
Preconstruction Project Management Workshop



Agenda

• The Project Delivery Plan: Why a more disciplined and systematic 
approach to project management at CDOT?

• Instructor and Participant Introductions
• Workshop Framework
• CY19  Construction Program Goal
• Workshop Learning Objectives
• Project Management Background
• CDOT’s Preconstruction Project Management Process 
• The Future of Project Management: OnTrack
• Project Management Advancement Program
• Wrap-up and Participant Feedback
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Project Delivery Plan

Why a More Disciplined and 
Systematic Approach to Project 
Management at CDOT?
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1. Prior to 2014, CDOT was required 
to reserve the full amount of 
funding for multi-year projects
before construction began

2. Annual construction expenditures 
totaled $400M -$500M/year.  

3. Planning and tracking construction 
expenditures didn’t need to be 
very sophisticated (and wasn’t)

4. Over time, cash balance grew to 
$1.5B 

5. The RAMP program was established 
to spend down the cash balance; it 
achieved cash balance objectives 
in 2017

Historical State and RAMP
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1. CDOT now funds multi-year projects 
based on year of expenditure (the full 
amount is no longer saved before 
construction can begin)

2. The PMO provides statewide perspective 
to establishing and managing annual 
expenditure objectives

3. A more consistent, systematic approach 
is applied to planning and tracking 
construction expenditures 

Current State (Post 2014)
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Chief Engineer’s CY19 Goals: 
Project Management 
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1. Preconstruction
a. Project Delivery Plans (PDP) completed for 100% of 

projects in accordance with Chief Engineer guidance

b. 95% of projects advertised prior to baseline Late AD 
date as established at FIR, subject to cash availability

c. Develop a benchmarking tool to estimate project costs 
throughout the project lifecycle

2. Construction
a. CY19 construction expenditures within +/- 5% of target 

as established based on January 2019 month end 
financial data

3. Project Closure
a. 95% of projects closed and de-budgeted within 12 

months of substantial completion

Overall Goal:  “Deliver 
Construction Projects on 
time and on budget”



Future State Considerations
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Josh Laipply’s 9/4/2018 Memo to Program and Resident Engineers 
states that Preconstruction Project Delivery Plans are now 
required for all CDOT engineering capital construction projects that 
have not yet achieved the FIR milestone, and notes that:

“This is a significant milestone for CDOT as we work towards instituting a 
more uniform, consistent and systematic approach to pre-construction 
project management that provides:
• Better project planning and consistent reporting
• Better preparation and readiness for meetings and milestones
• Proactive identification of possible issues, with mitigation strategies
• Reliable project status data so we are well equipped to deliver “what 

we say when we say”
• Better communication and coordination of issues and concerns with all 

stakeholders
• Better decision making; by identifying risks and understanding the 

impacts of changes. . . ”



1. CDOT needs capability to conduct 
portfolio analysis quickly and reliably, 
using integrated risk based cost, and 
schedule estimating principles

2. Political landscape necessitates that 
CDOT deliver “what we say, when we 
say” to establish credibility and 
transparency

3. Equipping project managers with the 
training and tools they need to continue 
to be successful is the logical next step…

Future State Considerations
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We “borrowed” ideas from a few DOTs that standout as 
having very mature and uniform project management 
practices

Future State Considerations
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Introductions - Instructors
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Instructors Background

Jane Fisher • CDOT PMO Director since March 2016
• 25+ years of project/program manager experience in a variety of 

industries (municipal water and wastewater, renewable energy R&D), 
delivery methods (D/B/B, D/B, and CM/GC), with public and private 
sector organizations (CH2M, Denver Water, NREL) 

Roselle 
Drahushak-Crow

• 6+ years with CDOT working with PMO and Project Support as an 
Assistant Area Engineer

• 10+ years Project Manager for US Dept of Energy NREL office building 
• 20 years with the US Bureau of Reclamation – Yucca Mt EIS team, 

project management, dispute resolution, concrete testing & research

Adam Parks • Currently serving as Resident Engineer in Region 1 North
• 3 years in Region 1 West Program as a Design Project Manager for 

several projects on I-70 and other corridors
• 6 years with HDR as a Transportation Engineer, including one year on 

the US-36 Design-Build team; 2 years with AMEC as a design PM for 
medium-sized CDOT projects in Regions 1, 3 and 5 

Jim Bemelen • 25+ years of CDOT design and construction experience in a variety of 
roles (surveyor, inspector, PE-I, PE-II, and PE-III)

• Currently with AECOM working as a consultant



Introductions - Participants

• Brief summary of your 
background

• Current role at CDOT

• Something unique or 
interesting about yourself
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Workshop Framework 
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• Our target audience includes CDOT 
preconstruction (design) project 
managers and project team 
participants including Specialty Unit 
members.

