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DATE:  April 17, 2014 
TO:  Transportation Commission 
FROM:  Scott Richrath, Chief Financial Officer 

Scott McDaniel, Acting Chief Engineer 
SUBJECT: Program Management Update  
 
 
 
 
Purpose 
This workshop and memorandum provide an update to the Commission (1) a program update for selected programs 
and (2) an update on our Portfolio/Cash/Program Management recommendations phase, and (3) an update on our 
meetings with STAC and the MPOs/TPRs to communicate cash management implementation. 

Action Requested 
The items presented here are for Transportation Commission information and comment.  

As we continue to develop program management reports, input from the commission on which types of reports 
clearly present program status is valuable. This month, a repeating cycle of program reporting is presented for 
discussion. 

Executive Summary 

(1) A program update on selected programs will be provided.  
 

(2) A summary of the Phase II Recommendations (“To-Be”) Report is provided in the attached 
memorandum.  

 
(3) A need to communicate more details of cash management with our planning partners has been 

identified. Meetings and presentations with Statewide Transportation Advisory Committee 
(STAC), the Metropolitan Planning Organizations (MPOs), and Transportation Planning Regions 
(TPRs) have been held during the last month. This was a discussion of what won’t change in 
project development and what does change in project financing. The Commission will receive an 
update from these meeting. 

  
 
Background 
CDOT has an ongoing initiative to implement portfolio, cash and program management. This effort includes two 
major elements. Long-term changes to the organization, processes and systems used to develop and manage 
projects are being identified and implemented through an ongoing effort. Short-term actions are being 
implemented to employ cash management and program management techniques and ensure delivery of CDOT’s 
entire program, including the increase from our RAMP funding. 
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Details   

Program Management Update 
These updates are included in the attached PowerPoint presentation.  

This month’s presentation focuses on outlining a plan to rotate programs presented to the Commission. The 
Commission will receive an overall update as follows: 

A monthly update showing high-level status of all programs 
Program updates for specific programs rotating so that the Commission sees each program once a quarter 

o This month’s focus is on the flood recovery program and Local Agency projects 
Status of projects of state-wide interest 
A report on the cash balance  

 
 
Update on Meetings with STAC and MPOs/TPRs 
CDOT held a workshop on April 4th presenting information on the change to cash management to CDOT planners 
and members of the MPOs and TPRs. One hour of the April 11th STAC meeting was dedicated to communicating this 
same information.  
 
Today, the Commission will hear a portion of the presentation given at these sessions. Additional meetings and 
details will be scheduled based on feedback from these presentations. 
 
Participants at the meetings included representatives from each Metropolitan Planning Organization (MPO), all 
CDOT Regions, the Division of Accounting and Finance (DAF), the Division of Transportation Development (DTD), 
the Office of Policy and Government Relations and the Federal Highway Administration (FHWA). 

Executive Director Hunt kicked off the April 4th meeting and met with each MPO during a workshop session 
listening to specific concerns. The Office of Cash Management provided an overview of the new processes under 
development for implementing Cash Management. The MPOs expressed primary concern to be reconciling budgets 
to TIPs and STIPs voicing little concern regarding expenditure-based budgeting. 

CDOT staff and our planning partners reached agreement to develop plan for continued dialog and regular updates, 
including TIP and program reconciliations. CDOT DAF and DTD staff will coordinate visits by the end of June, 2014 
to each region to address specific concerns. DAF and DTD staff provided FAQ document to MPOs following the 
meeting.  
 
The Office of Cash Management provided a similar overview presentation at the Statewide Transportation Advisory 
Committee(STAC) meeting on April 11, 2014. Cash Management topics will be added as a standing agenda item to 
monthly Statewide MPO meetings. 
 
 
Next Steps  
CDOT staff will continue to make regular Program Management updates through workshops on the Commission 
agenda. These workshops will be jointly presented by the Chief Financial Officer and the Chief Engineer since the 
agency is adopting project delivery and financing methods that integrate cash management and program 
management.  

