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Chapter 1

Introduction

This audit was performed in response to City Council Resolution
12-149, which requested an audit of the Honolulu Authority for
Rapid Transportation (HART) contracts and spending for public
relations and public involvement services. The resolution
requested that the audit determine what specific public
involvement service(s) each employee, consultant and sub-
consultant provided, and an opinion on whether the service(s)
and the amount paid (individually and collectively) were
objective, required by federal law, and justified. This audit was
included in the Office of the City Auditor’s Work Plan for FY
2012-13. The audit was performed in accordance with generally
accepted government auditing standards between August 2012
and November 2012, and again between April 2013 and
November 2013.

Background

Honolulu is the capital of the State of Hawai‘i and is located on
the island of O’ahu. The city and county has a population of
almost one million residents spread over 600 square miles.
Tourism is the city’s principal industry and tourists increase the
city’s de facto population. Honolulu contains over 70% of the
state population which relies on cars and buses using congested
highways for daily transportation.

The city voters approved a fixed guideway system for the City
and County of Honolulu in 2008 and approved an amendment to
the city charter in the 2010 general election that established the
Honolulu Authority for Rapid Transportation (HART). HART
was formed on July 1, 2011. Prior to its establishment, the Rapid
Transit Division (RTD) in the City and County of Honolulu’s
Department of Transportation Services performed the duties and
responsibilities that HART assumed in 2011. HART is a semi-
autonomous agency of the City and County of Honolulu
government.

HART’s responsibilities include:

® Directing the planning, design, and construction of the
fixed guideway system,
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® Operating and maintaining the system,

® Preparing and adopting annual operating and capital
budgets,

* Applying for and receiving grants of property, money and

services, and other assistance for capital or operating
expenses,

®* Making administrative policies and rules to effectuate its
functions and duties, and

® Promoting, creating, and assisting transit-oriented

development projects near fixed guideway system stations
that promote transit ridership.

HART is responsible for completing a $5.2 billion, 20-mile fixed
rail system that will run from East Kapolei on the western end of
the island to Ala Moana Center via the Honolulu International
Airport. Project construction started in 2012 and is projected for
completion in 2019. Project details are shown in Appendix A.

Exhibit 1.1
Map of Honolulu Fixed Rail System

Source: Honolulu Authority for Rapid Transportation



Chapter 1: Introduction

Exhibit 1.2

The city’s fixed guideway system will be funded through a
combination of federal grants and local general excise tax and use
tax surcharges. Local funding is forecast to provide the majority
(66%) of project funds. Exhibit 1.2 shows projected revenue
sources through 2018.

Funding for the Honolulu Fixed Guideway System

Federal ' Local®
Fiscal Year ARRA New Starts Urbanized General Total
Funds® Funds® | AreaFormula | excise Tax
Funds
2012 and Prior | $4,000,000 | $319,990,000 - $616,751,367 | $940,741,367
2013 - $250,000,000 $32,941,432 $538,610,806 | $821,552,238
2014 - $250,000,000 $33,733,543 $540,118,678 | $823,852,221
2015 - $250,000,000 $34,543,557 $541,660,631 | $826,204,188
2016 - $250,000,000 $35,373,020 $543,239,607 | $828,612,627
2017 - $230,010,000 $36,221,856 $506,802,251 | $773,034,107
2018 - - $37,090,493 $70,605,921 $107,696,414
Total $4,000,000 | $1,550,000,000 | $209,903,901 | $3,357,789,261 | $5,121,693,162

@ Federal government awarded American Recovery and Reinvestment Act (ARRA) funds for the project.

b Section 5309 program to supplement formula funding for buses and bus-related facilities in both urbanized and rural
areas, discretionary program for new starts projects, and a formula funding program for fixed guideway modernization.

¢ Section 5307 Urbanized Area Formula Grant Program.

4Sources of local funding include: local general excise and use tax surcharge revenues dedicated to the rail project.

Source: Honolulu Authority for Rapid Transportation

Several U.S. government entities that provide federal funds (as
well as federal rules, laws, policies, and guidance) require public
involvement. For example, as of March 2013, the Federal Transit
Administration (FTA) provided approximately $320 million in
federal funds under a Full Funding Grant Agreement to support
Honolulu’s fixed-rail project. As a part of the federal
requirements, HART must administer a public involvement
program. The Federal Highway Administration’s and FTA’s
guidance for public involvement programs is detailed in Public
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Involvement Techniques. Other federal agencies have similar
requirements:

® The National Environmental Policy Act of 1969 mandates
that federally funded transportation projects must include
public participation.

