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1600 Permit Acquisition Improvement Project

*¢* Problem Statement:
The 1600 Permit process for Caltrans projects must be metin a
short window of time. This results in last-minute collaboration on
the part of Caltrans and CDFW staff. Permit submittals are often
deemed incomplete by CDFW. Required additions or revisions
cause a review/rework cycle that causes significant project delay.

*** Objective:
95% of 1600 Permit Package are accepted upon first submittal.
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Project Team Members - Caltrans ct

Cross-functional team that included both staff and management

%+ Janet Newland — Project Greenbelt, Office Chief, Environmental, District 5, San Luis Obispo

** Lara Bertaina — Associate Environmental Planner, District 5, San Luis Obispo

% Larry Bonner — Senior Environmental Planner, Biology Branch Chief, District 5, San Luis Obispo

** Tami Dart — Associate Environmental Planner, District 1, Eureka

% Jay Haghparast - Senior Transportation Engineer, Project Manager, District 6, Fresno

% Sean Marquis — Associate Environmental Planner, District 3, Marysville

%* Frank Meraz — Senior Environmental Planner, Env. Analysis, Biology & Tech. Assistance, Sacramento
** Robert Polyack — PID Program Manager, Senior Transportation Engineer — Specialist, Fresno

%* Kim Smith — Senior Environmental Planner, Chief, Env. Stewardship, District 11, San Diego

** Fernando Velez — Senior Transportation Engineer, Environmental, District 4 Oakland

Lean 6-Sigma Program




CALIFORNIA

Project Team Members - CDFW

¢ Cathie Vouchilas, Environmental Program Manager |,

Habitat Conservation Planning, Sacramento

*»* Juan Torres, Senior Environmental Scientist,

Caltrans Liaison, Sacramento




Baseline Capability

Binomial Capability Analysis for Deemed Incom
Summary Report

Is the % defective at or below 95%? Process Characterization
DLl = Number of subgroups 33
Subgroup size 1
Total items tested B
Yes - No Number of defectives 17
P < 0.001
Process Capability (Overall)
% Defective 51.52
95% CI (33.54, 69.20)
Observed % Defective per Subgroup PPM (DPMO) 515152
Where are the data relative to the acceptable level? Process Z -0.04
95%
i
i
|_‘_| ! Comments
i
i Aaceptable % defective: 95%
The process % defective is significantly less than the
maximum acceptable level (p-value < 0.05).
0 100

** 51.52 % of 1600 Permit applications submitted by Caltrans are
formally deemed incomplete by CDFW
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Initial Process Map

X Hydraulics
X Traffic
X Geotech
X Structures
X Project Layouts X Construction
X Phone Call X Storm Water
X Email X CDFW Comments
X Field Review X Maintenance Comments

X Formal Meeting X CDFW Guidance X Environmental Document

X Project Location

X Photographs

X Materials

X Water Diversion

X Construction Details

X Impact Area

X Special Status Species/Habitat
X Natural Environment Study
X Environmental Document
X Mitigation/Compensation
X Sediment Control

X Hydrological Studies

X Vegetation Impacts/Lists

Prepare

Application and Aoplcati
Accessory ~————————————» Submitto COFW ———» pplical '02
Technical Conplete?

Documentation

X Formal Letter
X E-Mail
X Phone CAll

Revise Application 4— NO

Y Photographs

Early Project Approval
Begin 1600 > Complex_ 1600 — YES 4 Coordination with > &Enwronn‘eptal »  Project Design >
Process Permit? Documentation
Process (PAED)
Y CDFW Guidance Y Initial[Project Design Y 95% Design Within Jurisdictional Area Y Permit Application Packet
Y CDFW|Comments Y Project Location
Y Materials
Y Water Diversion
Y Construction Details
Y Impact Area
Y Sediment Control
NO Y Hydrological Studies
Value Added step: Non Value Added step:
Change is involved, Done Required for regulatory,
right the first time. policy or legal reasons

pecial Status Species/Habitat
Y Natural Environment Study
Y Mitigation/Compensation
Y Sediment Control
Y Hydrological Studies
Y Vegetaion Impacts/Lists

End 1600
— YES » Submital
Process

¢ Lack of collaboration and understanding of the required work at the
onset of the process resulted in considerable rework at the end.
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Analysis Tools

** Measurement System Analysis:
Attribute Gauge Repeatability Study

*»* Pareto Charts
¢ Fishbone Diagram

+* Failure Mode Effects Analysis

Lean 6-Sigma Program




Attribute Gauge Repeatability Study

¢ Sample permit packets were evaluated by:
+»» California Department of Fish & Wildlife/Caltrans Liaisons
+** Their supervisors
+» Caltrans Biologists