Attachments 
(1) April 17, 2014 Memorandum regarding “Decisions Concerning Program Management Implementation”  
(2) PowerPoint presentation 
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DATE:  April 17, 2014 

TO:  Transportation Commission 

From:  Scott Richrath, Chief Financial Officer 

SUBJECT: Decisions Concerning Program Management Implementation 

 
Purpose 
This memorandum provides an update to the Commission on the Program and Cash Management initiative.   
 
Action Requested 
The memorandum is for informational purposes only. 
 
Background 
As the Transportation Commission may recall, AECOM/Dye was selected to assist CDOT with the development and 
implementation of an in-house Program and Cash Management capability.  The first phase of the initiative was an 
assessment of the current organization, processes, and systems.  This was completed last fall and Tim Harris 
discussed the findings with the Commission. 
 
AECOM/Dye is now finalizing the second phase which is the development of options and recommendations 
concerning how to implement Program and Cash Management.  CDOT received the draft report and the Executive 
Director and senior leaders including the Region Transportation Directors determined which recommendations we 
should begin implementing and which should be held until the new Transportation Program Director/Chief 
Engineer is prepared to participate in considering them.  The decisions were presented to at the April 9th and 10th 
Program Management Summit.  Senior leaders, Program Engineers, Resident Engineers, Region Business Managers, 
and Specialty Unit Managers were in attendance. 
 
The next phase of the initiative will be to begin implementation of the decisions.  The Executive Director 
announced the new CDOT organization structure which has the Office of Program Management reporting directly to 
the Transportation Program Director/Chief Engineer.  Staffing of the Office of Program Management will begin as 
soon as the Chief Engineer is prepared to lead the effort. 
 

 Recommendation 
AECOM/Dye 

Priority 

Program 
management 
or delivery 

CDOT adopt the 
recommendation? 

Organizational Structure   

OrgStr-1 

Implement a Program Management 
Office (PMO) that consists of a 
centralized unit and regional 

representatives. 

Strongly recommend Management Yes 
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 Recommendation 
AECOM/Dye 

Priority 

Program 
management 
or delivery 

CDOT adopt the 
recommendation? 

OrgStr-2 
Shift toward a balanced matrix 

organizational structure and create a 
“one CDOT” culture and environment. 

Strongly recommend Delivery Hold 

OrgStr-3 
Consolidate CDOT preconstruction 

activities. 
Important Delivery Hold 

OrgStr-4 
Partner with external providers for 
services that the marketplace can 

better serve. 
Important Delivery Hold 

OrgStr-5 

Increase the level of involvement of 
the region transportation directors 
(RTD) in the delivery of the capital 

program. 

Important Delivery 

Hold, but RTDs 
already have 

ultimate 
responsibility 

today 

OrgStr-6 
Establish a formal project manager 

role and career track. 
Desirable Delivery 

Hold, but begin 
project 

management 
training now 

Program and Project Management Processes   

Process-1 
Implement cradle to grave project 

management. 
Strongly recommend Delivery Hold 

Process-2 
Incorporate risk management into all 

phases of project delivery. 
Strongly recommend Management Yes 

Process-3 Implement portfolio management. Strongly recommend Management Yes 

Process-4 
Develop a specific project 

management manual. 
Important Management Yes 

Process-5 
Modify the project delivery cycle to 

better meet organization needs. 
Important Management Yes 

Process-6 

Implement statewide resource 
management and more effectively 

match CDOT resource skills and 
experiences to the specific project 

risk needs, regardless of staff 
location. 

Important Delivery 

Hold, but support 
resource sharing 
between regions 
as a management 

philosophy 
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 Recommendation 
AECOM/Dye 

Priority 

Program 
management 
or delivery 

CDOT adopt the 
recommendation? 

Process-7 

Implement a more structured change 
management process to manage 

potential project scope, schedule, 
and budget changes. 