*  Guidance from Section 6002 of the Safe, Accountable,
Flexible, Efficient, Transportation Equity Act-A Legacy for
Users provides federal guidance for federally funded

projects.
Federal The Federal Highways Administration (FHWA) and FTA define
Requ irements for public involvement or public participation as an integral part of

the transportation process that helps to ensure that decisions are
made in consideration of, and benefit to, public needs and
preferences.

Public Involvement

According to the FHWA, early and continuous public
involvement brings diverse viewpoints and values into the
decision-making process. This process enables state and local
agencies to make better informed decisions through collaborative
efforts and builds mutual understanding and trust between those
agencies and the public they serve. According to the FHWA:

® Public involvement and participation is a continuous
process consisting of a series of activities and actions to
both inform the public and stakeholders, and to obtain
input from them, which influence decisions that affect
their lives.

® The public, in any one area or jurisdiction, may hold a
diverse array of views and concerns on issues pertaining to
their own specific transportation needs.

* Conducting meaningful public participation involves
seeking public input at specific and key points in the
decision-making process on issues where such input has a
real potential to help shape the final decision or set of
actions.

® Public involvement and participation activities provide
more value when they are open, relevant, timely, and
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Rail Project
Contracts

HART and Public
Involvement Team
Organizational
Chart

appropriate for the intended goal of the public
involvement process.

Public involvement should provide a balanced approach
with representation of all stakeholders and include
measures to seek out and consider the needs of all
stakeholders, especially those that are traditionally
underserved by past and current transportation programs,
facilities, or services.

HART currently has two primary contracts related to public
involvement.

The General Engineering Consultant (GEC) contract with
Parsons Brinckerhoff (PB) provides construction-related
tasks and technical expertise (e.g. engineers, planners,
architects, etc.) for the rail project. The contract also
includes public involvement-related tasks and support
staff.

The Program Management Support Consultant (PMSC)
contract with InfraConsult, LLC (InfraConsult) provides
project management expertise, contracts for expert
personnel, and covers public involvement task
requirements.

As of December 2012, HART’s public involvement team consisted
of 12 staff (5 full-time HART employees, 2 full-time consultants,
and 5 part-time sub-consultants). The team is led by a Public
Information Officer who is an InfraConsult employee. Exhibit 1.3
shows the public involvement team’s organizational chart.
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Exhibit 1.3
HART Public Involvement Organization Chart (as of December 2012)

HART
Board of Directors

EXECUTIVE MANAGEMENT
Executive Director & CEO

PUBLIC INFORMATION
3 OFFICER ;
: Director of Communications :

Secretary Il
- . — [ e 3 ittt _|
Multimedia Administrator Information Information Information ; I Communications |
Information Specialist 111 L L - 3 Subcontractor : . |
@ Specialist 111 Specialist Il Specialist Il : 1 Manager i
el

! i ! i ! i ! i
| Subcontractor | | SUbcontractor i | Graphic Designer ) |Administrative Assistant /)
1 2 J 1 3 | Events Coordinator

] | | ] I ]

[N EE——— - [N —— - |NEEEIVE—— - |V — -

City Position
| 1
Parsons ]
Brinckerhoff I

InfraConsult

(1) Effective May 8, 2013, Multimedia Administrator/Information Specialist Il no longer part of public involvement team.

(2) Sub-consultant was re-directed to other non-Pl task areas and had no chargeable public involvement hours in
January and February 2013. Sub-consultant’s position title remains Public Involvement Consultant.

(3) Graphics designer is used in all task areas of the project requiring specialized skills, not only public involvement.
Graphics Designer reports to Communications Manager.

Source: Honolulu Authority for Rapid Transportation and Office of the City Auditor
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Audit Objectives,
Scope, and
Methodology

City Council Resolution 12-149 authorized a performance audit of
the Honolulu Authority for Rapid Transportation’s (HART)
contracts and spending for public relations and public
involvement services. Specifically, the council requested the city
auditor to determine what specific public involvement service(s)
each employee, consultant, and sub-consultant provided, and an
opinion on whether these services, and the amount paid for these
services were objective, required by federal law, and therefore
justified.

