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Access Management Forum – Executive Summary October 30, 2015 

 

Objective: 

On August 5, 2015, SHA had an open and candid discussion forum with key customers to 

identify insights, innovations, and ideas to enhance the current Access Permit process.  Pre-

forum interviews with a sample of those customers yielded three types of priorities: 

 

 Chain of Command 

 Continuity 

 Consistency 

 

At the conclusion of this meeting it was agreed that SHA would report on the forum with 

specific top-priority next steps, SHA responsibilities and resources, and timetables.   

 

Customer Priorities Addressed by SHA: 

The following items are customer priorities that are being addressed or have already been 

addressed. 

 

Chain of Command 

 

 Gave the district offices the ultimate authority to resolve conflicts, and created a culture 

of empowerment within the decision-making process.  

 Assigned an employee at the district level to be the single point of contact (Regional 

Engineer) and to have ownership and authority for each stakeholder. 

 Decentralized the access management responsibilities and authority to the local District 

Offices while focusing on maintaining consistency. 

 Created and made public a clear, definitive decision-making process naming those who 

have authority for final approval and issue resolution. 

 Created flow charts and guides to help customers navigate the process. 

 Clarified roles for each position and responsibilities at each level within the districts. 

 Reviewing and revising the existing Access Management Manual as the very first 

priority. 

 Offering “pre-design” meetings with engineers and/or developers to facilitate open and 

proactive communication from the very beginning of each project. 
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Continuity 

 

 Created and made public a clear and concise organizational chart so that customers can 

see who has authority. 

 Established a waiver/exception process to document and defend decisions to allow 

exemptions to access management policies in order to facilitate issue resolutions. 

 Instituted an informal policy that after two cycles of submittals and reviews with the 

same unresolved comments a meeting is to be offered to address all the issues at once and 

thereby reduce the time commitment for all parties involved. 

 Defined customer service expectations for employees and set standards of excellence. 

 Created and made public a phone and email contacts chart so that customers can easily 

contact those with authority over the process. 

 Facilitating a culture of early, open communication. 

 Reviewing “Practical Design” for urban and suburban contexts to determine appropriate 

modifications to the design manual. 

 Offering pre-application meetings to identify issues and discuss ways to resolve them. 

 Continuing to use district office oversight and judgment. 

 Contracting out the rewriting of the SHA Access Manual. 

 Updating and reorganizing the Frequently Asked Questions webpage. 

 

Consistency 

 

 Made a commitment to enhance and improve the access management process. 

 Changed communications habits to be proactive rather than passive.  Phone calls and 

face-to-face meetings are favored over an ongoing cycle of memos and letters. 

 Offering customers scoping meetings to determine and adjust their expectations. 

 Developing an e-submittal option. 

 

While SHA has addressed many customer needs, we have failed to sufficiently communicate our 

progress to customers.  Many were unaware of the steps we had already taken. 

 

Action Plans for Upcoming 6 Months: 

The following tables are a summary of the customer priorities and action steps SHA will take to 

address those priorities in the next six months.  The first major action step will be a joint 

Customer Experience Training developed in collaboration with Anne Arundel Community 

College (AACO) for district office staff who work directly with access permit customers.  The 

training will last a full day and will take place at the SHA Hanover Complex on Tuesday, 

December 8
th

. 
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Chain of Command 

 

Customer Priority Action Plan / Outcome 

SHA 

Responsible 

Party 

Timing 

Estimate 

Establish a consistent level of 

customer service to improve 

the standards and timeliness of 

response and responsibility.  

Empower staff at all levels 

and positions to deliver 

consistent communication and 

customer service. 

Customer Service Training 

in December 2015 for 

SHA staff involved in the 

Access Management 

Process. 

Office of 

Highway 

Development 

December 

2015 

Communicate any and all 

changes to the processes in a 

timely manner.  Communicate 

improvements made to the 

access management process 

on a regular basis. 

Develop a comprehensive 

approach to compiling and 

disseminating access 

management news to 

customers. 

Districts 6 and 7 
By January 

2016 

Align Traffic Impact Study 

Modeling requirements with 

the counties and 

municipalities. 

Each District Office will 

contact the Office of 

Traffic and Safety and 

their customer counties and 

municipalities to make a 

plan for aligning traffic 

impact study requirements. 

Office of Traffic 

and Safety, All 

District Offices 

By March 

2016 

Improve methods of 

communicating; don’t wait 

until deadlines to say 

something, pick up the phone 

and call directly to resolve an 

issue immediately rather than 

write a letter. 

