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22025 Moving Together Conference

What is Capital Program Management?

• In 2022 MassDOT Highway Division leadership 

created the Program Management team to oversee 

Modernization Capital Programs (i.e. non-State of 

Good Repair programs)

• In 2024 MassDOT published a new Long-Range 

Transportation Plan, Beyond Mobility, to organize 

the agency’s vision, goals, and actions around six 

Priority Areas 
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What is Capital Program Management?

• The MassDOT Capital Investment Plan (CIP) is organized 

into over a dozen programs, which are each made up of 

individual projects

• Programs include Roadway Reconstruction, Bicycle & 

Pedestrian, Safety, Intersections, Resilience, 

Accessibility, Freight, etc.

• Program Management is the holistic management of a set 

of projects that are unified by a characteristic such as 

project type, funding source, or purpose 

• Program Managers look to maximize the outcome of 

funding within their respective Capital Program, by 

identifying needs, initiating and scoping projects, and 

working with Project Managers on project delivery  
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Addressing Two Interrelated Challenges

1. Improve the Project                

Delivery Timeline

2. Align Capital Investment Programs 

with the Goals and Vision of Beyond 

Mobility 



52025 Moving Together Conference

Project Delivery Timeline (Pre-construction)

Two approaches to measuring the effectiveness of project delivery:

• Length of time from initiation to Advertising

• State Transportation Improvement Program (S/TIP) Analysis
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62025 Moving Together Conference

Preliminary

Final

Programming Initiation, Scoping, Proposal, Design NTP

Survey, Wetlands, FDR, DJW, ICE, pre-25% Submission, Prelim 
Structures Report, 25% Highway Plans, BTSW, Hydraulic Analysis, 
Geotech Report, Utility coordination,  Sketch Plans, DPH

Intermediate 75% Highway Plans, 1st Structural, Construction Time 
Duration, Utility Coordination  

100% Highway, 2nd Structural, 
Utility Force Accounts, PSE, 
Advertisement

ROW Process

Environmental Process

3 MO

18 MO

4 MO

15 MO

Design Duration 40 months 

25% ROW, 75% ROW, Title 
Exams, Interviews, 
Appraisals, Layout Plans, 
Offer & Negotiations, 
Payment, ROW Certificate

33 MO

40 MO

25% Env 
5 MO

Early Coordination, Historic (Sect 106), Section 4(f) De Minimis

19 MO

Sect 7, MEPA, Coast Guard, WQC, WPA, USACE, Chpt 
91, CZM, Wildlife/Rare Species, Fish Habitat, HazMat

ERC
1MO

Scoping, Early Environmental Checklist

7 MO

Noise Study, NEPA, MESA, WsPA

Environmental Clearance
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Project Delivery Timeline (Pre-Construction)

• Average length of time 

varies by program and 

project type 

• Chart displays 
Modernization Program 

Projects (Federal-aid, 

MassDOT design) only 

that were initiated since 

2015 and have 
Advertised by 2024
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Project Delivery Timeline (Pre-Construction)
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STIP Analysis

How does the makeup of the current STIP compare to the STIP from 5 

years ago?

• The first year of the FY26-30 STIP should closely resemble the 

last year of the FY22-26 STIP
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STIP Analysis

2022-2026 STIP FY 2022 FY 2023 FY 2024 FY 2025 FY 2026

2023 – 2027 STIP FY 2023 FY 2024 FY 2025 FY 2026 FY 2027

2024 – 2028 STIP FY 2024 FY 2025 FY 2026 FY 2027 FY 2028

2025 – 2029 STIP FY 2025 FY 2026 FY 2027 FY 2028 FY 2029

2026 – 2030 STIP FY 2026 FY 2027 FY 2028 FY 2029 FY 2030
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STIP Analysis

2022-2026 STIP FY 2022 FY 2023 FY 2024 FY 2025 FY 2026
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STIP Analysis

2022-2026 STIP FY 2022 FY 2023 FY 2024 FY 2025 FY 2026

2023 – 2027 STIP FY 2023 FY 2024 FY 2025 FY 2026 FY 2027

2024 – 2028 STIP FY 2024 FY 2025 FY 2026 FY 2027 FY 2028

2025 – 2029 STIP FY 2025 FY 2026 FY 2027 FY 2028 FY 2029

2026 – 2030 STIP FY 2026 FY 2027 FY 2028 FY 2029 FY 2030
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STIP Analysis
Comparing the FY26-30 STIP with FY22-26 STIP

• 27 Modernization Program projects on the current STIP were on the 

FY22-26 STIP
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What is contributing to this?

