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CHAPTER 6 – IMPLEMENTATION

CHAPTER 6 – IMPLEMENTATION


6.0 ‑ GENERAL
A major goal of research is to provide results that can be successfully implemented.  This starts with the submission of research ideas and drafting of requests for proposal (RPF), which places an emphasis on clearly identifying the overall goals of the research and performing an initial assessment on potential application of research results.  Proposals are required to expand on the potential benefits of research and provide more in-depth analysis of potential application of anticipated results.  Final reports include recommendations for implementation as well as drafts of policy statements, specifications, standard drawings, test procedures, and so forth needed for implementation (as appropriate and defined for each project).

Actual implementation does not need to be delayed until the research is totally complete or the final report prepared.  At any stage where a project is close to producing results, the Technical Panel should evaluate findings for possible early implementation. If deemed feasible, the Technical Panel should work with Research to prepare an implementation plan to ensure effective and timely application of the research results throughout ODOT.  Implementation of any project recommendations, products, etc. are at the discretion of ODOT.
Results of research projects will be monitored and evaluated by Research, the Technical Panel, and sponsoring Office Administrator(s).  A record of implementation activities will also be made as activities occur. Progress reports will be managed by Research, who in turn will inform interested parties.

6.1 – PROJECT DEVELOPMENT STAGE
In order for the effects of a study to be fully realized and documented, implementation of research results must be given attention at the onset of a project.  Implementation should not be an afterthought that is only discussed when a project is complete.  It should be a driving force behind the research, serving as a constant reminder for why the study is being conducted.  The goal is to design projects that are oriented on obtaining results by placing additional focus during the project development stage on:

· the specific goals of the project,

· how the results will be used, and

· who may be impacted by the use of research results.
To accomplish this, both the research idea and the RFP forms have been designed to steer submitters towards thinking about the purpose of the research and how research findings may be utilized.    By placing less emphasis on identifying a methodology for the scope of work and more emphasis on clearly identifying the problem, goals and objectives, anticipated benefits, and potential application of research results, ODOT expects to have more results-oriented research positioned for practical application.  After all, developing a methodology for conducting the research is primarily a responsibly of a researcher and not the Technical Panel.
6.2 – PROPOSAL STAGE

 SEQ CHAPTER \h \r 1Each researcher’s proposal must include a section that describes the potential application of the results of the research.  While actual implementation of the results is at the discretion of and the responsibility of ODOT, each research proposal must include preliminary insight into how the anticipated findings could be used.
If findings of the study are not expected to be suitable for immediate application, the proposal should specify additional steps that may be needed before implementation can occur (e.g., additional research, field testing, changes in policy).  Failure to address these items may render the proposal non-responsive.

It is understood that implementation information included in proposals is subjective and based on assumptions that are yet to be verified.  Actual implementation activities may differ significantly once the research and analysis is performed.
6.3 – PROJECT STAGE

Once the project is awarded, the researcher is encouraged to solicit input from the Technical Panel on implementation for clarification purposes.

A discussion on implementation will be included in every project start-up meeting.  An initial assessment will be conducted that summarizes the project’s implementation potential based on information provided in the RFP and the proposal.  Research will prepare the assessment summary for discussion at the meeting.  At a minimum, the following items will be discussed during the initial assessment:

· goals and objectives of the research,

· impact meeting the goals and objectives may have on ODOT and its business practices, 

· identify steps that may need to be taken in order to utilize results of the research,
· identify potential key players in the implementation of results,
· criteria that will be used to evaluate the success of the research in terms of the specific research contract and the potential utilization of results long term, and

· project specific deliverables and other items as appropriate
The implementation assessment will be formally reviewed and updated at each project review session (see Section 5.3.4).  For projects with durations of less than twelve (12) months, the assessment is reviewed and updated when the project has reached the halfway point.  The four-month review period for draft final reports is not considered when determining the halfway point of a project.  Research will lead this update which will incorporate the following elements into the initial implementation assessment as appropriate:
1. Identify all items that have already been implemented and address the following questions for each implemented item:

· When did implementation begin?

· What steps have been taken in the implementation process?

· Have any costs been incurred? If so, specify the amount(s) and the funding source(s).

· Who has participated in the implementation so far and to what extent?

· What phase is the implementation currently in?

· Have you experienced any obstacles?  If so, how have you addressed them?
· Are the obstacles still present or have they been overcome?
· What are the remaining steps?