• Please do not hesitate to stop us at 
any time with questions.

• Specifically we would like to know:

– What did we miss?

– What you liked or didn’t like.



CDOT’s CY19 Construction Program Goal
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Deliver Construction Projects on Time and on Budget.

Consistent, uniform project planning supports this goal by:

– Standardizing project data making it easier to shelve & 
retrieve projects 

– Facilitating resource sharing across residencies, programs, 
regions, & changes in project personnel at any stage.

– Helping new project team members quickly get “up-to-
speed.” 

– Ensuring that we deliver “what we say when we say.”



Preconstruction Project Management

Workshop Learning Objectives:
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1. Introduce a uniform preconstruction project management 
process built on existing CDOT practices.

2. Equip project managers and project team members with tools 
and techniques to efficiently and effectively apply the 
preconstruction project management process with the goal of 
improving the likelihood of project success.



Project Management Background 

Key Definitions
• Preconstruction: Project phase from Scoping through Advertisement. Used 

interchangeably with design, but intended to encompass all activities during this 
phase.

• Project: A temporary endeavor undertaken to create a product, service, or result. 
It is a unique effort with a beginning, an end, established goals, resources, and 
uncertainties resulting in risks.

• Project Management: The application of knowledge, skills, tools, and techniques 
to project activities to meet the project requirements.

• Project Manager: The person accountable for the successful management and 
delivery of the project.

• Portfolio: A grouping of projects with one or more similar characteristics, such as 
RAMP or Bridge Enterprise or projects to be included in an initiative such as SB 
267 projects. A Portfolio can include projects from multiple Programs.
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PM Background - What is Project Management?

Established GoalsProject Management is the 
process of meeting goals by 
managing not only scope, 
schedule, and cost, but also 
risk, change, procurement, 
communications, and 
quality.
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CDOT Project Management Development

• Formal and informal project management 
guidance was compiled (CDOT and from 
other DOTs)

• PMO TAC/PMO Governance decision made 
to apply industry standard project 
management structure/format (Project 
Management Body of Knowledge - PMBOK) 
as basis for CDOT PM content and training

• Decision was also made for preconstruction 
and construction to be addressed as 
separate projects (makes sense given 
handoff from preconstruction PM to 
construction PE)
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CDOT Project Management Development

• Working with the PMO TAC, existing 
CDOT guidance materials were mapped 
to PMBOK and gaps were analyzed

• Gap analysis results and desire to 
improve construction expenditure 
forecasting in support of cash 
management goals, led to PMO TAC 
recommendation that initial focus 
should be preconstruction planning 
(scoping) guidance and PM training

• Preconstruction Project Delivery Plan 
(PDP) addresses most significant gaps
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Scoping
Execute:

FIR/FOR/AD

Transition
to Construction: 

Award

Monitor & 
Control

Project Delivery 
Plan (PDP)

Project 
Development 

Manual, 
Technical 

Manuals, etc. 
SAP PM Portal & 
Standard Reports

End the WorkPlan the Work Work the Plan

Preconstruction Project Management Process

Initiate:
DSR Meeting

Organize the Team 
for Success
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Project Delivery Plan 
1. Risk Management
2. Roles & Responsibilities
3. Scope Management
4. Cost Management
5. Schedule Management
6. Change Management
7. Procurement Management
8. Communications Management
9. Quality Management
10. Transition to Construction Plan

CDOT Preconstruction Project Delivery Plan (PDP)

What’s the same and what’s different?

The Same:

• Much of this material is already prepared for 
most CDOT projects (maybe not as formal or 
consistent…)

Different:

• The Scoping Milestone now consists of the 
DSR Meeting and completion of the PDP

• The PDP needs to reflect input provided by 
the project team; agreement on the PDP 
signifies team and management concurrence 
and commitment

Completed PDP in most cases will be <10 pages and consist of standard items, as will be discussed.

