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1. Project Excellence 
Initiative



Project Excellence Initiative - Started June 2023 
Goals
• Understand and improve project health
• Track project performance: Scope, Schedule, Budget, Quality, Results
• Place spotlight on project health / focus on corrective action
• Support Project Managers: provide guidance, intervene when needed
• Reduce surprises and address issues early
Tools
• Munis – Project financials
• Microsoft List & Power BI – Dashboard reporting on project status
• Procore – Project management / construction management software
• Schedule Template (Envision) – Requirement for all projects



Project Excellence Initiative - Started June 2023 

Accountability Discussions
• Monthly meetings with engineering & asset management team members
• Monthly meetings with primary consultants
• As needed meetings with contractors
New Strategies
• Pre-purchase of equipment 
• Co-Stars contracting



2. Tools & Systems



Monthly Project Status Updates (MS List)

Project managers update 
key project performance 
data monthly.



Overview Dashboard Power BI analyzes data 
and reports key metrics in 
dashboard.



Metric Explorer
Metric Explorer page allows 
comparison of All Projects. 
Here total cost is shown.



Completed Contracts

Completed Contracts page 
permits tracking of project 
completion by month.



Notes Overview

Notes Overview page 
allows for rapid review of 
project status.



Procore 

o Data Management: single cloud-based location for all project files with 
remote application access from devices, such as a smart phone

o Communication Tool: solicit, track, document comments among LCA staff, 
and stakeholders with tiered seat access with upward and downward 
scalability based on the needs

o Construction & Inspection Management: efficient clearing house for 
design drawings, specs, contract, shop drawings, RFIs, pay requests, 
change orders, field reports, daily bid item tracking, etc.

o Overall Financial and Schedule Management: dashboard to track and manage at a 
glance the health of the projects.

o Integration: ability to integrate with our existing software platforms including 
Microsoft SharePoint, Teams and Office, ESRI’s GIS, Cityworks CMMS and Tyler  
Munis Enterprise

o Engineering & Operations Collaboration: O&M manuals, photo documentation, 
asset management data, As-built drawings

In Progress

Complete and Operational



Procore - Shop Drawing Review and Routing



Procore - Design Review – Markup Tools – Team Collaboration



Procore – Construction Management – Daily Reports – Photos.



3. Potential Board 
Metrics for Discussion



Capital Budget Performance
by Calendar Year – Quarterly Updates

Actual vs. Forecast CIP Spend (YTD)

Compares YTD spending against the 
planned spend for the same period. 
Provides visibility into whether current 
expenditures are running ahead of, behind, 
or aligned with the established forecast.

Projected vs. Forecast CIP Spend

Estimates total spending at year-end 
based on YTD spending and projected 
future spending, then compares that 
projection to the full-year forecast.

Present a clear picture of both current financial 
performance and anticipated year-end outcomes, 
enabling proactive, data-driven decisions.



Capital Plan Performance By Overall CIP Program –
Quarterly Updates

Actual vs. Planned CIP Spend
(To Date)

Compares cumulative actual spending of 
active CIP projects from 2020 through the 
current year versus the planned spend 
using financial reporting / MUNIS data. 
Indicates whether total CIP expenditures 
to date are ahead/behind the plan.

Actual vs. Planned CIP Spend 
(Through Planning Horizon)

Compares cumulative actual spending of 
active CIP projects from 2020 through the 
current year versus the full planned CIP 
investment projected through 2030, 
combining current MUNIS actuals with 
current LCA CIP projections. Indicates 
how much of the long-term capital 
program has been spent.



Schedule Variance Explorer Schedule Variance Explorer 
shows original vs. current 
schedule for all projects.



4. 2025 Summary



2025 Summary

• Project Excellence: Fully operational
• Procore: 38% of active contracts in use 
• Schedule Management / Capital Budget Schedule 
• 2025 Capital Plan Performance: $46M, 67% of Budget

• Primary driver for spending gap: Lead Program  - Pennvest Bond Issue; Project Delays

• 57 Contracts Completed in 2025:



5. 2026 Goals



2026 Goals
• Develop final project reporting tools for Board & senior management
• Track and improve project schedule performance
• Complete $62.2M in capital improvements
• 100% projects in Procore / 100% projects using schedule template
• Integrate Munis data into Project Excellence dashboards
• Project Management Institute Training



Discussion?
Thank you!