· Who is responsible for the remaining steps?

· Will any costs be incurred for the remaining steps to be completed?  If so, itemize the costs and list the anticipated funding source(s).

2. Identify all items that are ready for implementation to begin now and address the following concerns for each identified item:

· Identify the steps that need to be taken.

· Identify the key players needed for implementation to occur.

· Identify who is responsible for the implementation.

· Note any anticipated risks and obstacles that may be faced when trying to implement these results.  Provide strategies for overcoming these issues.

· Indicate if there will there be any costs associated with the implementation. If so, itemize the costs and list the anticipated funding source(s).

The implementation assessment may be updated at any time during the project.  It does not have to wait for a review session to occur in order for an update to take place.  Technical Panels should contact Research to assist them in conducting an assessment. 
Implementation potential will be a focal point of the research results presentations that are held at the conclusion of each research project.  These meetings serve as the official rollout of research results to ODOT and other interested parties.  A detailed discussion of the research results and the recommendations for implementation will be included in these presentations.  For additional details on research results presentations, refer to Section 5.4.6.
While research results presentations address the technical and theoretical aspects of implementation from the researcher perspective, the managerial components of actual implementation activities will be discussed at the project close-out meeting.  The project close-out meeting focuses on the administrative details of finalizing a project and involves ODOT staff only.  The development of the formal implementation plan (see Section 6.4) for the project will begin during the close-out meeting, if it hasn’t already occurred.  The plan will be finalized shortly thereafter.  For additional details on project close-out meetings, refer to Section 5.4.7.
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The term “plan” indicates that an action is forthcoming.  Projects that produce implementable results that require additional action beyond the research project will have a formal implementation plan developed.  The purpose of the implementation plan is to identify the forthcoming actions, indicate the individuals/parties responsible for those actions and determine a timeline for ensuring the steps necessary to implement the results occur.
Development of the plan may occur at any time during a project.  It is not necessary to wait until the completion date to develop the plan.  In the event that early implementation is possible, the Technical Panel should contact Research immediately to begin development of the plan.  In other instances, Research will initiate the development of the plan at the project close-out meeting (see Section 5.4.7).  The implementation plan is developed by ODOT staff, not a researcher, and is separate from the projects’ final report and should not be included in that document.    
Research will work closely with the Technical Panel to develop the plan to ensure that the necessary information is captured to properly track and evaluate implementation.    Based on discussions with the Project Panel, Research will draft the plan for their review.  At a minimum, an implementation plan should capture the following information:
1) Background – A brief description of the reason why the research was conducted.  The purpose of the project should be clearly stated.

2) Research Objectives - A brief description of the main objective(s) or goal(s) of the study.  The intended outcome(s) of the project should be noted.

3) Research Deliverables – A listing of all deliverables that were received from this project (e.g.: reports, specifications, devices, prototypes, software, etc.).  Brief descriptions of specific deliverables should be provided, as needed, for clarification purposes.

4) Researcher’s Recommendations – A summary of the researcher’s recommendations for implementation.  Information listed here represents the opinions of the researcher.  Noting information in this section does not signify concurrence and/or approval from ODOT.
5) Liaison’s Recommendations – A summary of the Technical Panel’s recommendations for implementation.  These may or may not coincide with the researcher’s recommendation listed above. 
6) Implementation Actions and Schedule – A description of the actions that must be taken in order to implement the results.  This will include dates for when each item should be completed and the individual(s) responsible for conducting each task.  If it is not possible to assign exact dates to each task, an estimated duration for how long it will take to complete each action will be provided.  Any actions that may occur simultaneously or are dependent on the successful completion of other steps should be indicated.  
In the event that assistance is needed from the researcher to perform implementation activities, Research will work with the Technical Panel and researcher to determine the contributions needed and the role the researcher will have in the overall implementation effort.   Typically, considerations for implementation work to be conducted by the researcher are already included in the project contract.  When this is not the case, additional funds may be provided if necessary and appropriate.  The researcher should not begin conducting any work beyond what is included in the project contract until specifically authorized by Research.
7) Expected Benefits – A description of the anticipated benefits ODOT may receive from successful implementation of these results.  

8) Expected Risks, Obstacles, and Strategies to Overcome Them - A discussion of the anticipated risks and obstacles that may be faced while implementing these results.  Strategies for overcoming each item should also be included.  
9) Groups Impacted by the Implementation - The groups that may be affected by the implementation should be indicated.  This may be limited to ODOT, such as the Office of Maintenance Administration and all Districts, or it may also include external groups, such as Ohio EPA, ODNR, industry, the traveling public, etc.