The audit objectives were to assess the organization’s public
relations and public involvement services, including the
monitoring and oversight of contracts and subcontracts, to
determine if operations are efficient, effective, and economical, to
review public relations and involvement personnel data, and to
evaluate public involvement deliverables.

We reviewed the General Engineering Consultant (GEC), Parsons
Brinckerhoff, and the Project Management Support Consultant
(PMSCQ), InfraConsult, contracts and the public relations and
involvement subcontracts. We reviewed the GEC public relations
and public involvement sub-consultant monthly progress reports.
We also reviewed and assessed the public relations and public
involvement deliverables.

From a judgmental sample, we reviewed and assessed invoices
from the GEC and the PMSC. These invoices included employee
consultant labor, sub consultant, and other direct costs related to
the public involvement program.

We interviewed public involvement personnel and administrators
from the GEC and PMSC, and applicable public involvement
sub-consultants. We also interviewed HART administrators and
staff, and personnel from the Department of Transportation
Services.

We reviewed applicable city, state, and federal laws, rules and
guidelines. These included the Federal Transit Administration
and Federal Highway Administration’s public involvement
legislation, regulations, and guidance, and the Federal Transit
Administrator’s Project Management Oversight Monthly Reports
to the Department of Transportation Services Rapid Transit
Division (RTD) and HART. In addition, we referred to our Audit
of the Department of Transportation Services” Honolulu High
Capacity Transit Corridor Project Contracts, Report No. 09-02,
which recommended that RTD should develop guidelines for
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providing supporting documentation of any work performed to
verify that the contract-related tasks and invoices submitted by
sub-consultants are valid.

Our review covered public relations and public involvement
services data and performance from FY 2008 to FY 2013. The
audit was performed in accordance with generally accepted
government auditing standards from August 2012 to November
2012, and again from April 2013 to November 2013. Those
standards require that we plan and perform the audit to obtain
sufficient and appropriate evidence to provide a reasonable basis
for our findings and conclusions based on our audit objectives.
We believe that the evidence obtained provides a reasonable basis
for our findings and conclusions based on our audit objectives.

Audit Results The Honolulu Authority for Rapid Transportation’s (HART)
public involvement team is tasked with keeping the public
informed with timely and accurate information about the project
and facilitating meaningful information and idea exchanges
among all parties. Public involvement efforts, totaling nearly
$13.9 million, generally complied with federal and program
requirements, with one exception. As the project moves forward,
there are several areas where improvements are needed.

Consultants hold key management and related functions at HART
due to several factors related to Hawai‘i’s geographic isolation,
salary limits, high cost of living, and difficulty in recruiting
qualified individuals. As a result, consultants are able to control
project and program data and influence public involvement
expenditures with minimal accountability. If HART continues to
use consultants, oversight and monitoring improvements are
needed. HART needs to ensure that invoices are properly
monitored and approved; invoices have adequate support and
documentation as recommended in a prior audit; verify work
performed by consultants and sub-consultants; and develop a
basis to evaluate consultant performance and work products for
efficiency and accountability. We also contend that HART should
continue to transition public involvement positions to city
positions in accordance with their Staffing and Succession Plan
and federal guidance.

HART has committed to deliver the project on time and on budget
and has reduced public involvement costs by more than $2.8
million. In many aspects, HART has met requirements as
required by the FTA and its various contracts, but needs to
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provide taxpayers assurance that their tax dollars are used
prudently and efficiently. Our audit report recommendations will
continue HART’s best efforts to be more efficient and accountable
as the project moves forward.
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Chapter 2

Public Involvement Requirements Were Satisfied
With One Exception

Public Involvement
Expenditures
Totaled Nearly $13.9
Million

The Rapid Transit Division (RTD) and Honolulu Authority for
Rapid Transportation (HART) generally complied with public
involvement requirements through their development and
implementation of a public involvement program that includes
compliance with tasks and information materials. We found one
exception where a sub-consultant used questionable public
involvement techniques for writing a blog that appeared to be
non-informative and political in nature. More oversight and
accountability needs to occur at HART to justify the millions
spent on public involvement. Evaluations of sub-consultant
deliverables lack quantifiable goals or objectives.