• Longest part of the project development process: Initiation to 25%

In recent years, MassDOT has become very successful in delivering a reliable advertising 
plan, meaning projects planned for advertisement in the current year overwhelmingly do-so.

MassDOT has been less reliable in outer years of the plan, meaning projects are delayed from 
reaching the “current year” position 

Primary drivers for this delay are:
Lack of consensus on project scope
Identifying a project scope that will pass regulatory requirements  
Internal delays in contracting with designer
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The Program Management Approach
Program Development

• Identify Programmatic Needs using a data 

driven approach

• Develop criteria for prioritizing needs/locations 

within each program

• Set goals and corresponding performance 

metrics for each program to measure progress

Initiate and Scope Projects
• Initiate new projects where necessary

• Scope those projects to address the identified 

need and appropriate program

Program Monitoring & Maintenance
• Track project readiness and changes to scope or cost throughout the design process

• Forecast program spending and funding availability for later years of the STIP

• Program projects, or shift/de-program projects as needed to match funding availability 

and project readiness 
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Steps 1: Needs Assessment

Step 2: Prioritization

Program Development

Step 3: Project Scoping 

and Approval 
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Program Accessibility
Bicycle 

and 
Pedestrian

Roadway 
Reconstruction Freight Resiliency Intersections Safety Safe Routes 

to School

Needs 
Assessment

Title VI Plan, 
Curb Ramp 
Inventory

Priority 
Trails 
Network, 
Everyday 
Potential

Roadway 
Reconstruction 
Needs 
Assessment

Freight 
Plan, 
NHFN

Roadway 
Criticality

Top 200, Top 
5%, VRU, 
Safety Risk

Top 200, 
Systemic, 
HSIP, Top 
5%

Application 
Process, # 
of students 
impacted

Status

Used for PRC 
Scoring

Informs 
Program 

Development

 = Complete/In Use         = Underway   
= Used for Targeted Modernization        = Not yet in Use  

Needs Assessments Status
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• Targeted scope development based on purpose 

and need, informed by programming realities

• Building cross-section of support for project 

scope in all review sections

• Identifying potential risks early
• Intersection Control
• Utility Coordination/Upgrades

• Environmental Permitting Risks
• Right of Way Timelines

• Goal: Reduce time to 25% Design by getting 

consensus among stakeholders prior to starting 

design

Project Scoping
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Chief Engineer 
Leavenworth 

issues E-21-002 
Pre-25% Design 

Scoping Procedure

Chief Engineer 
Lavallee forms 

Program 
Management 

Team

Scoping Procedure 
implemented for all 

future Municipal 
Projects

2021 2022 2023 2024 20262025

Backlog of Municipal 
Projects Scoped or 

Scheduled (59 
projects in 1.5 years!)

Program 
Management takes 

on all Statewide 
Project Scoping

Pre-25% Scoping Procedure Implementation
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• Program Managers as project champions
• Supporting Project Management in maintaining scope
• Maintaining focus on project need and program goals
• Identifying lag in outer years of the CIP

• Supporting MPO partners in maintaining program integrity through 
increased data-sharing

• Directly engaging MPO staff as project champions for their 
investments

• Goal: Identify lag in outer year projects early, scope management 
support

Program Monitoring and Maintenance
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• MPO Regional Targets are 30% of formula-based STIP

• MassDOT can better meet Beyond Mobility action items while supporting MPO 

LRTP goals due to alignment in priorities

• Mutual experience and data-sharing opportunities
• Program Management

• Evaluation Criteria

• MPOs are the front line of public engagement on both regional and statewide 

investments
• Transparency with MPO staff can improve public understanding of statewide 

investments

• MPOs provide ideal place for convening municipalities and MassDOT Highway around 

shared goals

• Goal: Support MPOs in program delivery, Improve statewide needs 

assessments/prioritization, Improve public understanding of Highway 
Division decision-making

MPO Support and Engagement
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• Too soon to see many concrete changes in 

project delivery timelines
• Changes to project initiation are largely in the 

future

• First projects scoped by Program Management 

in 2023

• 30% of projects that have been scoped since 

2023 have 25% design submissions now

• Municipal projects only began aggressive 

scoping in 2024

• Targeted Modernization provides a hopeful 

vision of the future: a program management 

approach (data driven location selection, 
targeted scope) implemented on an accelerated 

timeline

Design Milestones for projects 
scoped since 2023

Approved

25% Design

75% Design

100% Design

Final Design

Has this approach been successful?
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