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AASHTO Innovation Initiative
[Proposed] Nomination of Innovation Ready for Implementation
Sponsor
Nominations must be submitted by an AASHTO member DOT willing to help promote the innovation
1. Sponsoring DOT (State):  Utah Department of Transportation
 
2.  Name and Title: David Schwartz, Statewide Program/Project Manager
 
    Organization:  Utah Department of Transportation
 
    Street Address:  4501 S. 2700 W.
 
    City:  Salt Lake City
 
    State:  Utah
 
    Zip Code:  84114
 
    Email:  Dschwartz@utah.gov
 
    Phone:  801 910-2005
 
    Fax:  Click or tap here to enter text.
 
3. Is the sponsoring State DOT willing to promote this innovation to other states by participating on a Lead States Team supported by the AASHTO Innovation Initiative?   ☒ Yes  ☐ No

Innovation Description (10 points)
The term “innovation” may include processes, products, techniques, procedures, and practices.
4. Name of the innovation:
Electronic Invoices
 

5. Please describe the innovation. Describe how this innovation transforms your existing “state of play.”
Historically, project managers received invoices on UDOT projects in a variety of ways. Invoices were submitted by email, traditional mail, hand delivered, and even courier..  Although the invoices were correct and complete, there were several inconsistencies. Different consultants would use a variety of formats. Those reviewing and approving the invoices spent a lot of time with the review due to each contract having different terms as far as cost, duration, and approved subs or individuals working on the contract. This method of review was extremely time consuming.  When an invoice was rejected due to some error or lack of documentation from the prime or a sub this could hold up payment of an invoice for a substantial time.  Not knowing where the invoices were, or how many invoices had been submitted, the turn around time could become long.  Having the electronic invoicing has given us the ability to have consultants submit invoices in one place electronically.  The invoices are in the same format and the system validates the unit costs and terms of the contract.  This has been a significant time savings to free the project managers to focus on other priorities.  The electronic invoicing system has also given us the ability to begin development of performance measures to know how many invoices have been submitted, track the turnaround time, know the amount of money that is being invoiced overall.  This has also given the ability to know where the invoice are in the process, and to be transparent to the consultants to know where the invoices are in the process.  We have been able to track the number of rejected invoices that has helped to find common issues and work to correct them so that the number of rejections is decreasing. 
 
6.  If appropriate, please attach photographs, diagrams, or other images illustrating the appearance or functionality of the innovation (if electronic, please provide a separate file). Please list your attachments here. Attach photographs, diagrams, or other images here.
Was unable to attach electronic file so added some screen shots at the end of this application.  If you would like the electronic file please contact me.
7. Briefly describe the history of its development. 
Project managers in the department and consultants that contracted to do work for the department saw a potential benefit
.  The department worked with the comptrollers, project managers, and consultants to determine the best course of action.  Because each firm had a different way of producing invoices it was determined that the best way would be to input all the information from their systems into a common system.  This added a bit of work to them individually but they felt the value gained was a benefit. The functionality was programed into UDOTs in-house project management system and tested by a team consisting of the various groups.  Once the team was happy with what was developed, training for the new system was developed.  Five different general sessions were given focused on department employees.  Five different training sessions were given throughout the state that focused on the consultants. A video was developed and placed on line for future reference.  In addition, each of the regions staff meetings were attended after activation of the system to get feedback and answer any question.  Staff was available to take calls from consultants to take feedback and answer questions. 

State of Development (40 points)
Innovations must be successfully deployed in at least one State DOT. The AII selection process will favor innovations that have advanced beyond the research stage, at least to the pilot deployment stage, and preferably into routine use.
8. How ready is this innovation for implementation in an operational environment? Please check of the following options. Please describe.
☐ Prototype is fully functional and yet to be piloted  
☐ Prototype demonstrated successfully in a pilot environment  
☒ Technology has been deployed multiple times in an operational environment
☐ Technology is ready for full-scale adoption
This system went into effect at the end of September 2018.  It has been in use since then and is used for all consultant contract invoices.  
 
