Representative
o Lead Inspector(s)

o Office Engineer
e Others, when appropriate
o Agency(ies) involved during construction
o Impacted Utility companies
o Other key stakeholders
FHWA

3.4 STANDARD PARTNERING
The PE and Contractor’s PM are responsible for developing the partnering workshop agenda. If a
professional facilitator is used, the professional facilitator should assist the PE and Contractor’s PM in
developing the agenda to meet the specific needs of the project and help to keep the workshop on
track. The professional facilitator can also assist the PE and PM in determining the attendees that should
be present. The appendix includes a sample %-day and full-day agenda.
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3.5 RISK-BASED PARTNERING
Partnering continues to evolve, with teams that have little or no experience compared to those that are
extremely experienced in partnering. To accommodate the various teams, this is a progressive
approach to partnering by dealing with the various risks related to a project. Risks can be defined in
three categories:

—  Political/Social — this can be defined as communities, , management priorities, users,
approvals, media, and internal stakeholders, project team issues, (partnering: relationships,
conflict management, issue resolution, communication, etc.).

—  Technical — this is the most common for
design and construction projects and is
typically represented by requirements,
regulatory, technology, data, design,
permitting, construction, maintenance,
operations, life cycle asset management,
and cost. (i.e., project issues/concerns;
health, safety, environmental, etc.).

—  Contractual — this is commonly related to
delivery method, funding, negotiations,
scope of work, qualification requirements,
certification  requirements, incentives,
penalties and default.

The risk-based approach focuses on helping teams to work through the three types of associated risks
related to their project using a risk assessment tool and treatment/response plan. An existing risk
register that was used during the design phase can be used or the Team can develop their own simple
Risk Register to be used throughout the construction process. An example of a risk register developed
for a Partnering workshop can be found in the Appendix. Remember that the Contractor’s risks and the
Owner’s risks may be different, but in the true Partnering sense, they become the project’s risks and
both parties should work to help the other party manage these risks. The sample agenda in the
Appendix can be used for these meetings, but will require more focused discussions on risks.

3.6 ALTERNATIVE DELIVERY WORKSHOP (DESIGN-BUILD)

Alternative Delivery Method projects can often prove to be challenging because of the newness of the
process to many, if not all, stakeholders involved. This includes owners, interested parties, designers,
construction managers and contractors. This workshop is designed to help the Team better understand
the aspects that are unique to the delivery method. This can be accomplished by holding a workshop at
the beginning of the project. This workshop should be held as soon as all the players are on board, as this
is a Team approach. The purpose of the workshop is to help open critical lines of communication by
understanding many of the process elements that can be frustrating since the Alternative Delivery
Methods are very different from the normal design-bid-build process.

3.6.1 Who Should Attend
e Design/Build Management Team
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Project Manager

Asst. Project Manager

Design Manager

Design Discipline Team Leaders (Roadway, Structures, Traffic, Environmental,
Drainage, etc.) (This might include key sub-consultants)
Project Controls Manager

Construction Manager,

Public Involvement Specialist

Utility Coordinator

Design and Construction Quality Managers

Other attendees when appropriate

e WSDOT
O Project Engineer
Assistant Project Engineer
Design Discipline Coordinator
Design Discipline Team Leaders for Review (Roadway, Structures, Traffic,
Environmental, Drainage, etc.)
Region Public Information Specialist
Utility Coordinator
Assistant State Construction Engineer
Region Construction Engineer
O Region Project Development Engineer
e Others, when appropriate
o Agencies involved during the design process, review and approval authority
o Key Stakeholders affected by the project
o FHWA

0O O O O O O o O O O

o O O

o O O O

® On Design-Build projects, it is critical to involve the Engineering team at the project level and to have
executive support. Also include members of the permitting and right-of-way teams if those are Design-
Builder responsibilities.

3.6.2 Design- Focused Partnering Workshop for Design-Build

The first Design-Build workshop is often focused on the design process, not construction. This allows the
workshop to focus on those aspects of partnering that are most important to the team during this phase
of the project. This includes establishing how the teams will work together, how they will deal with
preferential comments, conducting task force meetings, collaboration through over-the-shoulder reviews
and so on. Construction staff, besides those responsible for constructability reviews and project
management functions, are not required at this kickoff meeting. Instead, a more focused construction
workshop is held closer to when construction will begin and construction staff are available.

3.6.3 Construction-Focused Partnering Workshop for Design-Build

This workshop would occur at the point that construction will begin, and it will be much like the other
partnering workshops addressed in the previous chapters and all the same rules apply. Please see those
chapters for attendees, when to have it, and it is suggested that you use a professional facilitator for these
types of projects. The length of the workshop may vary, depending on how the Team has been working
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to date, but remember, once you go to construction, an entirely new set of individuals, including
subcontractors, inspectors and project/field engineers who have not been involved in the project yet will
be involved. The Team should discuss expectations related to Design-Build in construction to ensure that
all team members understand what is different in the process.

3.7 NOTIFYING THE TEAM
The PE and the Contractor’s PM should invite the necessary stakeholders to attend the workshop as
described earlier, based on the needs of the project. The following is a sample letter:
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Date: XX/XX/XX
To: XXX

XXX

From: Project Engineer Project
Superintendent

Subject: Partnering Workshop for XYZ Project

You are cordially invited to attend our partnering workshop for the XYZ Project. WSDOT and Contractor are
committed to working together on this project and your involvement is extremely valuable to the success of
the project. We would like to start the partnering effort off with a XX-day partnering workshop. The workshop
will take place as follows:

Date:
Time:

Location:

Please confirm, by phone or e-mail, that you will be attending our workshop. We look forward to making this a
great project. We can be reached at:

PE [phone number] Contractor’s PM [phone number]

3.8 PREPARING FOR THE WORKSHOP

The PE and Contractor’s PM should meet to discuss and prepare for the partnering workshop. This will
probably require more than one meeting. The first meeting will involve selecting potential dates and
locations for the session and a professional facilitator (recommended). Once these are selected, a list of
attendees will be developed, making sure that the session date(s) works for the key participants. The PE
and Contractor’s PM should also discuss their objectives for partnering the project — what does each hope
to accomplish? This information should be used for designing the session to meet the objectives.