*

*
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Benefits vs. Burden of Standardized
Project Management Process (PDP specifically)

Burden:

• 8 to 16 hours to complete 
PDP (not additional hours; 
you are likely already doing 
most of this)

• ~1 hour/month to 
prepare/review reports

• ~1 hour/month for team 
meetings

Benefits:

• Keeps you organized & benefits daily management of the 
project

• Easier to respond to ad hoc requests for project information 
(SB 267 and potential ballot initiatives)

• Helps to set and manage expectations

• Consistent methodology facilitates sharing resources or 
project manager hand-off

• Saves time by standardizing meeting prep/status reporting/ 
etc., allowing meeting time to focus on important issues

• Minimizes time spent in crisis management

• Risks are managed before they manage you

• Enhanced stakeholder relationships that build trust

• Proactive issue identification and escalation if/as needed

• Easier to assess project performance and support fact-based 
decision making
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Endorsement of the Project Delivery Plan

• An agreement of what is to 
be completed and by whom

• A commitment by 
management and individual 
team members agreeing to 
the: “who, what, when, and 
for how much”

• Scoping milestone is 
complete after PDP is 
endorsed



Project Manager Role and Responsibilities

“A PM’s job is like that of a skilled 
orchestra instructor who leads the 
musicians to produce the character and 
tempo of the music.  Conductors don’t 
need to be able to play any instrument, 
however, the conductor must understand 
the musical score and how the instruments 
sound when combined.  From this high-
level, the conductors job is to direct the 
instrumentalists to achieve a pleasing 
musical outcome.”

UDOT Project Manager Guide, 2013

23



Project Manager Role and Responsibilities

• Initiate and Scope
– Scope, schedule, and budget definition
– Risk identification and assessment
– Project Delivery Plan (PDP) development

• Execute
– Risk management
– Change management
– Scope, schedule, and cost management
– Communications management
– Quality management
– Facilitate deliverable development 

through project award
• Monitor and Control

– Change control
– Scope, schedule, and cost control

• Transition to Construction
– Archive project records
– Handoff commitments, info, etc. to construction project engineer
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Important Skills for Project Managers

• Communications

• Collaboration/teamwork

• Change management

• Knowledge and adherence to 
requirements

• Leadership

• Operational discipline

• Prioritization

• Problem-Solving

• Relationship Management 
(internal and external)

• Technical Competence

CDOT offers a number of training classes focusing on 
skills that are recommended for aspiring Project 
Managers.
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Explore the Project Management Website

Guidance, templates, forms, etc. are available on the CDOT 
external website.  Let’s take about 5 minutes to open the website 
and navigate to the sample PDP template.

(open the website, click <Preconstruction>, then <Scoping>, click 
<Project Delivery Plan Template>, then click the PDP Template 
in the bottom left corner of your screen)

www.codot.gov/business/project-management
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The Future of Project Management:
OnTrack
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OnTrack Vision

A single, transparent, and collaborative 
project and program management 

platform that will continue to shift CDOT 
culture from reactive to proactive.



Needs Definition for a Program and 
Project Management Software Tool

OnTrack Business Need



A Construction Program Management Software Solution 
built from the ground up for owners and construction 
professionals to handle the entire Plan, Build, and 
Operate lifecycle using a web-based platform.

Software Selected for OnTrack



1. PM Workshops – Preconstruction & 
Construction*

2. PMP Certification

3. Guidance, tools, templates, web 
content

4. PM Mentoring and Peer Exchange 
Support

5. Region-based PM Steering Committee 
provides strategic oversight

*PM construction workshop coming in 2020.

PMAP Elements

2-Day 
Preconstruction 

Workshop

2-Day 
Construction 

Workshop

Mentoring & 
Peer Exchange

Certification

PM Steering 
Committee

PM Guidance 
(preconstruction 
& construction)

Project Management
Advancement Program (PMAP)

PMAP



CDOT Preconstruction Project 
Management Workshop

What we hope to accomplish:
• Over the course of the next two days we will be focusing in detail on each 

element of the preconstruction project management process.

• The majority of our time will be dedicated to the Project Delivery Plan (PDP) 
which is associated with the initiate/scope step.

• Our goal is that you leave the class well-equipped to prepare a PDP for your 
next project.

32



Questions??
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