Since 2005, the city has spent nearly $13.9 million on public
involvement programs and activities. RTD and HART used a
series of six contracts with Parsons Brinckerhoff (General
Engineering Consultant) and InfraConsult (Project Management
Support Consultant) to fulfill public involvement requirements.

Exhibit 2.1 shows the distribution of public involvement
expenditures. See Appendix B for a description of each contract’s
public involvement tasks and requirements.

11



12

Chapter 2:

Public Involvement Requirements Were Satisfied With One Exception
]

Exhibit 2.1
Total Public Involvement Cost Estimate

Contract/Phase/Employer Total ($)
General Engineering Consultant Contract (GEC I a
August 2007 to September 2011) $8,070,312
General Engineering Consultant Contract b
(GEC II: June 2011 to present) $4,330,611
Project Management Consultant - InfraConsult $329 070°
(Infra I: April 2007 to November 2009) '
Project Management Consultant —InfraConsult c
(Infra II: November 2009 to present) $321,944
Project Management Consultant -InfraConsult c.d
(Infra 11l: February 2012 to present) $514,036
City (July 2012 to June 2013) $365,562
Total $13,931,535

@ Does not include public involvement costs for sub-consultant LKG-CMC, Inc.
® As of April 22, 2013

¢ Does not include General Excise Tax

¢ As of May 31, 2013

Source: Honolulu Authority for Rapid Transportation

HART’s two prime contracts related to public involvement are
with Parsons Brinckerhoff and InfraConsult. Parsons
Brinckerhoff, the General Engineering Consultant (GEC) provides
construction-related tasks and technical expertise (e.g. engineers,
planners, architects, etc.). The contract also includes public
involvement-related tasks and support staff. The second
consultant, InfraConsult, provides project management expertise.
This contract also includes public involvement task requirements
and expert personnel.

The scopes of services in both contracts include a variety of tasks
and deliverables related to the rail project, including public
involvement. In other words, there are no discrete, stand-alone
public involvement contracts. Rather, public involvement is a
component of larger contracts that cover a broad range of goods
and services.
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Most Public
Involvement
Programs
Conformed With
Federal
Requirements

Federal rules and
regulations

Through our review of the RTD and HART’s public involvement
techniques and deliverables, we found that public involvement
activities, with one exception, were generally acceptable and in
compliance with federal requirements and contract terms.
Coloring books and other novelties were allowed by federal
guidelines and included in public involvement planning
procedures. To date, most public involvement tasks have been
completed.

According to federal rules and regulations, an effective public
involvement process provides for an open exchange of
information and ideas between the public and transportation
decision makers. The overall objective of an agency’s public
involvement process are providing proactive and complete
information, providing timely public notice, full public access to
key decisions, and providing opportunities for early and
continuing involvement. The public involvement program must
also institute mechanisms for the agency or agencies to solicit
public comments and ideas, identify circumstances and impacts
that may not have been known or anticipated by public agencies,
and build support among the public, which is considered a
stakeholder in transportation investments that impact their
communities.

The Federal Highway Administration’s and Federal Transit
Administration’s Public Involvement Techniques Guide provides a
wide variety of public involvement techniques available to
transportation agencies. The publication assists practitioners in
coordinating a full public involvement program and provides a
guide of how to design a public involvement program. According
to the guide, information materials are objects, documents, and
presentation of materials that use words and visual images to
provide information about transportation programs or projects.
The physical information materials recommended in the guide
include brochures, fact sheets, logo items (magnets, mugs,
pencils, etc.), newsletters, posters and display boards, public
radio/television sponsorships, and surveys.

13
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Federalguidelines
allowed coloring books
and other novelties

Exhibit 2.2
Photo of Public Involvement Team Members at the 2012
Health and Wellness Fair

In accordance with federal guidelines, public involvement team members
distribute rail project brochures, fact sheets, and logo items at the 2012 Health
and Wellness Fair. Posters and display boards are prominently featured
throughout the booth.

Source: City and County of Honolulu Photobank

The Honolulu High-Capacity Transit Corridor Project’s
Programmatic Agreement requires the City to implement
educational and interpretive programs, materials, and signage
before revenue service begins. The agreement requires that the
City prepare materials for children, such as a coloring book or
child-friendly game, detailing the rail project’s history. Materials
were to be produced in a digital format for electronic and/or
online distribution.