The second meeting between the PE and Contractor’s PM will be to prepare presentations. The PE and
Contractor’s PM will be taking the lead during the partnering session. They will present an overview of
the project, have a list of potential/actual project issues and may develop a mission statement for the
project. If a professional facilitator is used, include them in a review of this information. Experience has
shown that preparation is critical to feeling comfortable with a leadership role. The PE and Contractor’s
PM should bring along charts, graphs, photos, graphics, and anything else that they feel will help them
explain the project.

3.9 PARTNERING CHARTER/AGREEMENT
At the end of the partnering workshop the participants sign a partnering charter (agreement). This
agreement includes all the principles and commitments made during the partnering session. This is not a
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legal document, but a personal commitment of those attending the session that they will assist the PE
and Contractor’s PM in ensuring the project is a success. (See Appendix B for a sample partnering

charter/agreement).

The partnering charter can be displayed at the jobsite for the crews to see. It should be a symbol and
reminder of the commitment you have made that this project will be a true partnership.
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4 TOOLS TO MAKE PARTNERING A SUCCESS

DON’T WISH IT WERE EASIER, WISH YOU WERE BETTER.

—JIM ROHN

4.1 WEEKLY PROJECT MEETINGS

A weekly project meeting is a best management practice and can be one of the best partnering tools.
Good communications and planning are critical to a successful project. A well-planned and run weekly
progress meeting provides the Team with an opportunity to bring up issues, concerns, and ideas on a
regular basis. A weekly project meeting can help everyone working on the job understand the schedule,
coordinate work, identify and resolve issues, discuss the status of the project, and plan the week ahead. A
good meeting has these attributes:

It starts on time and ends on time.

Has an agenda. The agenda, while fixed, should be flexible enough to discuss new issues as they occur.
The agenda must not "lose" old issues that are still open.

Meeting Minutes - A record is made of agreements and outstanding issues (minutes) -Meeting minutes
are required so that everyone knows what was agreed to and what is still unresolved.

The people needed for discussion and to make decisions are there —In-person attendance at the project
office or field office is recommended and provides the best opportunity for team members to focus on
the project and stay connected. However, if it is a choice between attending via video conference and
missing key attendees, video conferencing is preferrable.

Attention is on the meeting, not elsewhere — Interruptions from electronic devices distract everyone,
making the meeting drag on, and preventing everyone from hearing everything (discussions and
agreements). If the meeting is conducted virtually or in a hybrid setting, attendees should have their
cameras on and be paying attention to the discussion.

4.2 DAILY MEETINGS BETWEEN PROJECT SUPERINTENDENT AND LEAD INSPECTOR
Another good idea to facilitate communication is for the project superintendent and inspector to meet
before the start of each shift to discuss the work planned for the day. They’ll be able to coordinate
inspectors and testers for the daily activities and to discuss potential problems. Often these meetings are
held near the end of shift to prepare for the next day, as well.

4.3 LISTENING AND COMMUNICATION

Good communication means that we reduce surprises on the project. The Team should commit to not
writing letters without talking to each other first. Talking first gives everyone an opportunity to
understand the issue(s) and try to work things out before positions are put in writing. If you do end up
putting your position in writing, the recipient should know that the letter is coming and what it says.
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Experts tell us that 75-80% of good communication is listening — so if you want to improve the project’s
communication, listen, listen, listen. Personality conflicts can get in the way of communications and can
disrupt the project. Each person on the project has a unique personality and some accommodation should
be made for these differences. Egos and personalities are present on every project. Project issues should
remain project issues and not become personal issues.

4.4 FOLLOW-UP PARTNERING SESSIONS

Partnering requires an on-going commitment. To reaffirm the commitment, it may be necessary to hold a
partnering session midway into the project. You might consider holding a follow-up partnering session
when there is a significant change of personnel on the project, issues remain unresolved, or the project
enters a new phase of work.

4.5 THE PROFESSIONAL FACILITATOR

The professional partnering facilitator (recommended) is a project resource. Professional facilitators work
on dozens of projects each year and can probably offer you some sound suggestions on improving the
partnership.

4.6 TEAM BUILDING ACTIVITIES
Itis important to the success of the project that project personnel have a sense of enjoyment. Such a sense
can be achieved by holding regular joint team activities commonly tied to project accomplishments.

Page | 23



Field Guide to Partnering on WSDOT Projects

5 PARTNERING, PROBLEM SOLVING AND CONFLICT
RESOLUTION

Three-fourths of the miseries and misunderstandings in the world will disappear if we step into
the shoes of our adversaries and understand their point of view. - Ghandi

Problem solving and issue resolution are two of the most critical elements in the partnering process. Team
members must have the experience, empowerment and desire to help resolve issues. One of the main
goals of problem solving and issue resolution is to help each team member gain a better understanding of
the issue at hand. This can only be done through an open and honest exchange of information, otherwise
known as the Issue Resolution Process.

The Issue Resolution Process in the Partnering Program must include more than just the issue resolution
ladder. Team members should focus on opportunities to educate one another on needs, expectations,
and approaches to work elements. Taking a proactive approach to understanding work elements helps
teams to identify issues earlier, leading to fewer project concerns and constraints.

This process will guide project teams to develop more effective, individualized approaches to issue
resolution. Additionally, this process provides a method for teams to develop the “lessons learned” and
educational opportunities to improve the effectiveness of individual team members. It also describes the
development of action plans to address specific issues before the Partnering Workshop as well as during
the Partnering Workshop.

5.1 PROJECT ISSUE RESOLUTION PROCESS

A strong focus is needed to ensure that issues are resolved in the field in a timely and effective manner.
A “common sense” approach to resolving issues needs to be applied to each issue and must include a
complete understanding of the issue at hand. A common understanding of the issue needs to occur
between the owner and/or consultant staff member(s) and the contractor staff member(s). In many
cases, field level issues revolve around specifications and contractual obligations. If issues cannot be
resolved in the field, there needs to be a quick approach to the resolution process. Both parties must also
remember to adhere to the requirements of the Contract as they work to resolve an issue.

