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Overview: Setting the Context



4th Busiest Commuter Rail System in 
the US: 

• 74M Passenger trips
• 1,155 miles of track across 11 rail 

lines
• 242 Stations
• 926 Bridges
• 565 Grade Crossings
• 24 Rail Yards
• 92,000 Parking Spaces

Chicago Metra

Metra is a 
large, complex 
organization 
with many key 
stakeholders



Program Management Oversight (PMO)
• 10-year contract (2021 – 2031)
• 80 FTEs
• Integrated with Metra staff

Metra Capital Delivery Portfolio
• Operational Environment
• 125 Active Capital Project
• $5 Billion estimated cost
• Design Bid Build projects include:

• Stations
• Bridges
• Mechanical / Electrical

WSP’s Scope of Work

Metra wants
on-time and on-budget projects

to maximize use of
available funding



Portfolio Capital Delivery
Why is it different?



Foundation & Implementation



Initial State & Gap Analysis

Review and assess the initial state
• Governance (policies, standards, manuals, procedures)
• Existing Systems and Data Sources
• Organizational Culture (willingness to change)

Create a Vision & Implementation Roadmap



Don’t let perfection stand in the way of progress

Implementation Strategy

Select and procure PMIS

Incremental Implementation Methodology
• Set expectations early and over-communicate 

• Establishing fundamental processes
• Process standardization and consistency
• Ensure all data sources are time-synchronized



WSP’s tool selection process
• We are tool agnostic – select the best tool for the job
• Each job has different requirements and priorities
• Established selection matrix and process

No perfect, out-of-the-box solution

PMIS Selection Criteria for Metra
• All controls functionality in the same tool 

• Cost, schedule, estimating, contracts, change, quality, document, workflow
• 100% cloud based
• Robust API visibility

Technology Selection



InEight Schedule
API

ERP

Manual 
Input

Dashboards
Data 

Warehouse
Forms-based

Input

Bulk
Upload

User Interface
Remains Consistent

with
Continuous Back-End Changes

Use dashboards as 
primary interface 

for end users 

Incrementally 
develop systems 
on the back end

InEight Suite 
APIs

InEight Control
API

Iterative Implementation Methodology

Initial StateIntermediate StateEnd State



Project WBS
• Schedule
• Cost Breakdown

Invoice Review & Processing
Contingency Management
Design Review
Requests for Information
Submittal Review
Change Order Process
Etc.

Dashboards

Data Hierarchy and
Processes MUST be Consistent 

across ALL projects for 
Portfolio Reporting to work

Process Standardization & Consistency



Synchronizing Dashboard Data
Implementing a Monthly Reporting Cadence

Ensures
Scope, Schedule, Cost, Risk and Change 

are Synchronized on the Dashboard
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Portfolio Review 
Meeting

Submit Project 
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Submit Project 
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Dashboards – Bringing It All Together













Key Results & Impact



Stage Gate Assurance Framework

Project  
Definition PE / NEPA Final Design Construction

Project 
Closeout Archive

Reduce Uncertainty

Reduce Risk

Increase Confidence

Deliver the right 
project, at the right 

time, at the right 
price.

A

Get the Benefit

Stakeholder 
Need

C DB E

Design 
Solution

Cost & 
Schedule 

Performance

Supplier 
Performance

Compliance

Increasing definition and certainty

Moving forward in an integrated manner

Provides assurance that
the proper amount of project effort has been 

done at the expected level of quality 
before making major investment decisions



Complete project information across the entire portfolio in a single location

Rapidly respond to requests from political offices and other key 
stakeholders

Millions of discretionary grant $$$ awarded based on demonstrated 
confidence in delivery

Precisely program limited funding and project funding spend

Key Results & Impact
Benefits to Metra



Thank You!
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