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Presenter
Presentation Notes
Background:
“Limited Scope Performance Audit of the SFMTA Phase II:  SFMTA Capital Programs” 
in 2011




• Project delivery process improvements 
– Audit recommendations and beyond 

• Recent project delivery highlights 
• Next steps 

Presentation Overview 

Presenter
Presentation Notes
Since the 2011 Audit, the SFMTA has made some significant improvements to process, technology, coordination and public outreach leading to better project delivery.

In this presentation, I’ll walk you through some of the ways we’ve responded to the audit recommendations to improve our project delivery process

I’ll also describe some recent projects that reflect these changes, and were delivered in an effective, efficient and community-driven manner



The Life of a Project 

Community Outreach & Engagement 

Environmental 
Review Design Construction 

Pre-
Development 

Phase 

Presenter
Presentation Notes
The elements of project delivery tend to be the same for small or large projects – community outreach, environmental clearance, design and construction. Community outreach can be lengthy and involved for both types of projects. Environmental clearance may be faster for small projects because the scope is simpler than a large project. Design of small projects is faster because the project area tends to be smaller. Small projects can usually be done by City staff or added to construction contracts to implement faster than a stand-alone construction contract. 



Preparing to Deliver More Projects 
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Presenter
Presentation Notes
Performing an extensive analysis of our staffing needs should the ballot measure(s) proposed for this fall pass

We are well aware that this increase of funds would increase our staffing needs. We are preparing for this by determining now when we’ll need new staff, what roles they will fill and whether it makes sense to hire new employees or contract work out to consultants.

This chart shows our staffing needs in the Capital Planning & Construction division, which would see a significant uptick in work as we begin delivering more projects.



2011 Audit  SFMTA Process Upgrades 

     
     

     
   

     
 

   
  

 

Area of Concern SFMTA Improvement 

Time & cost overruns 
• Project pre-development phase 
• Primavera P6 
• Progress reports 

Reporting & oversight • Clarified operating procedures 
• Risk analysis for large capital projects 

Confusing financial 
information 

• Capital Project Control Systems (CPCS) 
• EcoSys 
• Contract manager integration 

Inadequate management 
processes 

• Capital Resource Information System 
• Project Charter for Inter-Agency 

Coordination 
• Risk analysis using CPCS 

Process improvement 
projects 

• Capital Plan and Program Policies 
• Project Delivery Taskforce 
• Transtat – Capital Projects 

Presenter
Presentation Notes
Provide an overview of some of the changes we’ve implemented

Keep this high-level – we’re working to do these things, and are already seeing results in the field and in the SF communities where we’re implementing projects



Capital Planning & Analysis 

• New policies 
adopted 2011 

• Data analysis & 
documentation 

• Capital 
Improvement 
Plan 

• Annual review 

 

Presenter
Presentation Notes
The Capital Plan and Program Policies have been in effect since 2011, providing the policy framework for our management of scope, schedules and budgets.

There are clear procedures for budgetary and scope changes, and each of these changes are documented, for analysis and lessons learned. With three years of data, it is possible for the SFMTA to evaluate the data, and be more proactive in proposing changes and processes to project delivery.

The Transportation Capital Committee recently approved the 5 year Capital Improvement Program that was adopted by the SFMTA Board on May 20.  On an annual basis, the TCC reviews its past performance and recommends improvements.



Project Pre-Development Phase 
• Define project scope 
• Prepare cost estimates 
• Identify coordination opportunities 
• Provide training, structure, guidelines 

Presenter
Presentation Notes
Established Pre-Development phase to better define scope and prepare accurate cost estimates and identify opportunities for project coordination.

Recruiting for a Project Schedule and Cost estimator

Strengthened agency-wide Project Delivery Team to standardize project delivery, provide training, structure and guidelines



Complete Streets = Coordination 

• Intra-agency planning 
and project integration 

• Streets Capital Group  
– SFDPW 
– Planning Department 
– SFPUC 
– SFCTA 
– SFMTA 

Cesar Chavez construction 

Presenter
Presentation Notes
Introduced ‘complete-streets’ concept to align delivery objectives and utilize funds effectively.