5.2 WHAT IS A DISPUTE?

Project team members work daily to resolve problems, so they may fail to see that what was a project
problem has now become a project dispute. Here is a simple definition of what constitutes a dispute: A
dispute is a disagreement between two or more people. It's that simple. The dispute most likely involves
disagreement over contract interpretation, differing site conditions, or entitlement to money or time. It
commonly includes a discussion of risk ownership. The term “dispute” in this context may describe any
disagreement and should not be confused with the Contractual definition of a Dispute which carries
certain contractual obligations for each party and may evolve into a Certified Claim. For clarity, in this
manual the word dispute and issue will be used interchangeably so as not to confuse the matter with a
contractual Dispute.
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The Contract includes procedures, mostly contained in the Procedure, Protest and Dispute section of the
Contract, to be followed by each party. These procedures involve written notification of the other party,
the transmittal of necessary information, and a written response to the originator of the issue. The Issue
Resolution Process is not intended to replace these procedures, but rather to supplement them with
verbal discussion amongst the knowledgeable team members to ensure that everyone is making informed
decisions based on the best information available. It is imperative that both parties have carefully studied
the Contract and are knowledgeable about the requirements and information contained therein.

5.3 ESCALATING ISSUES EFFECTIVELY AND TIMELY

The dispute resolution ladder is designed to provide timely decision-making and avoid issues lingering or
piling up on a project. Ignored or unresolved issues don’t go away, they grow. Timely resolution is always
best, and moving issues along the issue resolution ladder is key to managing them effectively and mitigating
their effect upon the project.

People may feel that they have failed (or that they may be chastised) if they elevate an issue. It may be
that they want to maintain control at their level. Some disputes remained at the first level of the issue
resolution ladder for four to five months when the agreed upon time to elevate was one day. It is the
responsibility of everyone to ensure that it is safe for a field team to honestly work to solve problems, and
to encourage them to elevate the issue to the next level if they can’t get it resolved themselves. Elevation
of an issue is not a sign of failure; it is a sign that everyone is bought into the partnering process and have
put their own ego aside for the sake of the project.

5.4 ESCALATION OF AN ISSUE

One of the cornerstones of partnering is the issue resolution ladder. This process is also called escalation
of an issue. Notification, response and issue resolution procedures are specified in the contract and to
preserve everyone’s rights under the contract, they must be observed. Therefore, we should pay special
attention to making sure the issue resolution process developed through partnering complies with the
contract.

The dispute resolution ladder includes the two primary parties to the contract, WSDOT and the Contractor.
Other involved parties may be a resource to these two primary parties, but the contractual relationship
lies with WSDOT and the Contractor. For example, behind the Contractor are the subcontractors and
suppliers. Behind WSDOT might be design, right of way, the materials laboratory, WSDOT Bridge and
Structures Office, the Region Materials Engineer, and the Region Traffic Engineer. Although not listed
specifically on the escalation plan, they can be used as a technical resource for WSDOT to aid them in
better understanding the issue. Additionally, members of each level may choose to call their peers for
guidance in resolving or escalating an issue. The Contractor will often want to involve Subcontractors if
the issue to be primarily affects the subcontractor. This is acceptable, but keep in mind, the resolution of
the issue will ultimately rest with the Contractor and WSDOT.

At the first level of the issue resolution ladder are the front-line employees where a possible conflict may
begin. These employees may have limited authority to resolve the issue, but they are in a unique position
to discuss and understand the issue. The process starts at the first level and proceeds up through both
organizations’ hierarchy until the issue is resolved. The lowest possible level for resolving an issue is based
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on authority to resolve an issue. For example, inspectors cannot waive specification requirements; they
can, however, determine whether work meets contract requirements and reject work.

An issue is elevated to the next higher level when:

Agreement cannot be reached at the current level within the agreed upon time, or

If more than the agreed upon time has passed without a solution, or

By request of one of the parties at the current level (after first informing the other party), or
The issue begins to negatively affect the working relationship

AwnN e

To be effective, each party to a dispute needs to fully understand the other party’s position. The escalation
process starts at the lowest level possible for each organization and proceeds up through both
organizations’ hierarchy until the issue is resolved. Each level is responsible for obtaining the necessary
information from the previous level when the issue is escalated to them. It is unacceptable to ignore a
dispute or refuse to escalate an issue. Properly escalating an issue provides timely resolution and is a good
thing. It is important that the parties discussing a dispute adhere to the timeline agreed upon in the
dispute resolution ladder.

Table 5.Sample Issue Resolution Ladder

Level |[Days WSDOT Contractor

I 1-2 Inspection Staff/Chief Inspector | Foreman/Superintendent

11 7-14 Project Engineer/Asst. Project] Project Manager
Engineer

11 14 Engineering Manager/Region Operations Manager/Vice
Construction Engineer President

v State Construction Engineer Owner / Principal
/ASCE

5.5 IsSUES DESERVE THEIR OWN MEETING

Level | issues are usually addressed between the Inspection Staff/Chief Inspector and the
Foreman/Superintendent levels. Often, issues are discussed directly in the field before the end of shift or
at the start of the next shift. There may not be a formal meeting for issues at this level, but the people
involved need to have a focused conversation about the issue. At a minimum, the involved people need
to document the issue, its resolution or lack of resolution, and if escalation will be pursued.

Level Il through IV issues generally require meetings. The meetings are usually scalable, becoming longer
and more involved as issues are escalated higher. Once the issue is elevated, the next level should meet
as soon as possible to try and negotiate a resolution. It is important that any resolutions made are
communicated down to the originating level. If the issue is elevated to the top of the issue resolution
ladder without resolution you need to involve the State Construction Office to decide the next step.
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In all meetings, the parties will seek to understand the other’s point of view, and the parties will
brainstorm resolution of the disputed issue. Each party to a dispute needs to understand the other party’s
position —understand it well enough that they can explain it to the other’s satisfaction.

Minutes should be taken and routed to all parties to encourage understanding of each other’s position
and most importantly the facts surrounding the matter. A meeting should be held each time an issue is
elevated to the next higher level.

Elevation to the next level in the issue resolution ladder should be done as a face-to-face meeting.
Individuals involved in the dispute should sit down with the individuals at the next level of the dispute
resolution ladder and discuss the issue, presenting the facts and the conclusions reached to this point. A
joint white paper from the parties escalating the issue can help get the next level up to speed quickly. For
example, the Inspector and the Foreman may sit down with the Project Engineer and the Project Manager
and discuss the issue and the information that has led to this disagreement. Once the next level is satisfied
with the information and has had the opportunity to gain clarity from both sides, the level that escalated
the issue is released.

