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Florida’s Crossroads of Opportunity

• Fourth largest County
• Today, Polk County manages 

2,520 centerline miles of paved 
roads

Rhode 
Island
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Source:  FHWA website
https://www.fhwa.dot.gov/policyinformation/statistics/2013/hm1
0.cfm
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• County had tried different efforts to manage the network off 
and on since 2004, starting with the PASER rating system. 

• Most efforts never evolved.
• What changed???
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Residential Growth –
expected to nearly 
double by 2040.

Source:  Polk TPO 2040 Population & Employment Forecast (Aug. 2014)

POPULATION

602,095
2010 US Census Bureau

643,638
2015 US Census Bureau estimate

698,800
Projected 2020 population

1,083,200
Projected 2040 population
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Commercial Growth –
• Central distribution hub 
• High truck percentage

Source:  Google Maps search for distribution center
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• Pavement Structures and Types
2011 2015
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Need for a different perspective
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County 
Commissioners

County Manager

Deputy Manager 
(Infrastructure)

Roads & Drainage 
Division

The right climate to 
support the program 

included buy-in from all 
levels of County 

Management
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Source:  Polk RFP 15-725 Pavement Management System

• Clear goals– systematic, consistent and reproducible method to determine the 
when, where & how. 

• Major tasks initially identified 
included: 
• Evaluation of County Procedures
• Evaluate pavement condition 

rating method
• Evaluate different analytical 

software
• Make recommendations
• Ph. 2 – assist with implementation 

of recommendations



2018 ANNUAL CONFERENCE

• Focused on 3 components based on our 
needs and goals. 
– Wanted to improve our overall 

business process efficiency.
– Wanted more granularity with the 

ratings, and actually track and record 
the distresses for better decision 
making

– Wanted analytics capable of 
answering the “what ifs”.  What if we 
set a condition minimum? What if we 
had more funds…,etc. 
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Before Current/Implementing
Traditional mill/inlay and overlay projects
done through an annual contract. 

Added a separate contract for preventive 
and asphalt recycling treatments in 2015.

Rejuvenation Patching/Crack Sealing Chip & Cape Seals

Microsurfacing CIR and FDRFog & Scrub Seals
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Before Current/Implementing

Entire budget was allocated to mill/inlay 
and overlays.  
Averaged 60-80 centerline mi/yr.

In 2015 began breaking budget into 
treatment strategy groups (preventive, 
rehab, reconstruction), increasing average 
lane miles treated to 160 centerline mi/yr.

Using heavy treatments on local roads. Tailoring treatment selection to prevalent 
distresses and the road’s functional class.  

Currently implementing new Pavement Analyst Software to assist in 
establishing multi-year work plans, evaluate budget needs and control backlog. 
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165 CL miles 
($15M)

96 CL miles ($12M)75 CL miles avg
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Before Current/Implementing
In 2004 the County began using 
PASER method (dev. Univ. of 
Wisconsin 1987).

Adopted new standardized rating 
method & PCI Manual specific for our 
network needs.

PCI - 1 – 10 scale indicative of 
overall roadway condition.

Use Composite Distress Indices (CDI) 
calculated based on combining similar 
failure modes (Structural, 
Environmental and Functional indices)
for more detailed decision making.

Based on Rater’s overall 
perception of different distresses 
and their level of severity.

PCI 1-100 scale will be calculated from 
CDI and used as general health 
Indicator of the road and network.

Inspections done in-house on 2 year cycle thru ArcGIS
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Before Current/Implementing
• Paving lists were managed through 

spreadsheets by Worst First 
approach.

• Used Public Sector™ software by 
Infor to manage our asset inventory, 
work orders, and costs, but it was 
never set up with analytical 
capabilities. 

Implemented new Agile Assets® 
Pavement Analyst™ Software including: 
• Creation of degradation curves 

based on County historical data.
• Creation of decision trees for 

surface types and functional 
classifications.

• Running analyses with Pavement Analyst for the first time this summer. 
• Will continue use of Public Sector™ for work orders and inventory management, 

together with ESRI GIS.  
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Upper 
Management 

Support

Clear 
Objectives

Dedicated 
Resources

Consultant 
Partnership

Own the Process from beginning to end!
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Business 
Processes

Data 
Acquisition / 

Quality 
Management

Budget 
Optimization 

Analytics

Work 
Planning / 

Project 
Selection

Performance 
Management

Construction 
Management

Maintenance 
ManagementPLAN

MANAGE 
CHANGE

MINIMIZE 
RISK
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• Which reason(s) would you give?
– Time Consuming
– Costly
– Ties up Staff
– No Guarantee of Success!