Better intra-agency coordination (predevelopment planning and project integration policies)
Better coordination with other departments and agencies (Streets Capital Group - DPW, Planning, PUC, SFCTA)




Project Management Technology 

Before 

After 

Presenter
Presentation Notes
We’re making great strides in adopting and implementing the latest in Project Management software agency-wide.

Some of our old systems did not provide project managers the ability to track cost, schedule and coordination as well as we need to 

New systems, such as EcoSys, shown here, are much more nimble and allow for greater collaboration, tracking and risk assessment

CRIS, CPCS, electronic funding request system and scope/schedule/budget template



SFMTA Culture Change Initiative 

• Quarterly Director’s 
meetings 

• Intra-agency communication 

• Better defining 
responsibilities & roles 

• Leadership training 

Presenter
Presentation Notes
The SFMTA is engages in a concentrated and sustained effort to improve our capacity to work together to deliver projects and services for San Francisco, in support of our Strategic Plan.  

This effort is underway and already making improvements in agency communication, teamwork and breaking down silos.



Outreach & Engagement 

Increasing outreach and standardizing 
community engagement processes 



Long-Range Planning 

• Transportation 
2030/Mayor’s 
Transportation 
Task Force 

• 20-Year Capital 
Plan (2013-2032) 

• Strategic Plan 
• San Francisco 

Transportation 
Plan 

Projected growth corridors 

Presenter
Presentation Notes
In the next 25 years - 34% Increase in Jobs and 35% Increase in Household Population





Cesar Chavez Streetscape 

Photo credit: Streetsblog 

Collaboration with Public Works, SFPUC, Planning Department & community 

Result: Improved safety, aesthetics, transit efficiency and sewer system while 
minimizing cost and neighborhood disruption 

Audit-recommended improvements: Strengthened management processes 
 

Presenter
Presentation Notes
Completed 2014
$11.8 million
Cesar Chavez Street from Guerrero to Hampshire streets was transformed into a neighborhood-friendly street in response to residents’ requests to calm traffic and improve safety. Improvements include a wider median, new bike lanes, raised crosswalks, and new street trees and plants.
Good example of inter- and intra-agency coordination, involving MTA, DPW and PUC.
Successful in part due to better public outreach, and community feedback which helped to further improve the project.



5L Fulton Pilot Project 
• Pilot approach for 

faster delivery 
• Close coordination 

inside agency 
• Community 

engagement = 
improved results 

• Audit-recommended 
improvements:  
Avoided time & cost 
overruns 
 

Presenter
Presentation Notes
Pilot project initiated October 2013
The twelve-month pilot project along the 5 Fulton corridor introduced limited-stop service to provide quicker trips and reduce crowding between 6th Avenue and downtown.
Benefits include improved safety and accessibility, reduced delays, quicker trips, and better traffic flow.
Expanded service by 30% on the Fulton corridor 
Very popular with customers! Project was modified based on community feedback.
Project was successful as a result of agency silo reductions:  Transit Engineering and Transit Operations closely matrixed.



Fleet Procurement 

Efficiency + creativity  better project delivery and more reliable Muni service 
 

Audit-recommended improvements: Process, reporting & oversight  
 

Presenter
Presentation Notes
Thinking outside the box to move more efficiently and improve transit reliability:  

In order to expedite the purchasing process, the SFMTA joined a current, competitively bid vehicle contract with the State of Minnesota.  The vehicles specified under the Minnesota contract were updated to include features necessary for San Francisco’s unique operating environment and high passenger loads



Next Steps 
• Capital Programs and Controls System 

rollout throughout SFMTA to include small 
project delivery 

• Staffing analysis and planning to enable 
capacity for upcoming projects 

• Instituting interagency project charter to 
strengthen coordination 



Thank you! 