Important Management Yes 

Process-8 
Package multiple smaller projects into 

one larger project. 
Important Delivery Yes 

Process-9 
Increase project manager decision 

authority. 
Important Delivery 

Hold, but support 
project manager 

authority as a 
management 
philosophy 

Performance Metrics   

Metrics-1 Schedule Performance Index (SPI) Strongly recommend Management Yes 

Metrics-2 Cost Performance Index Strongly recommend Management Yes 

Metrics-3 Advertisement date movement Strongly recommend Management Yes 

Metrics-4 
Schedule variance for preconstruction 

and construction 
Strongly recommend Management Yes 

Metrics-5 
Cost variance for preconstruction and 

construction 
Strongly recommend Management Yes 

Metrics-6 
Amount of time between project 

acceptance and final payment 
Strongly recommend Management Yes 

Metrics-7 Project scope creep Strongly recommend Management Yes 

Metrics-8 
Utilization of headquarters and region 

project development resources 
Important Management Yes 

Metrics-9 Delivery of region project lineup Important Management Yes 

Metrics-10 Internal customer service metrics Desirable Management Yes 

Metrics-11 Individual metrics Desirable Management Yes 

Program and Project Management Systems   

Systems-1 
Provide enhanced project scheduling 

tools and integrate with CDOT 
systems. 

Strongly recommend Management Yes 
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 Recommendation 
AECOM/Dye 

Priority 

Program 
management 
or delivery 

CDOT adopt the 
recommendation? 

Systems-2 

Modify SAP and other systems, as 
needed, to capture additional 

information to support program, 
project, and cash management 

activities. 

Strongly recommend Management Yes 

Systems-3 

Implement cash management 
workbooks and develop interfaces 

with SAP to automate acquisition of 
information required to populate cash 

management workbooks. 

Strongly recommend Management Yes 

Systems-4 
Develop user-friendly views, data 
entry, and reporting for project 

information. 
Strongly recommend Management Yes 

Systems-5 
Require the use of document 

management tools. 
Strongly recommend Management Yes 

Systems-6 

Extend the existing business data 
warehouse to provide enhanced 

reporting and management analysis 
capabilities for program, project, and 

cash management. 

Important Management Yes 

Systems-7 

Review current Information 
Technology Management Team (ITMT) 
initiatives to identify any overlap with 

this project and use a program 
management approach to manage the 

work. 

Important Management Yes 

Systems-8 

Establish a comprehensive project 
repository, including the tracking and 

capture of project information at 
inception for all candidate projects. 

Desirable Management Yes 

Systems-9 
Integrate risk analysis, project 

pipeline, project cost planner, and 
master scheduling systems. 

Desirable Management Yes 

Internal Controls   
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 Recommendation 
AECOM/Dye 

Priority 

Program 
management 
or delivery 

CDOT adopt the 
recommendation? 

Internal 
Controls-1 

Integrate internal controls consistent 
with industry best practices into all 

new processes and management 
systems. 

Strongly Recommend Management Yes 

Cash Management   

Cash 
Management-

1 

Complete implementation of cash 
management 

Strongly Recommend Management Yes 

 
 



Program Management Update 



Workshop Agenda 
  
1. Program Management Report 

 
2. Portfolio/Cash/Program Management 

Implementation Update – Phase II 
 

3. Cash Management Meetings with STAC/MPOs 



Typical Monthly Reporting Elements  
 
• Program Overview 
• Program Status (reference table next slide) 

• Financial and Schedule Performance 
• High Profile / Significant Project Update 
• Overview of Issues and Concerns 

• Including proposed plan / corrective 
action 

• Overview of notable achievements 

Program Management Update 



PMO Reporting Overview 
by Program 

 
 
Program 

Financial Performance 
($M) 

Schedule  
Quarterly 
Rotation Prior 

Month 
Expenditure 

Current 
Month 

Expenditure 

$ 
Change 

SPI 

Flood N/A N/A N/A N/A Month 1 

Local Agency N/A N/A N/A N/A Month 1 

RAMP O&P $16.734 $21.954 $5.220 N/A Month 2 

Other CDOT Projects N/A N/A N/A N/A Month 2 

Asset Management $185.407 $208.729 $23.322 N/A Month 3 

Safety Projects N/A N/A N/A N/A Month 3 

Total $202.141 $230.683 $28.542 

N/A – Program Management/Master Program Schedule still in development.  
Data unavailable at this time. 



PMO Reporting Overview 
by Program 

Program Under Development, No data available. 

N/A – Master Program Schedule still in development, no data available. 