5.6 SEPARATING PEOPLE FROM THE PROBLEM

Often, when conflict erupts on our project, we begin to look for who is to blame. It is easy to get caught
up in the "fight", and in "winning", and not in getting the issue resolved while ensuring that the
relationships remain undamaged. It is important to remember that everyone will still have to work
together to complete the project. Becoming concerned with not losing can distract from understanding
the problem and further lead to incorrect assumptions. We may find we are working with false
assumptions.

Here are some steps that can be taken to avoid being trapped in this vicious cycle:

5.6.1 Step #1 Seek to Understand the Problem
Ask probing questions to try to flush out all aspects of the problem and obtain the facts surrounding the
issue. Don't become defensive; the intent is to understand the problem and the assumptions or facts
that each of the other stakeholders have used to reach the conclusion they have reached.

5.6.2 Step #2 Don’t Make It Personal

Take an objective point of view - don't become engaged in the battle. Take the role of negotiator or fact
finder. The more people get wrapped up in the battle and in trying to win, the more likely they are to
start feeling that the issue is a personal matter. Remember, it's a project issue, and the success will
depend on your ability to not take things personally.

5.6.3 Step #3 Don’t Seek to Blame
Don't seek to blame - instead, seek to understand. People generally act logically; your job is to find the
logic behind their actions.

Pointing fingers makes everyone defensive, stopping communication. No project problem was ever
solved by blaming someone. We are all in this project together - we will succeed or fail together.
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5.6.4 Step #4 Agree on the Problem
Work to gain agreement on what the problem is before you attempt to find solutions. If we don't agree
on what the problem is, how can we ever agree on the solution?
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6 MEASURING PROGRESS

What gets measured gets done.

-W. Edwards Deming

6.1 GETTING FEEDBACK

A feedback system has been designed to tell how well the partnership is doing. The system includes a
project survey (report card) to help identify trends (both positive and negative) and take corrective action
quickly or congratulate the Team. Partnering surveys are usually provided by the professional facilitator.
Work with your facilitator to design a survey that works best for the Team. The Partnering Survey in the
appendix may be used for this purpose.

The required areas being measured in the Partnering Survey are: 1) mutual respect, honesty, trust, and
fairness; 2) regular communication at all levels (communication between organizations at the same level
and communications up and down each organization’s chain of command); 3) effectiveness and efficiency
of dispute resolution; 4) problem solving at the lowest level. Additionally, the Team should select other
project specific goals which they would like to measure on a regular basis such as schedule, budget,
environmental impact, impact to the travelling public, being a good neighbor, etc. The survey form
includes a comment area to praise good efforts or list ideas for improvement in each of the areas.
Comments should be specific enough that a limited amount of effort is needed to research the issue. The
survey concludes with the following questions:

What caused a change in your score for this month?

How many issues or disputes were resolved at the job site level this month?

How many projectimprovements were made this month (quality, value, engineering, schedule)?
Do you have any comments on the partnering process?

6.2 COMPLETING THE SURVEY

Each member of the partnering team, currently on the project, will complete the survey on a regular
schedule for the duration of the project. This is recommended on a bi-monthly or quarterly basis. The
survey may be suspended during times of low or no activity on the project. Remember the survey is rating
the project Team’s performance and not each other. The Project Engineer and Project Manager should
review the results. These may be handwritten or electronic, but they should be collected and then
summarized.

Survey results are summarized comparing the Contractor and WSDOT ratings from the previous meeting
and throughout the length of the project. The results will be presented in a graphical format so trends can
be easily identified. Examples are provided in the Appendix.

Negative responses in a survey or a negative trend should be identified quickly. This will allow you to
investigate the underlying causes and take corrective action. Ideally, over time, the scores reported by
contractors will be the same as those reported by WSDOT personnel and there will be an upward trend
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toward higher satisfaction in each area. Improvement should be celebrated (see the section on
Celebrating Success).

6.3 POSTING AND DISTRIBUTING RESULTS

The PE and Contractor’s PM are responsible for collecting the data. The summary reports are discussed at
the next weekly meeting and posted in the job site trailer or office so all the partners on the project can
see how the Team is doing. You may choose to distribute the reports to each of the team members. If the
report identifies areas in need of improvement, the project team leaders should meet and discuss a course
of action. Likewise, if the report identifies areas going well and/or improving, the project team leaders
should be sure to offer their congratulations to the Team.
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7 CELEBRATING SUCCESS

It is important that the team look for opportunities to celebrate the success of a project. Look for
opportunities within the project, key milestones, special project elements, etc. to celebrate.

7.1 MONTHLY TEAM AWARDS

Look for opportunities to reward team members formally and informally for being “good” partners. This
might be like a safety award program where T-shirts and hats are provided. This is a great chance to get
the field crews involved with partnering. The Team could have discipline teams working together to vote
for the team member, whether it is a contractor staff member or WSDOT staff member, to reward
outstanding Partnering behaviors.

It is also appropriate to celebrate Team success. Events can be held either separately or in conjunction
with regularly scheduled partnering follow-up sessions. Celebrations may be warranted for achieving
major milestones, overcoming significant obstacles, or improving partnership survey scores. WSDOT staff
must abide by State ethics laws; attention is called to RCW 41.60.

Celebratory meals are a good way to recognize the Team’s achievement and build a project-first
atmosphere. The Project Engineer must be careful to observe the rules pertaining to spending of public
funds, particularly the law on gifts. However, if the Contractor and Project Engineer pay their share of the
expenses, meals can be a good form of Team recognition.

A project partnership award program is also a useful tool. Both individual and Team recognition may be
given in the form of a small gift. Gifts should be limited, and region construction engineer approval should
be obtained prior to purchase. Also, the Project Engineer must abide by the ethics rules and spending
public funds. Each party must pay their share of the expense.

More information is provided in the appendix regarding celebratory meals and awards.

7.2 PROJECT AWARDS

Agree at the beginning of the project that this is a goal of the Team. Agree who will be responsible for
preparing the award application and obtain a copy of the paperwork at the beginning of the project. Make
sure that the Team tracks the needs of the award and maintains a file collecting all the information that
will be needed once the project is complete. This approach also helps the Team focus on doing the things
that are appropriate and important to winning the award.