Appendix 

Presenter
Presentation Notes
Background:
“Limited Scope Performance Audit of the SFMTA Phase II:  SFMTA Capital Programs” 
in 2011
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Project Delivery Best Practices 

Project Planning Project 
Implementation Ongoing Efforts 

Aligned priorities and 
resources 

Cost/schedule 
integration Transparency 

Defined project scopes Timely access to data Accountability 
Detailed and accurate 

estimates Risk management Quality assurance 

Resource-loaded 
schedules Change management Standardized processes 

Progress reporting Aligned goals & 
objectives 

Trend analysis Performance 
management  

Presenter
Presentation Notes
Performed business process review and re-engineering for SFMTA’s two largest Capital Project Portfolios:  Capital Projects & Construction (CP&C) Division and Sustainable Streets Division.
Procured and installed optimized hardware infrastructure.
Designed, developed, and implemented industry-standard software tools that support SFMTA’s business processes.
Migrated entire CP&C Division, including Central Subway, onto new system - over 100 employees and ~$2.5B in Capital Projects.
In December 2012,  went live with SFMTA’s first Capital Program Controls System (CPCS).
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Business Process Re-Engineering  
(Based on Audit Findings) 

Finding Solution 

Capital program policies and priorities not 
clearly specified or enforced. 

Developed new Capital Plan & Program 
Policies and formed the Transportation 
Capital Committee (TCC). 

Project scope defined too late in the 
process; poor initial cost estimates. 

Established Pre-Development phase to 
better define scope and prepare accurate 
cost estimates. 

Project delivery goals and expectations not 
aligned amongst all divisions and sections. 

Introduced ‘complete-streets’ concept to 
align delivery objectives and utilize funds 
effectively. 

Personnel not provided with appropriate 
tools and data to properly manage project 
portfolios. 

CRIS, CPCS, electronic funding request 
system and scope/schedule/budget template 

Performance measures not completely 
formulated, impacting risk management. 

Performance measures of project delivery in 
the FY2013 –FY 2018 Strategic Plan 

Presenter
Presentation Notes
Performed business process review and re-engineering for SFMTA’s two largest Capital Project Portfolios:  Capital Projects & Construction (CP&C) Division and Sustainable Streets Division.
Procured and installed optimized hardware infrastructure.
Designed, developed, and implemented industry-standard software tools that support SFMTA’s business processes.
Migrated entire CP&C Division, including Central Subway, onto new system - over 100 employees and ~$2.5B in Capital Projects.
In December 2012,  went live with SFMTA’s first Capital Program Controls System (CPCS).
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Capital Improvement Plan Summary 

• 5-Year Capital Improvement Program 
– Totals $3.16 billion 
– Funding from more than 30 different federal, state and 

local sources 
– Contains 350 projects in 16 Capital Programs 
 

• Major Capital Improvements and Programs 
– Communications/IT Projects: Radio Replacement, Train 

Control & Communications, Asset Mgmt System; 
– Street Projects: Bike/Pedestrian/Signal and Traffic Calming; 
– Transit Infrastructure: Overhead Systems and Track 
– Vehicles: Procurement and Rehabilitation 
– Major Expansion: Central Subway, Van Ness BRT 
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Goals and Objectives 
• Analyze and re-engineer existing business 

processes, including budget revision control and 
processing 

• Provide timely, accurate, and useful information to 
project managers and executives 

• Reduce manual processes and double-entry of 
project information 

• Create a System of Record for all project data - 
including scope, schedule, budget, forecasts, and 
actuals 

• Develop standardized WBS templates and common 
reporting across programs 

• Establish relevant performance metrics 

Presenter
Presentation Notes
Performed business process review and re-engineering for SFMTA’s two largest Capital Project Portfolios:  Capital Projects & Construction (CP&C) Division and Sustainable Streets Division.
Procured and installed optimized hardware infrastructure.
Designed, developed, and implemented industry-standard software tools that support SFMTA’s business processes.
Migrated entire CP&C Division, including Central Subway, onto new system - over 100 employees and ~$2.5B in Capital Projects.
In December 2012,  went live with SFMTA’s first Capital Program Controls System (CPCS).
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Captial Program Controls System (CPCS) 