We reviewed RTD’s and HART’s public involvement materials or
collateral to determine if they were properly approved and
complied with the program agreement requirements. Our review
consisted of approximately 500 collateral materials that included
multiple proofs and drafts of graphics, newsletters, event posters,
flyers, lanyards, bags, and their corresponding invoices. (See
Appendix C for photos of collateral materials.) We found that the
collateral materials were properly approved and warranted to
comply with the public involvement requirements. For example,
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Most public involvement
programs did notviolate
federalrules

HART produced a children’s activity book (a single 11x17 inch
page folded in half) to comply with requirements in the
Programmatic Agreement. The activity book also followed the
federal guidance for public involvement techniques. Invoices
showed that each book cost approximately $1.02 for printing and
folding.

Exhibit 2.3
Children’s Activity Book

Source: Honolulu Authority for Rapid Transportation

The General Engineering Consultant (GEC I & II) contracts
contained public involvement sub-tasks to ensure that the project
complied with public involvement requirements. (See Appendix
D for all tasks.)

15
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» In GEC I, RTD completed 35 out of 39 public involvement
tasks; 4 tasks are continuous and ongoing. The continuous
and ongoing tasks from GEC I are Preliminary Station
Design, Art in Transit, Landscape Plans, and a final
summary of public involvement activities. (See Appendix
D for all tasks.)

» In GEC II, HART completed 22 out of 24 public
involvement tasks with 2 tasks that are continuous and
ongoing.

1.

One continuous and ongoing task involves the
formation of Public Involvement Committees.
According to HART, the formation of committees was
placed on hold in 2012 when project construction was
halted. When construction resumes, the formation of
public involvement committees with community
stakeholders will also resume.

The second continuous and ongoing task for GEC II is
the creation of branding guidelines. According to
HART, the creation of branding guidelines was also
placed on hold at the direction of the HART CEO until
construction resumes. Once construction resumes,
HART plans to resume branding efforts.

Exhibit 2.4
HART Booth at the 2013 Food and New Products Show

Source: Office of the City Auditor
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ABlogger’s
Questionable Public
Involvement
Technique Was the
Exception

The Public Involvement Plan strategy involves using a variety of
outreach methods and techniques to ensure that various
constituencies are appropriately involved and provided with
adequate opportunity to provide input and feedback. The plan
states that care must be taken to ensure that the public receives
current and accurate information on important issues.

The city paid over half-a-million dollars to a sub-consultant that
used questionable public involvement techniques. In this one
exception, we found numerous instances where a sub-
consultant’s blog contained posts that appeared to be editorial,
political, and inappropriate in nature. The questionable language
in the blog posts was inconsistent with the objectives and
strategies of the Public Involvement Plan.

On the sub-consultant’s required monthly progress report for July
2008, the sub-consultant stated that his additional responsibilities
include creating a pro-rail blog. The sub-consultant’s scope of
services included maintaining a web log to promote the project on
a continuing basis and to include daily postings if warranted by
current events.

During our review of the sub-consultant’s blogs from September
2008 to November 2012, we found 118 blog posts that used
questionable public involvement techniques. Rather than
providing informative, useful, and accurate information on
important issues relating to the project, the blog posts were
editorial in nature and used disparaging remarks about certain
individuals whose views were different from the author.

The sub-consultant posts that appeared to be inappropriate,
editorial, and political in nature violated the HART/RTD public
involvement strategy. Exhibit 2.5 categorizes the 118 blog posts.
Of the 118 blog posts, 53 (approximately 45%) were editorial, 23
(approximately 19%) were political, and 12 (approximately 10%)
were inappropriate. We also found that of the 118 blog posts, 20
(approximately 17%) posts contained both editorial and political
language, 9 posts (approximately 8%) contained editorial and
inappropriate language, and 1 post contained political and
inappropriate language.

17
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Exhibit 2.5
Summary of Blog Posts With Questionable Language
Category No. of Blogs
Editorial 53
Political 23
Inappropriate 12
Editorial & Political 20
Editorial & 9
Inappropriate
Political & 1
Inappropriate
Total 118

Source: https://yes2rail.blogspot.com/ and Office of the City Auditor

The following examples illustrate the disparaging posts and
language used.

* The Advertiser’s repetitious coverage of the rail project is
parody material, since the lead reporter’s approach rarely
strays from its view-with-alarm angle.