• Proper Planning, Managing Change, and Minimizing Risk can 
make this your last RFQ/RFP for Pavement Management



2018 ANNUAL CONFERENCE

• Goals:  
– Improve the Network Condition
– Minimize Cost to Taxpayers
– Maximize Benefit to the Traveling Public

• Using typical budget of $15 Million for whole network:
• $15 Million/Year for 10 Years
• Run an optimization analysis (New Business Process)
• Run a worst first analysis (Old Business Process)
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Average PCI  in  2027:
Optimized PCI:   50
Worst-F irst  PCI:   38

Optimization

Worst-First

N e t w o r k  C o n d i t i o n  
I m p ro v e m e n t :   
12 PCI  Points
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To ta l  B a c k l o g  C o s t  i n  2 0 2 7 :
O p t i m i ze d :   $ 2 3 8 . 5  M i l l i o n
Wo rs t - F i rs t :   $ 2 6 3 . 9  M i l l i o n

M o n e y  S a v e d  b y  I m p ro v i n g  
M a n a g e m e n t  P ro c e s s :   
$25.4 Mil l ion
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Pe rc e n t  I n c re a s e  o f  
G o o d  Ro a d s :   
20%

W i t h  s i m i l a r  
Pe rc e n t  Po o r  Ro a d s
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To ta l  C enter l in e  M i les  Treated  over  1 0  Yea rs  ( 2 , 5 29  mi le  n et wo rk ) :
O pt imized :   1 , 7 19  m i l e s  ( 6 8 % )
Wo rst -F i rst :   8 7 9  mi les  ( 3 5 %) %  I n c re a s e  i n  Ro a d s  Re p a i re d :  95%
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• Ran Optimization Analyses
– $15 Million/Year for 10 Years
– $26 Million/Year for 10 Years
– $10 Million/Year for 10 Years

• $26 Million equates to approximate need to Maintain Current 
Condition of the network

• Compared the output to see impact of adjusting funding
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$26M/Yr

$15M/Yr

$10M/Yr

Avera ge  PC I  in  2 0 2 7 :
$ 2 6  M i l l io n  B u d get  PC I :   6 9   ( C u rrent  N et wo rk  C o n d i t io n )
$ 1 5  M i l l io n  B u d get  PC I :   5 0   ( C u rrent  B u d get  Leve l )
$ 1 0  M i l l io n  B u d get  PC I :   3 9
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$26M/Yr

$15M/Yr

$10M/Yr

To ta l  B a c k l o g  C o s t  i n  2 0 2 7 :
$ 2 6  M i l l i o n  B u d g e t  B a c k l o g :   $ 9 1  M i l l i o n
$ 1 5  M i l l i o n  B u d g e t  B a c k l o g :   $ 2 3 9  M i l l i o n
$ 1 0  M i l l i o n  B u d g e t  B a c k l o g :   $ 2 6 4  M i l l i o n

Re t u r n  o n  I n v e s t m e n t  b y  
P ro v i d i n g  P ro p e r  F u n d i n g :   
$38 Mil l ion
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• Every Performance Metric shows potential improvement
– Network Condition Improves
– Public Better Served
– Money Saved
– Time Saved

• Buy-in to the Process at all Levels
• Polk County now a Leading Florida County in Asset 

Management practices by Implementing a Plan, Managing 
Change, and Minimizing Risk with Better Tools and Processes
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Katia M. Delgado, PE
KatiaDelgado@polk-county.net

Aaron D. Gerber, PE
adgerber@kerchergroup.com
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https://ufl.qualtrics.com/jfe/form/SV_cHMabQ8Q52Lt5Ln
https://ufl.qualtrics.com/jfe/form/SV_74HLLNk8LNhzm2V

Workshops focused on the “How”:
• October 2nd Orlando
• October 4th Marianna

• Peer Exchange
• November (TBD): Tampa

https://ufl.qualtrics.com/jfe/form/SV_cHMabQ8Q52Lt5Ln
https://ufl.qualtrics.com/jfe/form/SV_74HLLNk8LNhzm2V
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