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Introduction

The purpose of WSDOT research program is to address problems and find solutions that add value to the operations of the Department. In many cases, research reports include specific recommendations for altering the procedures or methods of a functional area. In other cases, the findings contribute to the body of knowledge that serves as the basis for daily operational decisions, planning decisions and/or the prioritizing of future research options. In any case, the research process is not complete until the implementation of applicable results has been accomplished. 
Preparing for Implementation 

Responsibility 
The implementation manager, in collaboration with the research manager and the technical monitor, is responsible for facilitating, evaluating and documenting implementation activities. 
Supporting the Role of the Technical Monitor

Because successful implementation is dependent upon relevant findings, preparation for implementation begins with the research proposal. The probability of relevant findings increases greatly when the users are involved in the research process. As a representative of the functional area, it is the technical monitor's responsibility to ensure that the research project team continuously considers the unique requirements of the functional area throughout the active stages of a project. It is the responsibility of the research project manager not only to ensure that the technical monitor clearly understands their role from the outset, but also to create a working relationship to make this possible. 
Providing Guidelines

The project manager provides first time technical monitors with a description of their role in a research project. This will include a checklist (described on page 6) of issues to be considered when developing an implementation plan. This summary/checklist is to serve as a guide, not as a set of requirements. The role of the technical monitor and the function of the implementation plan will depend greatly upon the nature of the research project. Some research projects do not lead to implementation, but provide valuable information.
Fostering Open Communication

The research project manager coordinates and, at times, facilitates meetings between representatives of the project team and representatives of the functional area. In the role of facilitator the implementation manger fosters open and meaningful communication between the project team and the functional area. 
Presentation of Findings and Proposing an Implementation Plan 
Presentation of Findings

Upon receipt of the final research report the research project manager schedules a presentation meeting. The presentation of the findings is both the final stage of the project and the first active stage of implementation. At this point the implementation manager becomes the primary representative of the research office. In this meeting the research team presents the findings to the technical monitor, the functional area manager, the research project manager, the implementation manager and any other WSDOT, FHWA or outside agency personnel that have interest in the findings. In this same meeting, the technical monitor presents a proposed implementation plan. The plan will: 
· Identify key users and their role in implementation (e.g. regional materials engineers, department planners, metropolitan planning organization staff, etc.) 
· Specifically describe the steps that will be required to fully implement the findings. The steps could include further research, field tests, training programs, manual revisions etc. 
· Address equipment, staffing and, of course, budgeting issues. 
The technical monitor has the option of preparing a draft implementation plan to be routed for review and comment along with the draft research report. 
Implementation Plan and Evaluation
Implementation Plan

Following the presentation of the final report, the research project manager, the technical monitor and the functional area manager are asked to evaluate the implementation potential of the project. The research implementation manager sends an implementation plan form to the technical monitor with a deadline for submission. The technical monitor submits the implementation plan to the research office. The research office keeps the implementation reports on file. The implementation manager collects and maintains these plans. The questions asked are:

· What is the major discovery or innovation that resulted from the research?

· How will this information be used in WSDOT?

· What is the value-added of this information (specifically quantify benefits where possible)?

On-going Evaluation

The implementation manager in collaboration with the research program management evaluates ongoing results of research for selective high value projects. The technical monitor and or functional area research manager will collect results of ongoing research implementation of high value and forward to the implementation manager. The implementation manager files and includes these updates in the biennial report. 

Making the Results Known
Biennial Implementation Report 

The implementation manager is responsible for generating a biennial report to the Research Executive Council (REC). The report includes a short narrative summary of implementation activities for each of the reports completed within the previous two years. The report may also include an analysis of the research office's overall implementation effort, identifying factors contributing to success and failure. The implementation manager may offer recommendations for improving the implementation process. 

The Research Office has been tracking implementation of research since 1997. In 1998 the first report on implementation was compiled covering the previous five years of completed research projects. Another report was completed in 2001 covering competed projects since the last report. These reports are provided to the Research Advisory Committee, department executives, FHWA, and other state research programs.

High Value Research

Projects that have been implemented and demonstrated a high value pay off to the Department are submitted to TRB for inclusion in the High Value Research web site. The TRAC Office prepares a feature article for publication and dissemination. 

Research Pays Off

A few select projects have been submitted to TRB for publication for in TR News. TR News selects projects for publication that demonstrate a high payoff in terms of innovative use. The Fuzzy Neural Ramp Metering project was submitted and selected for publication in the Research Pays Off column.

The Role of the Technical Monitor in Implementation 

The technical monitor is key to successful implementation. When the technical monitor is a champion for the research the likelihood of project success increases greatly. The better a technical monitor understands and is committed to their role also increases project success. To ensure the technical monitor understands their role, the project manager and/or the implementation manager meets with them and provides written guidelines of their responsibilities.

Subject matter expert

As WSDOT’s subject matter expert for a research project, the technical monitor ensures that the research team considers the unique requirements of the functional area throughout the active stages of a project. The specific role of the technical monitor is best understood in the context of these stages.

The technical monitor works to ensure that the principal investigator proposes a research question intended by the functional area customer and the workshop participants. The technical monitor assists the research project manager and the principal investigator in defining the research products and determines how the products will change or improve the operations of the functional area. The success at defining objectives up front increases the probability that research results will be valid and valuable to WSDOT.

Monitoring Progress 

Although status reports are required and serve to promote accountability and to provide a summary of progress, they do not contain the type of detail needed by the functional area. Providing this detail becomes the responsibility of the technical monitor. The technical monitor is responsible for monitoring the progress of the research project and reporting back to the managers of the affected functional areas. The technical monitor’s role is to maintain open and ongoing communication between the project team and the functional area throughout the active stages of a project. The technical monitor should observe critical field and/or laboratory tests.