® The only way “up” for her is to the United States Senate,
and it’s hard to see how blocking a project backed by a
solid majority of Oahu residents (where most of the votes
are) would do her any good.

® Voice pro-rail sentiments there and be prepared for an
avalanche of invective. And God forbid that you've ever
been associated with the City Administration in any way
or identified as a supporter. That’s an automatic
disqualification, according to the anti-rail crowd.

® Anti-Rail Manager Brings In a Rookie Closer, but His Best
Pitch Was Still the Same Old Screwball

* We'll recognize a few favorites for the local Honolulu Anti-
Rail Awards...Best Actor in a Supporting Role...Best
Original Screenplay...Best Original Song...Best Actor...



New HART CEO Has
Improved the Public
Involvement
Program

Public involvement staff
was reduced

Public involvement costs
were reduced by more
than $2.8 million

Chapter 2: Public Involvement Requirements Were Satisfied With One Exception

In our review of the sub-consultant’s invoices for services, we
found that RTD and HART approved payments totaling $563,568
for services and deliverables that included the blog posts with
inappropriate and questionable content. Furthermore, most of
the sub-consultant’s invoices lacked details on the actual services
provided. Although HART lacked adequate documentation to
determine if the blog services and posts were appropriate, the
payments to the sub-consultant were approved.

HART’s first CEO was appointed in March 2012. Since then, the
CEO has taken steps to improve the public involvement program,
which include a reduction in both public involvement staff and
expenditures. While the CEO’s actions are commendable, other
program improvements are still needed.

In July 2012, the CEO announced that HART had conducted a
review of its public involvement program and expenditures to
ensure that resources were deployed wisely. The CEO noted that
while heavier levels of public outreach may have been needed in
the early years for planning and during the extensive public input
process for the Environmental Impact Statement, it was time to
scale back public involvement resources.

As a result, HART reduced its public involvement workforce by:

* Eliminating 8 of 10 sub consultants, with the remaining 2
subcontracts cut in half;

* Eliminating 2 Parsons Brinckerhoff staff positions and
reducing another to part-time status; and

* Consolidating 2 HART Information Specialist positions
into a single position.

These actions reduced the public involvement staff and
consultants from 23 to 9.5 full-time equivalent positions.

During the audit, HART eliminated 8 sub-consultant contracts
that resulted in cost savings of nearly $2.5 million. The cost
reduction of 2 other sub-consultant contracts saved over
$201,000. By consolidating HART information specialist
positions, the agency saved an additional $72,168.
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Other Program
Improvements Are
Still Needed

In addition to labor cost savings, the HART CEO also made cost-
savings adjustments to its outreach program. The agency
reformatted its ‘Olelo broadcast program, which resulted in a
savings of $180,000. HART also reduced its newsletter
distribution cost by $75,000 a year through electronic distribution
instead of mail. The combined public involvement labor and
outreach reductions resulted in over $2.8 million in savings.

Although only one exception was found, we believe HART could
improve the effectiveness of its public involvement program.
HART met the general requirements for public involvement, but
it is unclear how effective its public involvement and outreach
program has been because HART does not have any established
and quantifiable goals or objectives for its public involvement
activities. In other words, the public involvement team is
conducting outreach activities as required by contract or internal
guidelines, but they have no documented basis to determine
whether their efforts are effective, what improvements are needed
to improve the program, or what additional costs could be saved.

According to the public involvement team members:

® The team has not developed any quantitative or qualitative

measures to evaluate the effectiveness of the public
involvement programs.

® The team needs to set realistic and clear goals of what
needs to be achieved before each public involvement
project begins.

* Although informal discussions are held after events are
finished, the team does not have any type of formal
meetings to evaluate and assess each completed public
involvement project.

From our review of event wrap-up summary reports for select
events, we found that the reports provided a general
summarization of the event, but lacked evaluations of
benchmarks and quantitative or qualitative performance
measures. There was no indication of any clear goals or objectives
that were set prior to the event.

For example, HART staffed a booth at the Auto Show. Prior to
the show, HART did not establish any measurable goals or
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objectives that would measure the effectiveness of their public
involvement technique. Gathering quantifiable data (for example,
the number of contacts made, emails collected, brochures handed
out, or attendees at the events) would have provided measurable
results for the event. After the event was over, an event wrap-up
was written with a general summary of the event as a whole.
However, the summary did not discuss any specific quantitative
or qualitative measures, the effectiveness of techniques used, and
whether or not any goals or objectives were met.

