
  

MODERNIZE TxDOT: 
Commission Update for March 2011 

 
 
 

• John Barton was selected in February by the commission as the 
Leader for the Modernization effort.  The direction is to prioritize 
the organizational recommendations of the Restructuring Council 
Report and present these periodically for commission 
consideration, along with developing strategies for their 
implementation.  Additionally, he was asked to lead the 
department in cultural change to better prepare for the future 
transportation needs of Texas.  These two initiatives involve 
separate processes that will occur concurrently.  

 
• John selected several senior-level TxDOT managers to serve on a 

Modernization Leadership Team to assist in this initiative.  The 
initial leadership team will focus on strategic planning, 
developing a high-level implementation strategy, and conducting 
employee outreach activities.  This team will serve as a resource 
to the administration and senior management of the department, 
and together they will lead the change initiatives. Over time, this 
team will grow to include focus groups composed of employees 
from all levels and operational areas of TxDOT. 

 
The Modernization Leadership Team members are: 

 
John Barton, ADM 
Jerral Wyer, OCC 
Brian Ragland, FIN 
Carlos Lopez, AUS 
Scott Burford, GSD 
Lonnie Gregorcyk, YKM 
George Ebert, HRD 
Lisa Gregg, ERC 
Toribio Garza, MNT 
Teresa Lemons, COM 
Eric Gleason, PTN 



  

 
This team is supported by Christy Bird and Gabriela Garcia with 
the Modernization Project Office.  Donna Roberts of AUD will 
serve as the auditor monitoring this initiative and reporting to the 
Commission. 

 
• Change Management Training:  The University of Texas - LBJ 

School of Public Affairs will provide us with training in the theory 
and practical application of leading organization change.  The 
initial training will be held for the Modernization Leadership 
Team in April.  The Administration, district engineers, and 
division, office and region directors, and commission assistants 
will be trained on May 2.  Commissioners are also encouraged to 
attend this training.  In the future, all employees will also be 
trained on adapting to change. 

 
• Change Management Consultant:  A request for proposals has 

been posted and responses are due on April 8, 2011.  The 
proposals will be evaluated, presentations may be requested 
from a short list, and negotiations will be conducted, with the 
goal of having a firm under contract by May 31.  This firm will 
help us develop a plan to accomplish the changes recommended 
by the Restructure Council that are adopted by the Commission. 
Some of these changes can occur in the near term and others, 
including the cultural changes, will begin soon and continue over 
time.   

  
• Employee Outreach and Communications:  A critical component 

to successfully implement these recommendations is the 
participation of all TxDOT employees, including the commission. 
The Modernization Leadership Team will make it a priority to 
engage employees at all levels in this effort.  Over the next 
several months, we will interact with employees through various 
methods, including two-way listening sessions conducted in 
person and by VTC, email, video messages, and an updated 
project website on Crossroads. 

  



  

• Managing Expectations:  The Leadership Team is reviewing the 
organizational recommendations from the Restructuring Council 
and will recommend changes that can occur in the near term 
without major disruption.  Recommendations will be thoughtfully 
considered over time, and those selected will be implemented 
through plans developed by teams that include the impacted 
employees.  A new executive director is anticipated to be in 
place by the end of the summer. Additionally, two new executive 
level officers will begin in April.  Each of these executives, in 
addition to our current executive and senior level management, 
will have a critical role in these initiatives.  During this initial 
phase, efforts will be focused on learning more about change 
management in successful organizations, how those best 
practices could be implemented in TxDOT, and how we can 
structure our agency to be positioned to fulfill our mission in the 
most effective and efficient manner possible.  
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March 23 - Update from Modernization Leadership Team 
1 lIi	 fif 

From: ModernizeTxDOT (John Barton) (ModernizeTxDOT) 

To: #TxDOT-ALL 

Date: 3/23/2011 7:45 AM 

Subject: March 23 - Update from Modernization Leadership Team 

The Modernization Leadership Team sincerely appreciates the many e-mails, phone calls and messages you shared with us 
expressing your support of this initiative and offering to help as we move forward with this process. The Team met again 
last week to formulate some ideas on getting started with this modernization process. The topics we discussed included: 

•	 Setting an example for change, 
•	 Engaging employees in the process, and 
•	 Putting recommendations into action. 

Some highlights of these discussions are provided below. 

