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Safety Rest Area Background

43 sites...

e Buildings o Sites
e 850to 17,500 square feet e 41047 acres
* Over 141,000 square feet * Over 640 acres total

total

 Owned and operated utilities » Average Daily Visitation
o 12 waterworks e 290 to 4,800 daily visitors
« 8 wastewater works per site
* 9 pump stations e Over 32 million visitors

e 22 emergency generators peryear


Presenter
Presentation Notes
VDOT’s desired outcome for the SAVE Contract is an increased level of commercial advertising, sponsorship, and vending opportunities at the SRAs and WCs that enhances the customer or guest experience, while fostering a predominant and overwhelming visitor experience of being welcomed into the Commonwealth. 
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Safety Rest Area Background

Recent Capital Outlay
Investments...

 Between 2006 and 2013
e Rebuilt 3 sites
 Renovated 23 sites
e $30" million



Presenter
Presentation Notes
VDOT’s desired outcome for the SAVE Contract is an increased level of commercial advertising, sponsorship, and vending opportunities at the SRAs and WCs that enhances the customer or guest experience, while fostering a predominant and overwhelming visitor experience of being welcomed into the Commonwealth. 
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Contracted Services

[/ contracts...

Turnkey, Property Management Performance Measures
» Total management * Over 300 specific
« 24/7 Operations, performance measures
maintenance and » Some allow Contractor time
preventive maintenance, to remedy — Repair or
fixed monthly costs, replacement items
~ $14 million annually e Some are required
e Any repair/replacement continuously or immediately —
paid for in addition to cleanliness
fixed costs, e 3 contractors
~ $3 million annually * Over 400 personnel and

subcontractors


Presenter
Presentation Notes
Does not include capital outlay.
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Inspection History

1995-2005 2006-2010

First total outsourcing contracts Performance Based

* Fixed monthly costs * Fixed monthly costs

e Limited to no funding for * Increased funding for
repairs/replacements repairs/replacements

« Limited to no inspections * Performed monthly

iInspections by VDOT
personnel when available

e Limited to no inspections
initially
* Added two consultant

Inspectors towards end of
term


Presenter
Presentation Notes
First two completely outsourced safety rest area contracts started in 1995.  The first set of statewide contracts had a term of 5 years, with one 5 year renewal. The second contracts, beginning in 2005, had a term of 3 years with two one year renewals. 

These contracts only had site supervisor and attendant personnel requirements. A number of events occurred where there was poor contractor responsiveness, communication, execution and non-compliance matters, which encouraged VDOT to strategically plan improvements to next contract.
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Inspection History

2011-2013

Performance based contracts; added project managers and
preventive maintenance detailed requirements

* Fixed monthly costs
* Funding available for repairs/replacements
* Monthly inspections


Presenter
Presentation Notes
A number of events occurred where there was poor contractor responsiveness, communication, execution and non-compliance matters.
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Inspection History

2011 year of startup for new contract...

* Inspectors were given an inspection sheet, no training or
instruction, possibly a copy of the contract

* No quality control program: inspector visits same sites on same day
of each month; windshield inspections the norm for parking areas;
forested grounds and non-public access areas rarely inspected.

* Inspection results were often negotiated onsite prior to report
submission. Inspectors allowed to exercise concessions on behalf
of the owner.

 VDOT management became frustrated with contractor lack of:
responsiveness to deficiencies, identifying repair needs, oversight
of repair work, and understanding of the contract requirements
(some significant wastewater works deficiencies had occurred).


Presenter
Presentation Notes
Even after increasing the project management requirements, poor contractor responsiveness, communication, execution and non-compliance matters remained.

Primary role of inspectors was to help and often train contractors how to do their job, with limited success.
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Inspection History

In early 2012 ...

 Management decided to redirect inspection procedures:

1. Inspectors required to study and reference the contract and VDOT
direction only.

2. Developed and implemented a statewide consistent cloud based
photo inspection report, utilizing 300+ contract performance
measures, and standardized evidence based findings.

3. Inspector is no longer allowed to assist and train contractor staff on
how to complete required work.

4. However, while onsite, the inspector verbally shares inspection
findings with site supervisor. Each inspector reads, out loud, the
contract language and requirements related to findings of deficient
items onsite for site staff's immediate benefit.