Points for the Technical Monitor to consider in the Implementation Plan Process

· To allow sufficient time for review and revision, outline the implementation plan at the beginning of the project.

· Prepare a draft implementation plan and route it with the draft research report for review and comment.

· Identify key users and describe their roles in the implementation plan. (Users may include regional materials engineers, department planners, Metropolitan Planning Organizations planners, etc.)

· Directly address equipment, staffing and budget requirements.

· Describe the specific steps required to fully implement the findings, including further research, field-testing, training programs, workshops and/or manual revisions.

· Don’t force implementation. If the research findings do not lend to direct and immediate implementation, document where the results fit in current department procedures. Fully describe how the findings enhance the existing body of knowledge and/or assist in defining further research needs.

How’s Implementation Working?

The implementation process is working, but it dependent on the entire research selection process to be successful. The right projects must be selected as well as having the right technical monitor selected for the project. Unless the technical monitor is also an activist champion for the research, the role is just one more assignment. Where the research champion is the technical monitor, the entire process works well—implementation is assured and the value added to the department is evident. Without this, the task of getting the technical monitor to actively participate in the research process and to submit and track implementation is difficult. Ensuring that each research project has a champion who is accountable and responsible is key to successful implementation.

Research Implementation Fund
Purpose



The Research Implementation Fund is to facilitate getting research products and other innovative technologies into beneficial use at WSDOT. The assistance provided through the Research Implementation Fund supports activities such as new equipment, specifications, procedures, or training. It is not a main source of funding—it is available to implement innovations and ideas resulting from existing research projects when other funding is not available for implementation. This funding is not for costs associated with either new products or experimental feature evaluations.

The Research Implementation Fund provides money to support approved activities that implement a completed research project. The assistance, however, is not limited only to implementing products from the WSDOT research program. Innovative technology from other states or from national research programs that WSDOT desires to implement may also be included. Funding support is also available, when approved, for necessary costs of implementation as expert instruction or consultation.  

Process    

Requests for funding from the implementation fund should be submitted in conjunction with completion of the final research report and the required research implementation plan. Requests for funding can be submitted by project managers or technical monitors for research program products. A WSDOT region, division, or office that identifies a new technology worthy of deployment may also submit a request. Implementation funding requests should be coordinated with the project manager and the technical monitor of the research project. The request is made via letter documenting how the funding will be used to implement the project.

Funding Amounts

A guideline amount for assistance is from of $5,000 to $10,000. Applications are submitted directly to the research implementation manager at WSDOT. The research implementation manager reviews and approves requests for funding in consultation with the project manager, technical monitor and the manager of the research program. 

Implementation Fund Requirements

The research program provides funding for some types of implementation subject to availability based on the degree of need and the potential for implementation. The assistance may support new equipment, specifications, procedures, or other activities. The request must identify the outcomes of the implementation. A summary of implementation results is required to verify that project activities are completed.

Eligible Expenses

Types of activities that research implementation funds can be used include:

Equipment Purchases

Equipment purchases resulting in the implementation of research. As an example, the research program purchased a non-nuclear density gauge that was loaned out by the construction office to various project engineers.  

Costs of Training Required for Implementing New Products 

Covered costs could include training materials, preparation of a training video, and time and expenses of the university researcher. For example, a principal investigator presented the results of a study on slope designs for loess soils to the Eastern and South Central WSDOT Regions, who have these types of soils. Costs covered by the implementation fund included the time and travel expenses for the researcher to travel to the Regions.

Project Costs Associated with Implementing New Technology   

A WSDOT region or office becomes aware of an innovation developed by NCHRP that has never been used by WSDOT. The research program could approve funding for all of the additional cost or a portion of the additional cost to try the innovation. For example, NCHRP develops an inexpensive device that measures the in-situ density of surfacing materials. The research program could fund purchase of the device and the services of university researchers to evaluate its use on a limited number of projects.  

Outside Innovations 

Research from other states or pooled fund efforts that are being tested in Washington State are eligible for assistance. For example, Texas DOT developed ground penetrating radar equipment for the evaluation of pavements and bridge decks. The research program could fund a demonstration of this equipment on selected roads and bridges. The research program could pay the costs to bring the equipment and its operators to Washington State.

Ineligible Expenses

Some activities are not eligible for funding from the implementation fund. Below are some specific categories of projects that would not be appropriate for these funds.

Costs of Field Changes Supporting Active Research Projects 

A request for additional time and expenses to gather data, analyze the data and draw conclusions that are part of an original research project are to be charged to a research project. These expenses do not qualify for Implementation Program funding.  

Costs of Experimental Features or New Products

As a first use of innovative products in WSDOT that are considered to be Experimental Features or New Products; the expense to place these items is NOT eligible for Implementation Program funding and would NOT be considered by the Research Office. For example, the first use of Stone Mastic Asphalt (SMA) pavement is an Experimental Feature. The additional construction costs for the SMA is born by the Region and the cost of evaluating the performance of the pavement can be charged to construction project of a similar nature (i.e. any other paving project)

How’s the Fund Working?

As of 2003, five requests for assistance were submitted and approved since the fund was established. The assistance ranged from $2,500 to $12,000 and included two training manuals, time and travel expenses, and monitoring devices and staff time. 

The fund has purposely not been widely advertised. It is used as an internal tool to assist in the implementation of projects that have a substantiated need and can demonstrate a value-added payoff to the department. These projects also have a champion who will see the implementation through to completion.

The fund is capitalized at $50,000 and assistance is provided selectively as value-added projects are identified.

The fund could be marketed earlier in the process to technical monitors to ensure that projects are implemented.
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