In our opinion, public involvement performance measures and
benchmarks could help the public involvement team measure
how successful or unsuccessful their various techniques are, as
well as identify areas that need improvement. After establishing
quantitative or qualitative measures and benchmarks, formal
event evaluations of the measures and benchmarks could
determine program effectiveness.

The Honolulu Authority for Rapid Transportation should:

1. Establish and formalize specific performance measures and
benchmarks for public involvement activities and staff so that
public involvement outreach can be evaluated, measured, and
adjusted; and

2. Formally measure and record the impact and effectiveness of
the public involvement activities and events by conducting
formal evaluations of the techniques used after the activities or
events are completed.
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Chapter 3

HART Relies on Consultants for Public
Involvement Program

The fixed guideway system should be constructed economically,
efficiently, and effectively. A rail administrator stated that the city
lacked the expertise to develop the project and therefore hired
consultant employees under the General Engineering Contracts
(GEC I and GEC 1II) to provide the expertise needed to build the
project. The city also relies on consultants from InfraConsult to
manage and oversee the rail project and to train city employees so
that city employees can eventually manage the project
independently. The Federal Transit Authority (FTA) also supports
the transition of management functions from consultant to city
employees.

HART continues to rely on consultants for many key
management functions. These consultants have significant
control over project operations and program data. Consultants
also influence public involvement and other project expenditures
with minimal accountability. HART developed a staffing and
succession plan and has transitioned some management positions
to city employees; other positions remain with consultants. The
public involvement team consists of both consultants and city
employees. The public involvement officer, who leads the public
involvement team, is a consultant, and that position should be
transitioned to a city employee. HART contends that it will
continue to rely on consultants in order to successfully construct
Honolulu’s rail line and continues to closely supervise them.

If HART continues that reliance, it should be aware of cost
implications, employer-independent consultant liabilities, and
other risks.

Background

According to a HART administrator, the city does not have staff
with the experience and expertise needed to build a rail project.
This is the first of its kind in the state of Hawai‘i and HART
needed to fill certain positions with qualified consultants. While
this is a common practice with projects of this magnitude, the
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Public Involvement
Contracts

Federal Transit Administration Project Management Oversight
Consultant' cautioned that the city should make an effort to staff
key management positions with its own people rather than rely
on consultant staff. If done properly, the use of city employees
could reduce cost and strengthen the management team.

The rail project relied on several contracts (see Appendix B for
details).

GEC I (Preliminary Engineering/Environmental Impact
Statement) - The contract with PB Americas included the
development, creation, and maintenance of an ongoing process
for project communication between the division, consultant, key
stakeholders, agency representatives, and the general public
through a public involvement plan.

GEC II (General Engineering, Planning, Construction
Management and Other Consultant Services) - The contract with
PB provided general engineering, planning, construction
management, and other consultant services. The public
involvement contract requirements included oversight of
consultant public involvement teams; providing personnel to
support the city’s community outreach, media, and public
information efforts; and city, public and agency outreach related
to environmental compliance requirements.

InfraConsult (Infra) 1, II and III - The contracts with InfraConsult
LLC provided in-house project management support and
consulting. InfraConsult would function as an extension of the
city’s staff by providing professional, technical, managerial, and
other support services.

! The Project Management Oversight Consultant (PMOC) reviews the city’s
technical capacity and capability to perform preliminary engineering for the
project as required by the FTA.
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Infracontracts call for
consultants to train city
employees and transition
themtoreplace
consultants

The Infra I and II contracts reaffirm the need to transition to city
employees. Both contracts state that consultants are to train and
develop city employees to take over the project. More
specifically:

* Infra I states that it is the city’s intent that the Project
Management Support Consultant (PMSC) administrative/
clerical support be replaced by city staff and that key
PMSC personnel will pass on their technical expertise to
city staff. Overall, PMSC technical services will taper off
toward the end of the Preliminary Engineering/
Environmental Impact Statement phase.

® Infra II reiterates that the city intends to hire employees to
perform the functions of secunded” consultant staff and
that consultant staff will train city employees as necessary.
Contract language als