Presenter
Presentation Notes
Even after increasing the project management requirements, poor contractor responsiveness, communication, execution and non-compliance matters remained.
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Inspection History

2012 continued...

5. Acopy of the inspector’s report is no longer provided to the
contractor at the end of the onsite inspection event. The draft
inspection report goes through 2 quality control processes to ensure
consistency with contracts and VDOT’s direction. The same
Inspector does not return to same site in two consecutive months
(with rare exceptions).

6. Inspection date is strategically varied month to month. Contractor is
not aware of when an inspector may show up.

7. Inspectors are directed to evaluate all contract requirements on site
and document in accordance with the contract.

8. Also began to exercise “spot check” inspections to address serious,
high risk, concerns.


Presenter
Presentation Notes
Even after increasing the project management requirements, poor contractor responsiveness, communication, execution and non-compliance matters remained.

High risk concerns related to water and wastewater treatment plant operation.
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Presenter
Presentation Notes
New welcome to Virginia signage, mens restroom partition.


\VDOT
Property Management Contract Oversight



Presenter
Presentation Notes
Countertop is cracked, stained, deteriorating and holds water. Urinal has crystallized uric acid build up beneath it.




Presenter
Presentation Notes
Commonly found deficiencies in 2013.

The electric control box mounting is broken and now held with zip ties. There is a hazardous open junction box in women’s room stall.
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Presenter
Presentation Notes
Numerous leaks in plumbing chases, including leaks that were damaging chase ceilings.




Presenter
Presentation Notes
Weeds are common in many sites mulch and flower beds.
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2012/03/15



Presenter
Presentation Notes
Virginia welcome center, Skippers, I-95.




Presenter
Presentation Notes
Examples of contractor’s causing damage to need a repair, and creating more damage as a result of repair work.
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Presenter
Presentation Notes
Trash and debris.
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Presenter
Presentation Notes
Drainage and shoulder repairs.  A number of these types of site work repair needs did not have adequate scopes of work from the property management contractors, as required. 
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Presenter
Presentation Notes
Dead tree in pedestrian area.




Presenter
Presentation Notes
Pump station sewage pump had no preventive maintenance records, contractor claimed pump was ragging and needed to be repaired.
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Presenter
Presentation Notes
Historic sludge management issues, and recent sludge spill, unreported by Contractor.
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Inspection Results

2011-2012...

* Avg # of deficiencies per site
 Lessthan5

2013...first three months
* Avg # of deficiencies per site

e Over 100
* Repairs Needed 2013...last three months
* Less than 100 « Avg # of deficiencies per site
e About 50

* Repairs needed:
 Over 300


Presenter
Presentation Notes
VDOT’s desired outcome for the SAVE Contract is an increased level of commercial advertising, sponsorship, and vending opportunities at the SRAs and WCs that enhances the customer or guest experience, while fostering a predominant and overwhelming visitor experience of being welcomed into the Commonwealth. 
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Inspection Results
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Presenter
Presentation Notes
Pre 2013: average less than 5 deficiencies per site. 
January average was approximately 80 – all sites were not inspected during first two months of 2013. 
New initial program, fully deployed in April 2013. Current standard operating procedures refined in June 2013.

New work orders (repair needs) appear to have plateaued in October 2013.
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Lessons Learned

Lessons being learned in 2013

As a result of inspections being more rigid, thorough and consistent with
Contracts, the following has been determined thus far:

» Placing the contractors on written notice for non-compliant matters is
an essential component of outsourcing.

« Contracts have language that is not clear and needs correction

« Alternative contracting methods are underway for 2014 as follows:
* Property Maintenance for buildings and grounds (without repairs)
* Property Maintenance for water and wastewater (without repairs)

o Statewide On-call Repair Contracts (multiple awards):
» General and Specialty Contractors


Presenter
Presentation Notes
Property Maintenance contractors will retain the proactive responsibilities of completing a WORK ORDER REQUEST form for any deficient item that the contractor can no longer maintain.
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Lessons Learned

e Direction from here:
« Continue to improve contract clarity, enforceability
» Ensure inspectors remain thorough and specific to the contract.
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