GUIDELINESFOR CONDUCTING PEER EXCHANGES
OF STATE DOT RESEARCH PROGRAMS

General

The peer exchange isapracticd and effective tool to foster excelencein R& T program management.
It is extremely important to note that peer exchanges are not compliance reviews. The intent of the
peer exchange isfor both the host State and the visitors to exchange information. Peer exchanges are
intended to benefit dl participants through an open exchange of ideas, knowledge, and brainstorming.
The vigtors should expect to gain as much from the experience, if not more, than the host State.

The objective of a peer exchange program isto give State DOT’ s ameans to improve the qudity and
effectiveness of their research management processes. A peer exchange is appropriate for agencies of
any Sze, mission, discipline, or respongbility.

The program is designed to send an outside team of invited top level managers to meet with the host
agency to discuss and review its RD& T management process. Information on the host agency and
team members RD& T policies and procedures are exchanged with the intent to improve the overal
RD& T management process. Peer exchanges provide an opportunity for participants to share best
practices and management innovations with each other. The information gathered from the exchange is
presented to agency management.

These guidelines are intended to be used to guide discussions, meetings with upper level management,
preparation of areport, and follow-up activities. Additiona details on peer exchanges may be found in
Section 4.3 of the NCHRP Report “Guide for Developing a State Transportation Research Manud.”

It isthe State' s regpongibility to initiate its peer exchange. The composition of the peer exchange team,
the breadth of the issues covered, the duration of the peer exchange, and other issues are a the States
discretion.

Prior totheVigt

Host State—

. Sdlect prospective members of the visting team. At least two of the members must be from
among those in the RAC membership who have participated in an earlier peer exchange. The
hogt State is dso encouraged to include a participant from FHWA in the group.

. One of the vidtors must be designated as the Team Leader.

. Personally contact each of the prospective team members by tel ephone to establish availability
and tentative dates.

. Send each team member a copy of the State Transportation Research Manud for exchange at
least 2 weeks prior to the vigt.

. Along with the manua, the host State Research Program Manager should identify focus areas
consdered desrable for discusson during the visit.
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Vidtors—

. Agreeto participation in the team only if you do so voluntarily and with a desre to both offer
and receive new idess.

. Review the materids sent by the host State. Do not try to compare the host State's
documentation with ether the FHWA regulations or guidance, or the NCHRP “Guide for
Developing a State Trangportation Research Manud.” Remember, the purpose of the vigt is
not to check for compliance with requirements; that is the respongbility of the FHWA Divison
Office.

. Prepare to discuss your own program and your successes and failures and to participate in
open discussons

During the Vist

The duration of the peer exchange is a the discretion of the host State. Generdly, the visit should be
scheduled to last at least 3 days, and preferably alittle longer to allow for time to prepare ateam report
and conduct a“close-out” discussion.

The host State should prepare an agenda for the vidit. The agenda should include:

. Opportunity for the team to look a example projects as they have advanced (and are
advancing) through the system from solicitation to implementation. Both “good” and “bad”
examples should be shared. If appropriate, examples of in-house, university, and consultant
research should be provided.

. Discussion with both contract and staff researchers.

. Some higtorical perspective of gaff and financial resources.

. St traning.

. The contracting process, including RFP' s, sdlection, monitoring, etc.

. Technology transfer and implementation techniques.

. Discussion of the Research Manua and Work Program.

. Committee structure.

. Time for the vistors and host State to prepare a Team Report. The content of the report is
discussed later.

. A scheduled “close-out.” The “close-out” activity is described in the Report Section.

Report

If a dl possible, the report should be written before the close-out conference. Asa minimum, the
report should be prepared before the visitors leave. The report is to be considered ateam effort that
involves dl of the vigitors and the host State Research Program Manager.

The“close-out” has the potentid for the grestest benefit if it is conducted with upper management of the

hogt State and/or the uppermost Research Advisory Committee. The *close-out” should highlight the
most positive aspects of the host state research program and the aspects of the host state program that
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the vigtors intend to incorporate into their own programs. Of course, any suggestions agreed to by the
team, should aso be highlighted to the host State upper management, with the understanding that upper
management support is necessary to make sgnificant changes.

The report should include a brief introduction that identifies dl of the participants on the team and
describes the purpose and intent of the activity. The body of the report should briefly discuss those
aspects of the Research Program that were looked at by the team.

The concluson section of the report should reflect the highlights of the open discussons and written asa
team using a“team consensus’ gpproach. It is expected that the report will reflect the aspects of the
host State’ s program that the visitors desire to incorporate into their own programs aswell as (1) the
desirable features of the host State’' s program that should be emphasized and (2) those aspects of the
host State’ s program that appear to warrant anew or expanded approach.

The report ismost likely to be of valueif it is kept brief and to the point. The use of “bullet” phrases
and other outlining techniques should be used to help avoid the need to “wordsmith” the report and
minimize the time needed to review the documen.

The report should include an endorsement by al of the members of the team. Since the host State is
considered a member of the team, this would preclude the need for a separate written response to the
report by the host State. A copy of the report should then be forwarded to the FHWA Division
Adminigtrator. If the host State elects to not endorse the report, a separate written response should
then aso be forwarded to the FHWA Division Administrator.

Follow-up

One additiond activity that gppears to have substantia merit involves some effort to follow-up on the
consensus reached during the peer exchange. About ayear after the vist, the host State should initiate
a“Round Robin” report that identifies any changes that have occurred and that were introduced as a
result of the vigt. Each of the vistors should add to the report those activities that were enhanced in
their respective programs as aresult of their participation in the peer exchange. The report would be
circulated among dl members of the team until everyone has had an opportunity to review everyone
esg'scomments. Thisisacompletdy optiona activity. Itsinitiation is dependent upon the desires of
the host State.
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