7.2.1 WSDOT Partnerships for Excellence in Contract Administration Awards
Focus on the opportunity to work together towards submitting for the annual WSDOT Partnerships award.
Agree at the beginning of the project that this is a goal of the Team and work towards that end.
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These awards recognize achievement in the
following categories:

1. Safety
2. Customer-focused Administration L5, Portla
Port of T
3. Overcoming Extraordinary Challenges Southbound HOV
Tom Slimak’s Guy E. Atkin
4, Effective Contract Administration Broject Office Teamm

With special recogrition of the
Construction, LLC partnership wi
the sucoessful completi

Be sure to keep records of those events. Taking
photos or video is a great way to remember the
accomplishments of the Team and will enhance
your application. Applications are typically sent
out in June and are due in September. Awards are
presented at the AGC-WSDOT Annual Meeting in January.

More information on the awards and last year’s award information is available on the Partners page or
the Construction page, or by following this link: WSDOT-AGC Partners

7.2.2 National AGC Marvin M. Black Partnering Award

The Marvin M. Black Excellence in Partnering and Collaboration Award (represented by a category within
the Baldwin Group Build America Awards) is presented annually to construction project(s) that epitomize
the principles of partnering. Inspired by AGC's Past President Marvin M. Black, the inclusion of partnering
and collaboration into the Build America Awards represents a timely and unified celebration of the
construction industry's finest. Contractors honored with this award stand out for their ability in the
following areas:

o Achieving a common goal

° Honoring all stake holders

o Resolving Conflict

° Improving communication on the project with all audiences
° Incorporating team-building activities

Applications and past award recipients can be found on AGC’s website at: Marvin M. Black Excellence in
Partnering and Collaboration Award | Associated General Contractors of America
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8 APPENDICES

Samples are intended as tools for modification and use at your discretion. Editable copies are
available on the HQ CN SharePoint site. Examples included in this manual are from actual

projects.
Appendix A Sample Issue Resolution Ladder
Appendix B Issue Resolution Plan Examples
Appendix C Sample Partnering Agreement
Appendix D Sample Partnering Meeting Agendas
Appendix E Guidelines for Completing and Managing the Survey
Appendix F Sample Partnering Survey
Appendix G Partnering Checklist
Appendix H Example Risk Matrix
Appendix | Recognition Rules and Procedures
Appendix J 520 Floating Bridge and Landings Executive Partnering and Partnering Survey Examples
Appendix K NSC Partnering Survey Examples
Appendix L SR167 Direct Connectors Quarterly Executive Briefing Example
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8.1 APPENDIX A - SAMPLE ISSUE RESOLUTION LADDER

Level |Days WSDOT Role and Name Phone Contractor Role and| Phone
Name
I 1-2 Inspector/Lead Inspector Foreman/Superintendent
11 7-14 Project Engineer/Asst. Project Project Manager
Engineer
I 14 Engineering Operations
Manager/Region Manager/Vice
Construction Engineer President
v State Construction Owner / Principal
Engineer/ASCE
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8.2 APPENDIX B - ISSUE RESOLUTION PLAN EXAMPLES
DISPUTE RESOLUTION PLAN

We agree to escalate unresolved issues/disputes through the following ladder.

Level Scarsella Bros. WSDOT El me
imit
Aaron Dirks Tyler Kohr End of
I Casey Anderson LEAD INSPECTORS Shift
SUPERINTENDENTS :
Matt Scarsella Kirk Holyoak
I STRUCTURES PROJECT MGR ASST. PEOJECT ENGINEER 2 working
Tyler Kretschman Kurt Krueger days
PROJECT MANAGER FIELD ENGINEER
Mutual Dispute Escalation Statement
I Tom EKress Secott Golbek 5 working
CONSTRUCTION MANAGER PROJECT ENGINEEER. days
Tamarah Enapp Hancock Paul Gonseth -0 workin
v DISPUTE RESOLUTION ASST REGIONAL ADMIN FOR. | da g
SPECIALIST CONSTRUCTION ¥s
Kevin Waligorski -
A ﬂggﬁ,gﬁé‘;ﬁ%ﬂr ASST STATE CONSTRUCTION | *° ‘Eﬂﬂ"mg
ENGINEER s
ALTEENATIVE DISPUTE RESOLUTIOIN:
Facilitated Dispute Resolution (FDR)
Dispute Resolution Board (DRE)
Mediation

We agree to approach problem-solving and dispute resolution in the following way:

+ We will all take ownership of project problems and focus on resolution not blame.
+ We will resolve issues at the lowest practical level.
+ We will escalate issues as soon as all information has been gathered and shared and
agreement cannot be met at the eurrent ladder rung and time limit.

» When escalating:
= We will identify any cost or schedule impacts or potential impacts.

= From Level IT to III the two parties will mutually write one Dispute Escalation

Statement including the agreed-upon problem, impacts, ideas for resolution, and key
sticking points.

We will not stall progress. Inaction and avoidance are not acceptable.

Onee a decision is made, it will be relayed to all, accepted by all, and executed timely.
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Issue Resolution Ladder

When disputes or issues arise, Design Build team participants will try to resclve informally
through the agreed upon "lssue Escalation Chart" shown below. If it cannot be resolved through
the Design-Build partnering process it may be brought by sither party to the Dispute Review
Board for assistance in resolution.

Level Design Build WSDOT
1- 5ite Design Leads Design Leads (SMEs)
2 Heather Weeks Jagueline Goh
Design Manager Design Manager
3 leremy Pletz Ward Anderson
Deputy Project Manager Project Engineer
4 Archie Kollmorgen Andrey Chepel
Project Manager Construction PM
5 Stuart Moore Deweyne Matlock
Vice President Deparment Administrator

Each lavel is responsible for setting up a meeting with the appropriate people when bumping it
up to the next level. Timelines need to be agreed to and may need to vary depending on the issue
at hand and surrounding circumstances. Criteria for Escalation are as follows:

. Do not have authority to resolve
. Parties do not agree on solution
. Parties do not agree on resolution time frame

Any one of these 3 conditions should trigger an immediate escalation to the next level but follow
through to ensure the issue was resolved. If still unresolved, the dispute shall then be directed to
the highest level of authority where a final resolution shall be arbitrated by an unbiased third
party (DRB), whose selection would be agreed upon by both WSDOT and Atkinson.
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8.3 APPENDIX C: SAMPLE PARTNERING AGREEMENT

PARTNERING AGREEMENT

Project:

Contract Number:

We, the Partners associated with the project
understand that this partnering agreement obligates all parties to work together in Good Faith and Fairness.