Best Practice 

Investigate the extent to 

which this is already 

occurring and find out why 

or why not. 

Districts 2 and 5 

By 

Thanksgiving 

2015 

When documenting comments 

on the process, stop making 

them anonymous—own your 

comments so there is a trail of 

fingerprints. 

Best Practice 

Investigate the extent to 

which this is already 

occurring and find out why 

or why not. 

Districts 1 and 3 

By 

Thanksgiving 

2015 
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Continuity 
 

Customer Priority Action Plan / Outcome 

SHA 

Responsible 

Party 

Timing 

Estimate 

Ensure the existing Access 

Management database and 

online tools contain accurate 

contact information for all 

SHA, consultants, engineers, 

and developers. 

Review and correct the 

existing database of contact 

information; assign 

responsibility for regularly 

updating the data 

Office of 

Highway 

Development 

By 

Thanksgiving 

2015 

Investigate “Practical 

Design”, and incorporate it 

into SHA access 

management. 

Investigate the concept, how 

it could be incorporated into 

access management 

policies, and how to align 

access management culture 

toward it. 

District 4 
By March 

2016 

Clearly define criteria for 

Type 1, 2, and 3 projects.  

Use criteria to determine 

which SHA divisions will be 

asked for comments on 

submittals. 

Commit existing knowledge 

of Project Type criteria to 

paper.  Develop 

recommendations for which 

SHA divisions should see 

all, some, or none of the 

submittals received. 

Districts 6 and 7 
By March 

2016 

Clearly communicate SHA’s 

position when writing letters.  

Do not hedge or be vague.  

Write clear, easy-to-

understand language.  If the 

answer is ‘no’ be sure to also 

tell us how to get to ‘yes’.  

Do not send letters with 

contradictory comments. 

Investigate the manner in 

which the letters are written.  

Identify the cause(s) of the 

hedging, lack of clarity, 

self-contradictions, etc.  

Determine how they can be 

significantly reduced or 

eliminated. 

Districts 2 and 5 
By March 

2016 

 

Consistency 

 

Customer Priority Action Plan / Outcome 

SHA 

Responsible 

Party 

Timing 

Estimate 

Drive consistency within 

districts through inter-district 

meetings between District 

Engineers and/or designated 

staff.  Police each other for 

customer service standards. 

Best Practice 

All concerns expressed by 

customers about 

inconsistent policies among 

the districts should be added 

to the agenda of the existing 

District Engineer meetings. 

Districts 4 and 6 

By 

Thanksgiving 

2015 
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Technology / Other 

 

Customer Priority Action Plan / Outcome 

SHA 

Responsible 

Party 

Timing 

Estimate 

Utilize the Access 

Management webpage, 

ProjectWise, SharePoint, and 

other technology to share 

information. 

Find and report on 

opportunities to use 

technology, software, 

hardware, etc. already 

owned and in use at SHA to 

share information with 

customers. 

Office of 

Highway 

Development 

By January 

2016 

Revise down inspection fee of 

15%; industry average is 4% 

Investigate the same fees in 

other regional jurisdictions 

and what new issues would 

need to be overcome if SHA 

reduced or eliminated them. 

Office of 

Highway 

Development 

By January 

2016 

 

Communication of Updates: 
As part of the ongoing effort to reach out and engage with customers, SHA will communicate via 

email with the forum attendees over the next several months leading up to the next forum event.  

More than 25 attendees volunteered to participate in the improvement efforts by joining forces 

with employees on teams charged with overseeing the implementation of specific 

recommendations and developing related recommendations.  These volunteers will be kept up to 

date more frequently and in greater detail both through email and through their experiences 

working on the implementation teams. 

 

Next Steps: 

The action plans in the tables above are considered short-term, meaning SHA will complete them 

within 6 months or less.  There were numerous priorities and issues identified at the forum which 

will require more time to address.  These “parking lot issues” will be addressed on a longer 

timeline and will likely be on the agenda at the next forum in early summer 2016 during which 

participants will review progress in executing the action plans above and identify new issues 

which require attention.  Many of the parking lot issues will require new laws and/or regulations 

to be written and passed, or collaboration and cooperation amongst multiple local, state, and 

federal government entities.  The final report on the forum will include “Action Plan / Outcome”, 

“SHA Responsible Party”, and “Timing Estimate” information for those long-term action plans 

as well as a summary of “parking lot issues” i.e. those which will require more research and 

definition before action plans are developed.  

 

 

For further information please contact: 

 

Clayton Fischer – CFischer@sha.state.md.us 

 

Dave Coyne – DCoyne@sha.state.md.us 
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