0% 20% 40% 60% 80% 100%

Total ($1.484 B)

Safety Projects

Asset Management ($743.3M)

Other CDOT Projects

RAMP P&O ($741 M)

Local Agency

Flood

Financial Performance 

Expenditure (%) Encumbered (%) Remaining Project Budget (%) Unbudgeted (%)

SPI This 
Month 

SPI Last 
Month 

N/A N/A 

N/A N/A 

N/A N/A 

N/A N/A 

N/A N/A 

N/A N/A 

N/A N/A 

Program Under Development, No data available. 

Program Under Development, No data available. 

Program Under Development, No data available. 



Status of Significant Projects  
(Active Projects >$25 Million) 

March 2014  April 2014
Unbudgeted (Millions) $0 $275,139,221
Remaining Budget (Millions) $380,497,520 $286,141,151
Encumbered (Millions) $500,437,139 $571,039,235
Expenditure (Millions) $539,726,204 $586,029,852
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Project Name
Project Budget 

(Millions)

1 US36  Managed Lane Reconstruction $303,463,359
2 US6 Bridges Design-Build $131,771,975
3 I-70 EB Twin Tunnel Widening Project $106,395,145

Tier 2 (Between $50 M and $99 M)

4
I-25 and Cimarron Interchange Reconstruction 
(RAMP) $95,000,000

5 I25A Pueblo Ilex Design Build (RAMP) $79,191,519
6 I-70 East Corridor $77,000,000
7 I-25 and Arapahoe Rd Interchange (RAMP) $68,000,000
8 I-25 Widening North of Colorado Springs $66,934,298
9 I-25 Managed Lanes: US 36-120th Ave $65,874,563
10 I-225 Parker Road to Mississippi Ave $62,949,499
11 120TH Ave Connection Phase II $59,815,797
12 HPTE US 36 Phase II to Foothills Blvd $57,544,477
13 Twin Tunnels  WB Tunnel Widening Pkg 1 $55,000,000

14 I-76 Fort Morgan to Brush (Phase III) $46,909,550
15 SH 9 Grand County Safety Improvements (RAMP) $46,000,000
16 Woodmen-I 25 to Powers $39,525,015
17 Peoria-Smith: Grade Separation $33,842,045
18 I-25:Santa Fe Interchange Reconstruction $33,756,097
19 US 287:SH1 to LaPorte Bypass $32,837,000
20 US6: Wadsworth  Interchange & 4-14th Ave $32,508,937
21 I-70 Tower to Colfax $31,903,193
22 SH88: Cherry Creek Bridge Repair - FBR $30,132,015
23 I-25 Santa Fe Alameda Interchange Recons $29,500,000

24
Federal Blvd: 6th to Howard Reconstruction and 
Multimodal Improvements (RAMP) $29,181,821

25 I-70 Loma East Resurfacing (RAMP) $27,000,000
26 I-76:East of Crook to Sedgwick Phase I $26,313,154

27 EJMT Fire Suppression System (RAMP) $25,000,000

28
US 6 and SH 93: 19th St. Intersection Grade 
Separation (RAMP) $25,000,000

$1,718,349,459

Tier 1 (Greater than $100M)

Tier 3 (Between $25 and $49 M)

Total Budget Amount as of April 2014



Status of Significant Projects  
(Active Projects >$25 Million) 

Total Budget = $1,718,349,459 

Note: Percentages shown are percentages of the overall total. 

Tier 1 (Greater than $100M) Tier 2 (Between $50 M and $99 M) Tier 3 (Between $25 and $49 M)
Unbudgeted (Millions) $0 $150,762,400 $113,080,821
Remaining Budget (Millions) $42,781,679 $165,527,948 $77,831,524
Encumbered (Millions) $208,179,387 $198,681,690 $164,178,158
Expenditure (Millions) $290,669,413 $172,338,115 $123,022,324
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Locally Administered Projects - RAMP 

Locally 
Administered 

Projects 
$123,074,458 

(17%) 

CDOT 
Administered 

Projects 
$614,880,571 

(83%) 