The Partners, with a positive commitment to honesty and integrity, agree to the following mutual duties:

Each will meet the requirements applicable to their duties and responsibilities.
Each will assist in the other’s performance.

Each will avoid hindering the other’s performance.

Each will proceed to fulfill its obligations diligently.

Each will cooperate in the common endeavor of the contract.

The Contractor’s Project Manager, (name), will oversee the
construction of the work and the Contractor’s operations to ensure that the Contractor satisfies its’ obligations,
including those related to quality, as set forth in the contract.

The Project Engineer, (name), will administer
the contract on behalf of both the State and the Contractor. As the administrator of the contract, the Project
Engineer will protect the Contractor’s rights relating to the contract, as well as those of the State

To ensure that the objectives for this agreement are met, the Partners agree to work together, both collectively and
individually, in a spirit of trust and cooperation to achieve the specific goals and objectives as follows:

e Safety

e Quality

e Schedule
e Utilities

e Cost Control
e |dentifying Value Engineering
e Opportunities Traffic Control
e Community Relations
e Timely Progress and Final Payments
e Environmental Protection
e Partnering Relationships

- Communications

- Meetings

- Teamwork

- Problem Solving
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Signatures Signatures

***Editable version of this template is available on request from your Project Engineer

Page | 38



Field Guide to Partnering on WSDOT Projects

8.4 APPENDIX D: SAMPLE PARTNERING MEETING AGENDAS

Sample %2 Day Partnering Workshop Agenda

8:00a.m. Welcome (PE and Contractor’s PM) Introductions and Project
Organizations

Partnering Commitment - Define Partnering Values

Establish Communication Protocols — Expectations and roles &
Responsibilities

Define Project Goals & Action Plans — Sign Project Charter

10:00 a.m. Break

Establish Issue Escalation Plan and Discuss How to Use It.
Discuss Project Issues, Risks & Concerns

Define How Partnering Will Be Maintained by the Team Noon

End of Session
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Sample One-Day Partnering Workshop Agenda

7:30am

8:00am

Noon

1:00pm

4:00 pm

Opening Remarks

Welcome (PE and PM) Individual Introductions and Project Organization Introductions —
Expectations/Rules

Project Overview

Partnering Overview Define Project Values Specific to the Project Team

Establish Roles and Responsibilities of Stakeholder and interested parties (i.e. City, County, FHWA,
Consultants, WSDOT, etc.)

Develop Project Goals

Begin Action Plans

Lunch

Complete Goal Action Plans for Each Goal that Defines Success

Potential Project Key Issues & Risks.
Discuss and Develop Action Plan for Resolution of key Issues

Break

Development of an Issue Resolution Plan, Issue Resolution Ladder.
Team Maintenance Discussion

Signing of the Partnering Agreement Establish

Maintenance (follow-up) plan for the Team and schedule follow-ups

Closing Remarks and Thanks (PE & PM)

Session Ends
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Design-Build Partnering Sample 1-day Agenda

8:00 a.m.

10:00 a.m.

11:00 a.m.

12:00 p.m.

Welcome and Introductions

Discuss Design/Build Process Expectations — What do we expect from the process, not the project

Partnering Commitment — Define Values for the Team (these should carry the team through the
entire project)

Establish Communication Protocols and a Communication Plan for the design process Discuss and
Define the Organizational Roles & Responsibilities during Design (D/B team, WSDOT, other 3™ Party
Stakeholders)

Break

Develop Issue Resolution Plan (for design) and Define the Rules to Use the Plan

Develop Project Goals

Process/Project Understanding & Development Project
Design Reviews & Comment Reconciliation

o Over-the -Shoulder Review Process
o Process for identifying owner preference/preferential comments
o Comment Reconciliation Process
o Design Review Process; responsiveness
o Quality Control and Quality Assurance Processes
Lunch

Expectations for Design Deliverables (30, 60, 90 & 100%) Design
Discipline Meetings

e Risk Analysis & Value Engineering (During Design)
Schedule Management

Phasing and Packaging Approach

Partnering Follow-up

e Team Monitoring for Design
e Follow-up Design Workshops
e Partnering for Construction

Project Specific Issues (as time permits)
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Sample 1-day Risk-based Partnering Agenda

8:00 a.m. Welcome and Introductions
Process/Workshop Discussion

Partnering Process Commitment — Define Values
Discuss Communication Protocols

Project Goals and Action ltems

10:00 a.m. Break

Continue Goal Action Plans

11:00 a.m. Establish Issue Escalation Plan and How to Use It
12:00 p.m. Lunch
1:00 p.m. Define, Rate, Ranking and Impact of Risks

Develop Treatment Plans/Risk Responses and Risk Ownership

4:00 p.m. Establish Follow-up and Team Maintenance Program

4:30 p.m. End of Session

***Editable versions available upon request from your Project Engineer
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8.5 APPENDIX E: GUIDELINES FOR COMPLETING THE PARTNERING SURVEY

The survey was designed to be simple with only four questions that have a 1-5 satisfaction level, allowing for a
maximum score of 20. Each of these four questions has a comment line to suggest an improvement. Included in
each survey are additional questions to help measure partnering effectiveness.

1. Purpose: The project survey is designed to measure and provide timely feedback on the relationships between
all partnering team members. The feedback can be utilized to recognize relationships improvement
opportunities. This survey will be used on all projects.

2. Instruction: Each member of the partnering team will complete the survey at the regular partnering meeting

for the duration of the project. Please complete all portions of the survey.

The Project Engineer and/or Project Superintendent will collect the completed forms.

3. Feedback: The survey responses will be collected and feedback will be available within two business days
of completing each survey.
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8.6 APPENDIX F: SAMPLE PARTNERING SURVEY

Project Partnering Evaluation Date:

I represent the following Team member organization (Fill-in: WSDOT, Contractor,

Subcontractor, or Other)

The job title that best describes me is (Inspector, Foreman, Superintendent, Project Engineer,

Project Manager, Superintendent, Region Construction Engineer, Area Manager, Other)

Name:

Contract #:

Your input is very important to evaluate this project

Please indicate your level of satisfaction on this project

Satisfaction Level

Mutual respect, honesty, trust and fairness:

How do we improve?

[ 1-Never

[ 2-Sometimes

= 3-Half the Time
O 4-Almost Always

5-Always

Regular communication at all levels

How do we improve?