¢ It was requested that the evaluators review the samples and

indicate whether or not the supporting documentation was
sufficient

¢ Reviews were completed within the same time frame

Lean 6-Sigma Program




Key Finding 1: Lack of Consistency Between Evaluators

Assessment Agreement

Appraiser vs Standard

100 X 95.0% CI

® Percent
80

60

Percent

40

20

A Q N N © %) N v ©
< % \% & & S &
© @ '\O QD N N R R &
X » &K Q Q Q
C © e e e

Appraiser

¢ Evaluators disagreed on what constitutes a complete permit application
¢ Evaluators matched a standard between 29% and 71% of the time




Key Finding 2: Project Description & Project Impact
Descriptions Caused Most Failures

Pareto Chart of Application Sections ‘:‘ 267% PrOJeCt Descrlpt|0n

80
80
70
60
50

Total Errors

40
30
20
10

Application Sections

% 24.4% Project Impacts

©% % 16.3% CEQA Document

. % 12.8% Mitigation Measures
) A S SERL ** 9.3% Fees

é,é‘%\ G\S“Q ro‘p - 5& ‘D@ \00 ,5? & o .
Q @ & &< h% . .
& EE ** 4.7% Project Location
ol N
’ .
R S ** 3.5% Other Permits

Cum %

26.7 512 674 802 895 942 977 1000




Project Description and Project Impacts

70 100
50 @ . PROJECT DESCRIPTION FAILURES
b= 50 = . . . .
= a0 60 S s+ Dimensions/Description of each Structure
2 30 0 & . .
» " or Activity not Provided
- E - » Construction Details not Provided
. ¢§ﬁ$§§iﬁ§f}i§§bfw§f§§@ * % Materials Details not Provided
GO S Fo o 6 q
@t s oS ** Full Set of Plans not Provided
FESEFE ST I N . .
SaNSes W &e\f‘*f;‘sﬁ % Length/Width RSP not Provided
AR R - ]
S ISR % Demolition Work not Described
SEF N .
L % Water Diversion not Described
o & q 9
#Qt;‘it\é“ % Too Much Information Provided
& % Construction Staging not Provided
d\é\z TOTAL 13 1310 6 6 5 5 3 2 2 2 1 3 ‘:’ Night Work Details not Provided
[t AP R S % Utility Relocation Details not Provided
35
PROJECT IMPACTS FAILURES - 100
. 25 80 £
+ Volume of Cut and Fill g 20 w0 8
. ~ 15 5
«* Impacts within Jurisdictional Area 10 0va
B . . .
.:. B!olog!cal Stud!es Incomplete brjoct impacts Ctegorie e FET IS 0
* Biological Studies Not Included G FESF ST
< Cal i Ff e Fe L
X alculations Incorrect S S S
% RSP Size/Volume/Area Not Provided & 0 ;‘@iﬁ\“’m ‘)&;ﬁ_ S
q q Nl A Ry & 5
% Impacts to Species/Habitat Not Calculated R @af’#od\@&\ #
. _ S S 0 &
++» Discrepancy Between Application & & & g\&eqﬁ’ é.bq*
. & § % g
Environmental Document 5;“ 9‘@6 @ °
. . &
+ Hydrological Studies Not Included <& &

RNORS 05
P .
SR T

g %
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Critical X’s (root causes of problems)

¢ Inadequate description of construction methods &
impacts provided

*»* Design information incomplete / uncertain

*»* Design information received by biologist late in process
** Incorrect fee amount submitted

¢ Lack of pre-coordination

** CEQA document & supporting documentation not
submitted

** CDFW disagreement with level of CEQA document
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Improvement Techniques

+* Checklist - Standardized checklist to address all sections of the
1600 Permit application

** Mandatory Peer Review — Peer review of 1600 Permit Application

¢ Permit Coordinators — Reduction in the number of Biologists
coordinating with California Department of Fish & Wildlife

¢ Pre-Consultation with CDFW — Required meeting between
Caltrans & CDFW

+¢* Caltrans Internal Permit Coordination - New project task

** CDFW Office Hours - Quarterly Caltrans District face-to-face
meetings on project specifics

%
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Additional Improvement Techniques

Caltrans Division of Environmental Analysis will develop
three training courses. Target Date: October 31, 2016

+¢ Caltrans Training — Caltrans Division of Environmental Analysis
to provide 1600 Permit Training to Caltrans Engineering Staff

*¢* On-Demand/ Online Training - Completing the 1600 Permit
Application (LSA Notification Form)

¢ On-Demand/ Online Training - Caltrans’ Project Delivery Process

To benefit all regulatory agencies, local jurisdictions, and the
general public

*¢* CDFW Training — CDFW Liaisons to provide basic 1600 Permit
(LSA Notification) training.
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New Process