$741M Approved RAMP Funding  
for Partnership & Operations 

Total of 22 
Projects 

Total of 63 
Projects 



Locally Administered Projects - RAMP 



State Highway Fund Cash Balance 
Update and Forecast 



• Portfolio/Cash/Program Management 
Project began in July 2013  
 

• Phase I Assessment Report (“As-Is”) 
Issued in December 2013 
 

• Phase II Recommendations Report 
(“To-Be”) Issued this month 
 

• Next is Phase III Implementation (new 
systems, organization, processes) 

Phase II Recommendations  
Report (“To-Be”)
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This area could be used for 
related text, pull quotes, 
numbers or graphics. The size 
of the text (14 pt.) is smaller 
than the primary text at left.  
 
It should be white or another 
light color from brand 
palette—or, the color of this 
sidebar should be another 
darkish color from the 
palette so that things in this 
area are readable.  
 
Readability is the most 
important guide for choosing 
the color of the background 
and text. 

Phase II “To-Be” report

37 Recommendations to CDOTs structure, 
process and system improvements 

Complete itemization in TC booklet 
Table on next slide summarizes by Focus Area 
Seek to deliver 80% increase to capital 
improvement program 
 

Phase II report reviewed by CDOT executive 
level management including RTD’s 

Results presented at program management summit 



Phase II “To-Be” report

 

Focus Area 

 

Number of 
Recommendations 

Organizational Structure 6 
Program and Project Management 
Processes 

9 

Performance Metrics 11 
Program and Project Management Systems 9 
Internal Controls 1 
Cash Management 1 



This area could be used for 
related text, pull quotes, 
numbers or graphics. The size 
of the text (14 pt.) is smaller 
than the primary text at left.  
 
It should be white or another 
light color from brand 
palette—or, the color of this 
sidebar should be another 
darkish color from the 
palette so that things in this 
area are readable.  
 
Readability is the most 
important guide for choosing 
the color of the background 
and text. 

Phase II “To-Be”
Recommendations  

Program “management” designated  
recommendations to be implemented 
immediately 
Program “delivery” designated 
recommendations to be placed on hold… 

Awaiting new Chief 
New Chief Engineer and Program Management 
Executive Sponsors shall evaluate, select, refine, 
prioritize and outline implementation timeline 

 
 



Significant Phase II “To-Be”
Recommendations  

Establish HQ-based program management office 
(or PMO) 
PMO /new PMO Director direct reports to new 
Chief Engineer 
A PMO representative in each Region 
Support Resource Sharing between Regions as a 
Management Philosophy 
Initiate project management training as a priority 
Commitment to increased performance metrics 
and accountability 
Commitment to an integrated technology 
solution; Phase III implementation 
 
 



Phase III 
Implementation Phase 

System Requirements 
Identify business / functional requirements 
Goal - fully integrated technology solution 

Vendor / System selection 
Issue RFP mid-summer 2014 
Select vendor / system fall 2014 

Develop and Implement requisite processes to 
guide CDOT staff 
Develop and implement training program 



• More Details on Cash Management 
Implementation  
 

• One Workshop (April 4) and One 
Presentation at STAC (April 11) 
 

• Clear Up Confusion on Cash Management 
and Funding of RAMP Projects 
 

• Identify Regional or Other Issues for 
Follow-up 

Presentations to MPOs and TPRs 



History of Cash Balance 

 
 
 
 

• CDOT’s accumulation of cash 
• How other states manage cash 
• CDOT contracted Ernst & Young to analyze proposed cash 

management processes 
• Office of Cash Management has worked with Federal 

Highway through future state development 
• Governor and Executive Director announced RAMP 
• Begin to demonstrate that TIP is not impacted 
• Establish a common understanding of Ramp and Cash 

Management 



CDOT Cash Balance(1) 1996—March 2014 

$69 m 

1996 2000 NOV 
2012 

Governor’s  
RAMP 

Announcement 

$300 m 

$1.5 B 

History of Cash Balance 

Auditor’s 
Findings 

(1) Cash Balance 
does not include 
local agency funds 



Cash Balance 

Current Cash as of March 2014  

State Highway 
Fund 
58% 

FASTER Safety 
17% 

FASTER Transit 
1% 

Bridge 
Enterprise 

17% 

High Performance 
Transportation 

Enterprise 
4% 

Other Funds 
3% 

Cash Balance does 
not include local 
agency funds 



Fiscal Constraint 

 
 