O 1-Never
[J2-Sometimes
83-Half the Time
4-Almost Always

O5-Always

Disputes resolved efficiently and effectively

How do we improve?

[]1-Never
o 2-Sometimes

L]

[]3-Half the Time
]

4-Almost Always

5-Always

[]1-Never

O
O

(]
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Problem solving at the lowest level 2-Sometimes
How do we improve? 3-Half the Time
4 4-Almost Always
[J5-Always
Total satisfaction level (sum 1- 4):

What, if anything, caused a change positive or negative change in your rating for this month:

Please feel free to comment on the partnering process:

***Editable version available upon request from your Project Engineer
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8.7 APPENDIX G: PARTNERING FIELD GUIDE CHECKLIST

Commit to partnering as our way of doing business

Understand win-win negotiating

Understand partnering values and the role of the PE and Contractor’s PM

Prepare for

Issue pre-construction letter

Partnering

Review response to pre-construction letter and prepare for pre-construction meeting
(add additional items to pre-construction meeting agenda if no professional partnering
is specified)

Hold pre-construction meeting

Hold the
Partnering
Session

Make offer to partner (or receive request from Contractor)

Schedule and reserve facility for kick-off partnering workshop

Obtain professional partnering facilitator’s services

Determine length of partnering workshop, agenda, and attendees list

PE and Contractor’s PM meet prior to partnering workshop to discuss and prepare

Hold the partnering workshop

During the
Project

Schedule and hold weekly project meetings

Commit and uphold the commitment to not writing letters without talking to each other.

Determine if a follow-up partnering session(s) should be held

Schedule and hold Team building activities

Complete the monthly partnering evaluation survey

Post and distribute the results from the monthly partnering evaluation survey

Meet to review and discuss survey results — make adjustments as needed

Issue
Resolution

Use the dispute resolution ladder developed Issue during the partnering workshop

Understand the DRB processes available and the “red flag” indicating their use
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8.8 APPENDIX H: PROJECT RISK MATRIX EXAMPLE

Risk Matrix

Probability of Occurrence L e;}.}ﬁlgh E;%]: 11::};:111 %’f:: L H;‘".,_,Ew
Manimal

Not Able to  [Major Slip in| Minor Slip/ Added Impact/ p =

Meet Key Milestone/ Project Resowrces / Project :\L_‘_TRIK

Severity of Impact Milestone/ Project Objective Meerts Objective KEY
Project Objective at Slightly Project Not
Objective Risk Impacted Objective TImpacted
100 50 20 5 I
Exmremely High Hizh Moderate Low

Risk Rating

Identify the Risk
Description of Risk

Yellow

Classify the Risk

Severity of

Impact
(numeric)

Risk Response

Identify the Risk
1 |Exposure of workers to the travelling public Workers, safety Shared risk
25% 100
2 | A piece of property from Tacoma Public Utilites  |Schedule WsDOT
has not been acquired - this 15 a complete purchase 2504 1
3  |Not able to complete the required work within the |Schedule. budget. Granite
fish windows 15% 100
4  |Inability to complete the amount of work required |Schedule. travellmg public, Granite
within weekend closures for culvert work budget 75%% 20
5 |Wall connections do not work as mtended to the  |Re-design schedule. schedule, WsDOT
WSDOT Minter Bridge budzet 5% 20
6  |Not able to meet traming goal Contract requirements, Granite
5% 20
7 |Not able to meet DBE goal Contract requirements. Granite
schedule 5% 20 10.0
8§  |Inabdlity to open up lanes during night closures Traveling public, budgzet. Granite
during paving operations 25% 10 100
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8.9 APPENDIX I: RECOGNITION RULES AND PROCEDURES

8.9.1 PartA- Team Meals Hosted by WSDOT
The following factors need to be considered before hosting a Team meal:

1.

Where the event is hosted. The best practice is to host the event at a WSDOT project office to
avoid the expense of a venue. If there is a venue cost, then each party must pay their share of the

venue cost.
Payment for the meal.

a.

If the meal is catered, each party must pay their share of the meal expense based on the
number of attendees. If this is impractical to split at the time payment is made to the
vendor, then the party paying must be reimbursed for the other party’s share of the bill.
It's important to record who attended to ensure that the expenses are accounted for
properly. It may be simplest to have the Contractor pay and then reimburse them through
the Project Partnering payment item. Be sure to attach the necessary supporting
documentation to the payment records.

If the meal is prepared jointly onsite, then the expenses should be added up and then split
pro rata between the parties. Payment can be made through the Project Partnering
payment item.

If the meal is prepared by WSDOT, the Contractor must repay market value for the meal.
This can be accomplished by billing the meal at a rate of a locally available comparable
meal. For example, if the Team prepared a BBQ chicken lunch plate, the expenses should
be billed at the rate of a locally available meal such as KFC or Popeye’s.

Team members in attendance. To ensure that the event is meaningful as well as an ethical
use of funds, the invitation and attendance should be limited to members of the team
that worked on the project. That does not need to exclude offsite (Region or HQ)
management.

8.9.2 PartB - Team Meals Hosted by the Contractor
The following factors need to be considered before attending a Team meal hosted by the Contractor:

1.

Where the event is hosted. WSDOT must pay their share of the venue cost. If it is hosted at a
dedicated project-specific location, it is expected that there is no additional venue cost. However,
if hosted offsite, the Project Engineer must ensure they pay their share of the venue cost.
Payment for the meal.

a.

If the meal is catered, each party must pay their share of the meal expense. If it is
impractical to split at the time payment is made to the vendor, then the party paying must
be reimbursed for the other party’s share of the bill. It's important to record who
attended to ensure that the expenses are accounted for properly. It may be simplest to
have the Contractor pay and then reimburse them through the Project Partnering
payment item. Be sure to attach the necessary supporting documentation to the payment
records.
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b. If the meal is prepared jointly onsite, then the expenses should be totaled up and then
split pro rata between the parties, meaning each party should pay for their share based
on the number of people in attendance. Payment can be made through the Project
Partnering payment item.

c. Ifthe mealis prepared by the Contractor, WSDOT must repay market value for the meal.
This can be accomplished by billing the meal at a rate of a locally available comparable
meal. For example, if the Team prepared a BBQ chicken lunch plate, the expenses should
be billed at the rate of a locally available meal such as KFC or Popeye’s. Be sure to attach
backup to the payment records.

d. Team members in attendance. To ensure that the event is meaningful as well as an ethical
use of funds, the invitation and attendance should be limited to members of the team
that worked on the project. That does not need to exclude offsite (Region or HQ)
management and project support.