9. What additional development is necessary to enable routine deployment of the innovation? What resources—such as technical specifications, training materials, and user guides—are already available to assist with the deployment effort?
As stated above, training videos have been developed to help with continued training of new personnel for this system.
 
10.  Has any other organization used this innovation?  ☐ Yes  ☒ No
If so, please list organization names and contacts. Please identify the source of this information.
	Organization
	Name
	Phone
	Email

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.



Potential Payoff (30 points)
Payoff is defined as the combination of broad applicability and significant benefit or advantage over other current practice (baseline).
11. How does the innovation meet customer or stakeholder needs in your State DOT or other organizations that have used it?
Reduction in turnaround time to paying consultants has been noticeable.  A cost and time savings have been realized by having the system check the individual contract terms.
 An independent check by another person has also been eliminated due to having the system do the check.  Transparency of where an invoice is in the process has helped in facilitating communication more quickly when issues arise in regards to invoices or when a contract may need to have a modification done.  Fewer invoice rejections are being seen because the expectation of what is required in an invoice has become uniform.  
12. What type and scale of benefits have your DOT realized from using this innovation? Include cost savings, safety improvements, transportation efficiency or effectiveness, environmental benefits, or any other advantages over other existing baseline practice. Please identify the following benefit types:
	Check boxes that apply
	Benefit Types
	Select a rating from the drop-down menu

	☒
	Cost Savings
	Choose an item.

	☐
	Shortened Project/Service Delivery Schedule
	Choose an item.

	☒
	Improved Customer Service
	Choose an item.

	☒
	Improved Quality
	Choose an item.

	☐
	Environmental Benefits
	Choose an item.

	☒
	Organizational Efficiency
	Choose an item.

	☐
	Improved Safety
	Choose an item.

	☐
	Improved Operation Performance
	Choose an item.

	☐
	Improved Asset Performance
	Choose an item.

	☐
	Other (please describe)
	Choose an item.



Provide an additional description, if necessary:
Click or tap here to enter text.
 
13. Please describe the potential extent of implementation in terms of geography, organization type (including other branches of government and private industry) and size, or other relevant factors. How broadly might the technology be deployed?
Click or tap here to enter text.
 

Market Readiness (20 points)
The AII selection process will favor innovations that can be adopted with a reasonable amount of effort and cost, commensurate with the payoff potential.
14. What specific actions would another organization need to take along each of the following dimensions to adopt this innovation?
	Check boxes that apply
	Dimensions
	Please describe:

	☒
	Gaining executive leadership support
	

Funding to develop the technology within a departments systems would need to be acquired.
	☒
	Measuring performance (e.g. benefits documentation)
	

Without measuring the performance you wouldn’t see the benefits and efficiency that could be gained.
	☐
	Improving technology understanding
	

Click or tap here to enter text.
	☐
	Overcoming financial constraints
	

Click or tap here to enter text.
	☐
	Addressing legal issues (if applicable) (e.g., liability and intellectual property)
	

Click or tap here to enter text.
	☐
	Acquiring in-house expertise
	

Click or tap here to enter text.
	☐
	Resolving conflicts with existing regulations and standards
	

Click or tap here to enter text.
	☒
	Other Challenges
	

Without the support of the consulting community and willingness to change the way they do business this innovation would not be possible.



15. What is the estimated cost, effort, and length of time required to deploy the innovation in another organization?
Please describe:
Cost:  Unknown.  It depends on where individual systems are at and the capabilities of those systems.  For UDOT the cost of $60,000 was used for programming.  We have already seen a higher rate of return than what was invested in the programming.
 
Level of Effort:  Funding procurement, development of a team, programing of the
 system, testing, training and roll out of the system
Time:  9 months-  Funding obtained Feb. 2018. March 2018 Visioning of what the system should look like
.  May 2018 begin programing. July 2018 begin testing and making programing changes.  End of Aug. 2018 programing complete and training begins.  Sept 24, 2018 implement and go live.
16.  To what extent should the implementation of this innovation require the involvement of third parties, including vendors, contractors, and consultants? If so, please describe. List the type of expertise required for implementation.
 Consulting community commitment and backing is imperative.  Without the willingness of the consultant community to get behind the process this would not have been implemented.
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