 
 
 

 
 

• Fiscal constraint maintained under Cash Management 
through expenditure based STIP and Advanced Budgeting 
 

• Tools widely used in other states and accepted by FHWA 
 

• RPP control totals stay within each region 
 

• Previously programmed local agency programs are not 
impacted (CMAQ, STP-M, TAP) 



Project 18456 – Lost Opportunity 
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Historical Cash Management  

Current 
Revenue 

Program 
in STIP 

Unspent Cash and Roll 
Forwards 

Past 
Revenue 

Project fully 
funded prior to 
construction 

Neutral 

Efficient 

Inefficient 



Current and Future Cash Management  

Past Revenue 
Roll forwards 

Program 

Shovel 
Ready 

Projects  

Future 
Revenue 
Supported by 
Advance Budgeting 

Current Revenue 
Supported by 
Resource Allocation 
For STIP 
 

+ 

+ 

Neutral 

Efficient 

Inefficient 
Unspent 

Cash 
Balance 



Old/New STIP Single Project 

FY14 FY15 FY16 FY17 FY18 FY19 FY20
STIP A STIP A STIP A

Encumber A

Spend A Spend A Spend A

FY14 FY15 FY16 FY17 FY18 FY19 FY20
STIP A STIP A STIP A

Encumber A Encumber A Encumber A
Spend A Spend A Spend A

Before Cash 
Management (Step-
by-Step Approach)

New Expenditure 
Based STIP        

(Holistic Approach)

b



Old/New STIP Multiple Projects w RAMP 
FY14 FY15 FY16 FY17 FY18 FY19 FY20

STIP A STIP A STIP A
STIP B STIP B STIP B

STIP C STIP C STIP C

Encumber A Encumber B Encumber C

Spend A Spend A Spend A
Spend B Spend B Spend B

Spend C Spend C Spend C

FY14 FY15 FY16 FY17 FY18 FY19 FY20
STIP A STIP A STIP A

Encumber A Encumber A Encumber A
Spend A Spend A Spend A

STIP Z STIP Z STIP Z STIP B STIP B STIP B
Encumber Z Encumber Z Encumber Z Encumber B Encumber B Encumber B

Spend Z Spend Z Spend Z Spend B Spend B Spend B
STIP C STIP C STIP C
Encumber C Encumber C Encumber C

Spend C Spend C Spend C

New Expenditure 
Based STIP      
(Holistic 

Approach)

Before Cash 
Management 
(Step-by-Step 

Approach)



MPO Meeting Held April 4, 2014 

• Participants included representatives from: 
– Each Metropolitan Planning Organization (MPO)  
– All CDOT Regions  
– Division of Accounting and Finance (DAF) 
– Division of Transportation Development (DTD) 
– Office of Policy and Government Relations 
– Federal Highway Administration (FHWA) 

• Executive Director Hunt kicked off the meeting and met 
with each MPO during a workshop session listening to 
specific concerns 

• Office of Cash Management provided an overview of the 
new processes under development for implementing Cash 
Management  

• MPOs expressed primary concern to be reconciling budgets 
to TIPs and STIPs voicing little concern regarding 
expenditure-based budgeting 



MPO Meeting Outcome 

• Agreement reached to develop plan for continued dialog 
and regular updates, including TIP and Program 
Reconciliations 

• DAF and DTD will coordinate visits by the end of June, 
2014 to each region to address specific concerns  

• DAF and DTD staff provided FAQ document to MPOs 
following the meeting  

• Office of Cash Management provided a similar overview 
presentation at the Statewide Transportation Advisory 
Committee(STAC) meeting on April 11, 2014 

• Cash Management topics will be added as a standing 
agenda item to monthly Statewide MPO meetings 



Next Steps 

 
 

• Continue to meet with MPOs and TPRs 
 

• Respond to remaining issues or questions 
 

• Provide ongoing updates 
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