8.9.3 PartC - Individual and Team Recognition Awards
The following guidelines have been established to ensure the state ethics rules are followed, as well as
WSDOT purchasing rules. These factors need to be considered before purchasing individual or Team
recognition awards:

1. What s the purpose of the award?

a. The award must be tailored to recognize achievement. This could include individual
achievement of an outcome or exemplary partnering behavior. It could also include
improvement of partnering survey results. It may also include achieving a major project
milestone, recognizing the challenges the Team overcame to get there.

2. Cost of the Award
a. The cost of the award must not exceed the amount allowed by RCW 41.60.150.
3. Contractor/WSDOT Team Awards Purchasing

a. Each party must pay their share of the award costs. If the Contractor does the purchasing,
reimbursement must be made for the number of WSDOT awards received. Payment may
be made using the Partnering payment item. If WSDOT pays the for the awards, then the
Contractor can make repayment as a credit under the Partnering Payment item.

WSDOT employees must abide by the limitations on gifts policy and RCW 42.52. These rules have been
established to ensure that no WSDOT employees need to accept gifts from any contractor to participate
in the celebration of the project or individual team member’s success.
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8.10APPENDIX] 520 FLOATING BRIDGE AND LANDINGS EXECUTIVE PARTNERING
AND PARTNERING SURVEY EXAMPLES

SR 520 Construction Projects

Executive Oversight Committee Meeting
21-Oct-14

Bellevue Cffice - Main Office Conference Room

AGENDA

Start Finish | Time Description Presenter
15 AM | 9230 AM 15 Arrive to Aberdeen Main Office
930 AM | 935 AM 5 Welcome - Comments from the Executives Julie Meredith, Tom Skoro
435 AM | 10:05 AM 30 |Review 520 Pontoons EOC Report/PowerPoint Dave Ziegler/Dusting Donahoo
10:05 AM | 10:45 AM 40 |Review 520 Floating Bridge EOC Report/PowerPoint Dave Becher/Phil Wallace
10:45 AM | 10:55 AM 10  |Travel to Bridge Site All
10:55 AM | 11:50 AM 55 |Job Walk at Bridge Site Bart Trautman and Team
11:50 AM | 12:00 PM 10 |Travel Back to Bellevue Office All

1. Agenda for Executive Partnering Meeting. Slideshow presentation available upon request from your Project Engineer.
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SR 520 Floating Bridge Landings Project
Partnering Survey Results

What organization do you rep ?

% Resgonse Count
HEM

Tl

Total

Double-click PDF to open full document. This full document can also be obtained from your Project
Engineer or SharePoint as well.
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8.11APPENDIX K NORTH SPOKANE CORRIDOR EXAMPLES OF PARTNERING SURVEYS

s

November 2024 Project Performance Measures

River Crossing Partnership Survey V=LO GROUP
Conflict Compliance Collaboration
1 2 3 4 5 6 T 8 9 10
< >

Overall Team Collaboration

& 7.9 8
| | I I I:

October23  February 24 May 24 August 24 Movember 24

=
[=]

(=T R STV T - TN -]

1. What are some of the behaviors of collaborative teams that we are doing well? Where are these
behaviors benefiting the team?

2. What are some of the behaviors that could benefit from some improvement?
3. What are actions that may enhance the collaborative behaviors, which in turn would increase the

above teamwork scores?

If you have any questions regarding the interpretation of the surveys or would like to change any of the
BHAG's, please contact your facilitator:
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CREATIVE
ALLIANCE
GROUP

Survey Champs:
Jody Qualley
Bethani W.

Feb' 24 MNov Dec Jan Feb Mar Apr
mEEENEm
EEEEEN
= B B = -
mE NN
HEENENENR
4 1 N | |
= BN BN N . -
mENENENEN

Mar'24 Apr'24

AVG.
Feb'24 Mar'24 ) Apr' 24 Nov Dec Jan Feb Mar Apr
438 | 413 mEEEEEE
mENNENEN
..................................... - - - - - -
mE -
1 N B N 0

AVG. 4.08

Feb'24 _ Mar' 24 _c Apr' 24 MNov Dec Jan Feb Mar Apr
413 | 400 | 386 mEEEEE
| F EEEEEN
m NN NN
1 f B B [

communicate . collaborate . facilitate

1084 N EL CAMINO REAL, SUITE B411, ENCINITAS, CA 92024 760.363.5505 OFFICE
www.CreativeAllianceGroup.com

Construction Partnering Monthly Scorecard Results (ranking 0 - 5)

US 395/NSC Spokane River to Columbia

Project Specific Goals:

1. There will be zero |oss time incidents assodiated with this project.
2. There will be zero utility strikes associated with this project.

3. The project will be closed out with a prime contractor performance report of a superior or better score (60days).

4. The team will want to work together on future projects

6. The project performance will be built at a rate of $2.5M/month.

8. WSDOT will be considered an owner of cheice for contractors.
9. The project will have a positive impact on future projects in the comidor.

Teamwork and Collaboration:

1. In my opinion the team is treating each other withrespect.

Stakeholder Communication:

1. The team is improving communications by using phone calls or face to face meetings.

4. The majority of issues are being resolved in the field.
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8.12APPENDIXL SR167 DIRECT CONNECTORS EXAMPLE OF QUARTERLY EXECUTIVE
BRIEFING EXAMPLE

v@m

[

Washington State
" Department of Transportathen

ATKINSON

Executive Summary

Our project team will pass the 50% completion milestone in early December. We continue to strive to
become the “Gold Standard” of design build. Some of the recent milestones we have achieved are listed
below:

e Completed Dowel Bar Retrofit Work
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e Completed SB SR167 Paver in window
e Completed hillside excavation

e Installed phase 1 fish passage

e Completed NB SR167 sliver widening

e Completed major fills on the project

Completion of 1% stoge of direct connector shafits (13 off 22 done)

. Completed 1 phase of DC shafts
Some of our latest challenges have included:

e Stream planting configuration re-design

e Working out the details of the weekend 1-405 Lane Reduction to rebuild 1-405

e Overcoming geotechnical task force communication and review challenges

e We are currently working through the evaluation of the Talbot electrical strike

View full report on SharePoint
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