Setti~ll!l. Example fm:j:'bD~ 
Any change in an organization has to start at the top. As the leader of this effort, I am committed to working with you to 
improve the way we interact with one another and our customers, encourage innovation and new ideas, and streamline our 
operations. The members of your Modernization Leadership Team are also personally committed to change. We will walk 
the talk. And we will work with you to make long-lasting cultural and operational changes at TxDOT. 

Engaging Employees 
The Team unanimously supports an employee outreach effort that occurs early, often and continuously and, that genuinely 
engages employees in the process. For this moderni:z;ation effort to be successful, employee participation is crucial. As this 
initiative evolves, numerous employee work groups will be formed to develop action plans for implementing the specific 
recommendations approved by the commission. We have already asked GPA's Communication's Section to form one such 
work group consisting of Public Information Officers from some of our districts and divisions to develop a communication 
plan for this effort. 

Stay tuned for more information on how to become involved in other employee work groups we will form as this effort 
progresses. 

PuttmgJ!~~.mnmend3ji~.ms inj!tA..J;.ti~ul 
Chair Delisi met with the Team during our first meeting and gave us very clear direction - it is time to move forward and 
take action. With this direction, the Team will be reporting to the Commission on those recommendations we believe the 
Department should move forward with now, those that we should implement sooner rather than later, and providing updates 
on those that are already being implemented. I encourage you to watch each month's commission meeting for these updates 
if your schedule allows. We will also send out emails to all employees following the commission meetings to share this 
information with you. 

Several recommendations have already been implemented or are underway. A few of these include: 

•	 Recruit and hire new senior-level positions. Louis Carr, our new Chief Information Officer, and Dee Porter, our 
new Chief Human Resources and Administrative Services Officer, will officially join TxDOT on April 1st. 

•	 Improve financial management. A Debt Management office and an Innovative Finance office have been created and 
will report directly to the Chief Financial Officer. 

•	 Establish a central HUB/DBE program management office. The Business Outreach and Programs Services Section 
of GSD will be combining with the Contract Compliance and DBE/SBE programs of OCR to form a newly 
established DBE/HUB/SBE program management office. We will also be moving the EEO Investigations Section 
of OCR into HRD. 
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I am very pleased with our progress thus far, and excited about what lies ahead for us on this journey to modernize our 
agency. This will be a long and sometimes difficult process, but the rewards of this initiative will be well worth the effort. 
Thank you for your continued support and assistance with this very important initiative. 

Your comments, questions and feedback are sincerely appreciated and are always welcomed. To make it easier for you to 
communicate with the team we have launched a new email address, MCMi~miz~IxDQI@~d.Qt,gQY, so you can reach us. We 
hope to hear from you soon, and we look forward to working with each of you to Modernize TxDOT. 

Have a great week. 

John 

mailto:MCMi~miz~IxDQI@~d.Qt,gQY


 
 
>>> John Barton 3/18/2011 4:25 PM >>> 
The Modernization Leadership Team is working hard to develop a plan for moving forward on this 
initiative.  The members of this group are excited about this initiative and are serving you well. 
  
Your leadership role in this initiative is vitally important.  We realize that your employees will be 
looking to you for information and direction, so we need to keep you well informed about what is 
going on and what to expect in the future.  Our goal is to share with you all the information you 
may want and need. 
  
Below are a few key pieces of information we think you should know. 
  
The next email to all employees will go out early next week.  It will provide some brief 
information about a communications workgroup that will be preparing a communications plan for 
this effort, the recommendations that TxDOT has already started working on to implement, and 
share our appreciation for everyone's support thus far.  It will also announce a new email 
address that was created for this effort which is ModernizeTxDOT@txdot.gov. 
  
We will be hiring a change management consultant to help us prepare the implementation plan 
for this effort, as well as provide assistance in developing new business practices, improve our IT 
resources, and develop the culture that the recommendations refer to.  The RFP to hire this 
consultant will be published on March 25th and our goal is to have the consultant on board by 
the end of May or early June. 
  
We will be presenting updates on our progress each month to the commission during their 
regular commission meetings.  This month the presentation will report on the recommendations 
we have already begun to implement, present a few additional recommendations the team feels 
we can and should begin moving forward with now, and provide an update on our activities to 
date.  I would encourage you to watch these commission meetings if your schedule allows.  
Immediately following each commission meeting we will likely send out an all employee email 
with details about the information shared with the commission as a way of keeping everyone 
informed. 
  
The team will be receiving some training from the LBJ School of Public Affairs on April 8th.  This 
training will be similar to the training scheduled for all DDROs on May 2nd.  This learning 
opportunity will help all of us better understand what is meant by changing the culture of our 
agency and how we can be leaders in managing this change. 
  