10) Progress Reporting and Time Frame - A timeline for the sponsoring office to follow for reporting to Research on the progress of implementation.  Updates can be provided weekly, monthly, quarterly, or so forth based on the implementation schedule.  Research will follow-up with the sponsoring office based on the schedule noted in this section.

11) Technology Transfer Methods to be Used – A description of the methods that should be used to inform others about the activities and results stemming from this implementation effort.  Examples of technology transfer methods include, but are not limited to:  presentations at meetings, seminars, and conferences (i.e.: OTEC, and TRB); conducting webinars and other training sessions; publishing articles in newsletters such as the Transcript, TRB News, and Moving Forward.

12) Implementation Costs and Sources of Funding - The costs (if any) associated with executing the implementation plan.  A brief explanation of how the funds will be used (e.g.: training costs, equipment purchases, etc.) should be provided as well as the source(s) of the funding (e.g.: sponsoring office budget, research funds, planning funds, district funds, etc.).  Specifying costs and funding sources on this plan does not constitute approval to access funds.  It is the responsibility of the sponsors of the plan, i.e.: Technical Panel or Office Administrator, (not Research) to formally request and secure any and all funding as appropriate.
13) Implementation Evaluation / Return on Investment – A mechanism for determining the ongoing performance of the implemented research result.  Included in this evaluation should be a method for calculating ODOT’s return on its investment in the initial research and subsequent implementation efforts as appropriate.  The processes utilized for this item are expected to vary based on the specifics of the research results that are being implemented.
All implementation plans must be reviewed and approved by the responsible program Office Administrator(s) and Deputy Director(s).  Research will coordinate all reviews and approvals for plans.

Projects that do not require additional action beyond the project to implement results will have an implementation summary prepared in lieu of a full plan.  Based on the individual project, implementation summaries may include the following sections, which are also typically included in an implementation plan:
1) Background
2) Research Objectives 
3) Research Deliverables 
4) Researcher’s Recommendations 
5) Liaison’s Recommendations 
6) Implementation Evaluation / Return on Investment (as appropriate)
6.5 ‑ MONITORING
The responsibility for tracking implementation activities for individual research projects ultimately lies with the sponsoring Office Administrator(s) and the Technical Panel.  Research will assist these individuals by following-up on the progress based on the time frame established in the implementation plan.  During the first scheduled follow-up, Research will coordinate the submission of the initial research implementation progress report with the Technical Panel.  The standard format of a research implementation progress report is presented in Figure 19.  The Technical Panel must provide Research a copy of the completed report.  Research will initiate reviews and updates to the report based on the schedule in the implementation plan.

In the event a time frame for reporting on implementation progress was not defined in the implementation plan, Research will contact the Technical Panel to update the progress report on a quarterly basis.

6.6 – REPORTING

Research will utilize the information provided in the implementation plan (see Section 6.4) and implementation progress reports (see Figure 19) to prepare various reports concerning the impacts and advancements resulting from research projects.  Additional assistance may be requested from program Office Administrators and Technical Panels to provide supplemental information as needed.
6.6.1 – ANNUAL SUMMARY
At the end of each fiscal year, Research will prepare a summary of implementation progress.  This summary will include the following items:

· Discuss implementation decisions/activities which occurred during the given fiscal year on completed and/or active projects.
· Highlight implementation on the horizon in regards to:

· active projects that are showing good potential for implementation, and

· proposed projects that are probable candidates for implementation.

· Address research being conducted in other states that could potentially be beneficial to Ohio.
The annual summary will be distributed to the Director, Assistant Directors, and FHWA.  The report will also be available on the Research website.  An email notification with a link to the report will be sent to all Deputy Directors, Office Administrators, and research managers at other state DOTs.  

6.6.2 – HISTORICAL REPORT

Research will develop and maintain a historical record of research project implementation activity.  This report will contain an overall summary of the benefits from conducting research as well as a synopsis for each research project.  The implementation plan and the latest progress report for each project may also be included in the report as available.
Projects will be included in the historical report once an implementation plan has been developed.  Every three years the report will be thoroughly reviewed and updated, in its entirety, for the purposes of long-term tracking of implementation progress and determination of overall benefits.  A summary of significant findings will be provided following each update.
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