EcoSys EPC 
 
• COST/SCHEDULE 

INTEGRATION 
• TREND ANALYSIS 
• PERFORMANCE 

MEASUREMENT 

Primavera P6 
 
• STANDARDIZED WBS 
• SCHEDULE & RESOURCE 

MANAGEMENT 
• FORECAST LABOR COSTS 
 

Oracle CM13 
 

CONTRACT 
MGMT 

SharePoint 
 

ELECTRONIC 
DOCUMENT 
MGMT & 
WORKFLOWS 
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CPCS: Web-Based Access 
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CPCS: Key System Configurations 
• Daily integration with Primavera P6 and 

Agency’s financial accounting system 

• Dashboards displaying project-level and 
activity-level information 

• Standardized and controlled budget 
revisions 

• Performance measurements enabled                         
through cost and schedule integration 

• On-screen and Excel-template reports 
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SAMPLE SCREENSHOTS 
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Project-Level P6/EcoSys Integration 
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Activity-Level P6/EcoSys Integration 
• WBS, schedule, forecast costs, and percent complete integrated. 
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Executive Dashboard – Program Level 



30 

Activity-Level Reports 
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Standardized Budget Revisions 
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Centralized Contract Management 

Presenter
Presentation Notes
Performed business process review and re-engineering for SFMTA’s two largest Capital Project Portfolios:  Capital Projects & Construction (CP&C) Division and Sustainable Streets Division.
Procured and installed optimized hardware infrastructure.
Designed, developed, and implemented industry-standard software tools that support SFMTA’s business processes.
Migrated entire CP&C Division, including Central Subway, onto new system - over 100 employees and ~$2.5B in Capital Projects.
In December 2012,  went live with SFMTA’s first Capital Program Controls System (CPCS).




33 

Electronic Timesheets 

Presenter
Presentation Notes
Performed business process review and re-engineering for SFMTA’s two largest Capital Project Portfolios:  Capital Projects & Construction (CP&C) Division and Sustainable Streets Division.
Procured and installed optimized hardware infrastructure.
Designed, developed, and implemented industry-standard software tools that support SFMTA’s business processes.
Migrated entire CP&C Division, including Central Subway, onto new system - over 100 employees and ~$2.5B in Capital Projects.
In December 2012,  went live with SFMTA’s first Capital Program Controls System (CPCS).
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Key Configurations 
• Electronic timesheets driven by Primavera P6; 

• Daily integration with Primavera P6 and FAMIS; 

• Dashboards displaying project-level and activity-level 
information; 

• Standardized and controlled budget revisions; 

• Performance measurements enabled by cost/schedule 
integration; 

• Fully-configurable on-screen reports; 

• Electronic document mgmt and workflows; 

• Centralized and collaborative construction management 
tool for daily reports, logs, submittals, RFIs, and issues. 
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Next Steps 
Goal Status 

Expand CPCS to include all capital 
projects across all CIP programs 

In Progress;  170/400 active projects have 
been imported. 

Establish funding hierarchies and 
allocations and roll-out new 
Budget/Funding Revision tool 

Using approved CIP as source, project team 
is beginning to establish standardized 
funding hierarchies. 

Incorporate Fund Programming 
functionality into EcoSys 

Developing scope of work for consultant.  
Forecast start July 2014. 

Integrate additional FAMIS and payroll 
data into system 

Will be working with Controller’s Office 
developer June 2014. 

Establish data standards and develop 
public-facing dashboards 

Working with Buildingeye under Mayor’s 
Office EIR program.  Proof of Concept by 
July 2014. 

Develop Agency-wide SOPs and on-
going training programs 

Project Delivery Working Group has been 
established. 
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