There are many questions we all have, and at this point in time we don't have all the answers.  
Your colleagues on the team are working hard to find some of these answers and we are looking 
forward to coming to your division, office, region or district soon to visit with you and your 
employees about this Modernization initiative so we can all better understand where we are 
heading and how we can get there together.  We will also spend some time visiting about this 
during the April DDRO meeting.  In the meantime, if you have any questions or concerns please 
give me or one of the other team members a call or shoot us an email. 
  
I appreciate your support and patience as we embark on this journey together.  You are a great 
group of professionals and leaders and it is an honor to work along side you. 
  
Have a great weekend. 
  
John 



 
 
 
>>> John Barton (AskTxDOT) 3/7/2011 8:50 AM >>> 
Fellow TxDOT Employees: 
 
As you may have heard, Mr. Saenz and the Commission have asked me to oversee and lead 
TxDOT's Modernization efforts.  I intend to keep you informed and involved throughout this 
entire effort.  Therefore, I want to share with you a brief summary of the status of our 
Modernization effort and what you may expect to see and hear over the next few months. 
 
I have asked several of our senior-level managers to serve on a Modernization Leadership Team 
to assist us in this initiative.  The team's initial efforts will focus on preparing us for this initiative 
so that the implementation is coordinated, well-planned and successful.  These first steps 
include: 
 
   * Providing training in leading organizational change for the Modernization Leadership Team 
and our district engineers and division, office and region directors;  
   * Hiring a change management consulting firm; and  
   * Conducting continuous outreach and communications with our employees. 
 
Provided below is more information on each of these activities: 
  
Modernization Leadership Team:  The initial leadership team will focus on strategic planning, 
developing a high-level implementation strategy, and conducting employee outreach activities.  
Over time, this team will grow to include focus groups composed of employees from all levels 
and operational areas of TxDOT. 
 
The Modernization Leadership Team members are: 
 
John Barton, ADM 
Jerral Wyer, OCC 
Brian Ragland, FIN 
Carlos Lopez, AUS 
Scott Burford, GSD 
Lonnie Gregorcyk, YKM 
George Ebert, HRD 
Lisa Gregg, ERC 
Toribio Garza, MNT 
Teresa Lemons, COM 
Eric Gleason, PTN 
 
This team is supported by Christy Bird and Gabriela Garcia with our Modernization Project Office.  
Donna Roberts of AUD will serve as the auditor monitoring this initiative. 
  
Change Management Training:  The University of Texas - LBJ School of Public Affairs will provide 
us with training in the theory and practical application of leading organization change.  The initial 
training will be held for the Modernization Leadership Team in March.  The Administration, district 
engineers, and division, office and region directors will be trained on May 2.  In the future, all 
employees will be trained on adapting to change. 
  



Change Management Consultant:  We expect to have a change management firm on board to 
assist us with this effort by May 31.  This firm will help us develop a plan to accomplish the 
changes recommended by the Restructure Council that are adopted by the Commission.  
However, the change management firm's charge will not include making additional 
recommendations for changes within TxDOT. 
  
Employee Outreach and Communications:  A key ingredient to successfully implement these 
recommendations is you, our TxDOT employees.  The Modernization Leadership Team will make 
it a priority to engage all of us in this effort.  Over the next several months, we will interact with 
you through various methods, including two-way listening sessions conducted in person and by 
VTC, email, video messages, and an updated project website on Crossroads. 
  
In addition, I think it is important that you know what will not happen during the next few 
months as we develop our implementation plan.  We will not be making any major organizational 
or operational changes during this initial phase.  These types of changes will occur during the 
implementation phase of this project, and only after we have hired the change management 
consulting firm to work with us to develop our implementation plans. 
 
I realize that this Modernization effort may be frustrating, uncomfortable and even disruptive for 
many of us.  However, as we move forward, this process will help us to become an even better 
organization.  Throughout this process, my highest priority is for all of us to understand the 
dynamics of change so that we can adapt to it, accept it and ultimately become leaders of this 
Modernization effort. 
 
I commit to you to do everything in my power to make this effort a success and to keep you 
engaged and informed throughout the process. By working together and talking to each other, as 
OneDOT we will succeed, so I am asking for your involvement and support. 
 
If you have any questions or comments you would like to share with me or the Modernization 
Leadership Team, please send us an email to AskTxDOT. 
 
Thank you for all you do. 
 
John 
 
 
John Barton, P.E. 
Assistant Executive Director for Engineering Operations 
 