X Project Layouts

X Phone Call

X Email

X Field Review

X Formal Meeting

X CDFW Liaison Input

X CT Biologist Input

X CT Permit Coord Input
X CT Env Plan Input

X CT PM Input
X

CT Des Eng Input X Draft Env Doc

Begin Project Approval
1600  » Pre-gonsultatlon & Enwronmeptal

Process with CDFW Documentation
Process (PA&ED)

Y CDFW Guidance
Y CEQA doc level
Y CDFW Jurisdiction

Y Initial Project Design
Y CDFW Comments

Y Final Env Doc

Y Project Report

a

X CDFW Coordination

X Detailed Design Within CDFW Jurisdictional Area
X Photographs

X Materials

X Water Diversion

X Construction Details

X Impact Areas

X Special Status/Species

X Natural Enviroment Study

X Environmental Document

X Mitigation/Compensation

X Sediment Control

X Hydrological Studies

X AGREEMENT TYPE

X FEES

X PRIOR NOTIFICATION

X PROJECT LOCATION

X PROJECT CATEGORY/WORK TYPE

X PROJECT DESCRIPTION

X PROJECT IMPACTS

X MEASURES TO PROTECT FISH/WILDLIFE/PLANTS
X OTHER PERMITS

X ENVIRONMENTAL REVIEW CEQA/NEPA

X PM Input

X Hydraulics Input

X Traffic Input

X Geotech Input

X Structures Input

X Construction Input
X Storm Water Input
X Design Input

X Permit Coord Input
X Biologist Input

X Env Planner Input
X Maintenance Input

X Hydraulics Report

X Traffic Report

X Geotech Report

X Structures Report

X Construction Plans
X Storm Water Report
X CDFW Comments

e Prepare
Internal Permit TEP:
A Application and -
Coordination . . o Application
" —» Project Design ——» Accessory —» Submit to COFW ——»
Meeting Technical Complete
(WBS) Documentation

Y Deliverables Defined Y Project Location

Y Permit Schedule Y Materials
Y Water Diversion Plans
Y Construction Details
Y Impact Areas
Y Sediment Control
Y Hydrological Studies
Y Detailed Design Within CDFW Jurisditional Area

Y Permit Application Packet

** Emphasis on early collaboration

*** Rework loops are eliminated

Lean 6-Sigma Program
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New Capability Analysis: Estimated at >95%

Binomial Process Capability Report for Total Errors

P Chart Binomial Plot
1
006 z
n
2
=
5 o0a UCL=0.04338 g
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£ 002 +
[
g
P=0.00521
0.00 .—.—0—0—.—‘—‘—0—0—0—0 LCL=0 0
1 2 3 4 5 6 7 8 9 10 11 12 0 1 2
Sample Observed Defectives
Cumulative %Defective Histogram
Target
20 ;
100
15
g Target: 000 a 75
T 0 PPM Def: 5208 5
e Lower C: 631 2
a Upper CT 18687 e 50
& Process z. 25617 =
05 Lower CL  2.0817
Upper C  3.2243 25
0.0
00
2 4 6 8 10 12 0 1 2 3 4 5 6
Sample %Defective

¢ Analysis of all of the incomplete letters received over the past
year indicates that had the new process been in place it is likely
that only two of the errors would have occurred.
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Control Plan

¢ Policy Memo from Chief, Division of Environmental Analysis to
implement various improvements.

¢ Bi-Annual audit of STEVE (Standard Tracking and Exchange Vehicle for
Environmental) by Caltrans Division of Environmental Analysis

¢ Review of Incomplete Letters (volume and content)
+*¢* Review of standardized checklist

¢ To ensure accurate tracking, CDFW Caltrans interagency contract to
require Liaisons to provide formal Incomplete Letter or email rather
than informal phone call

** Checklist shall be added to Caltrans online Standard Environmental
Reference (SER)
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Additional Benefits

¢ Strengthened collaboration and trust between Caltrans and
CDFW (Especially true of the Sacramento meeting between the
two departments)

¢ Opportunity for critical review of our processes

¢ The project provided the team a vehicle to better understand
each other’s missions, challenges, and goals and created a safe
venue for personnel to share experiences, frustrations and
positive ideas

¢ Greater clarity among Caltrans Team members on the permit
process and details required to acquire permits.
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Additional Benefits

*** Improved morale by showing Caltrans employees that the
organization is not only talking about making positive process
changes but implementing them

*» Time gained by eliminating rework will allow 1600 Permit
Coordinators to prepare a thorough permit packet at a less
frenetic pace leading to improved morale

¢ Laid the groundwork for future permit process improvement

%

Lean 6-Sigma Program @

ALFgp,
3 a«ﬂ/’f‘@ \
§ %

-1
Z
al
3 L
" &
%, &
- )
M pENE




Green Belt Contact Information

<+ Name: Janet A. Newland

*» Phone: (805) 542-4691

< Email: janet.newland@dot.ca.gov




