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Item 7: Project Development/Delivery 
Milestone Policy Update
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Policy Objectives

Policy Objectives

▪ Clear expectations & stronger coordination: Sets 

consistent milestones,  improves communication, and 

aligns sponsors, H-GAC, and TxDOT.

▪ Enhanced monitoring & risk management: 

Enhances tracking, reporting, and early risk 

identification to support timely project delivery.

▪ Improved accountability & funding efficiency: 

Reduces unspent federal balances, promotes 

consistent delivery timelines, and builds confidence 

in TIP programming.
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Workgroup Members

Project Sponsors

▪ David Wurdlow

▪ Brian Alcott

▪ Sherry Weesner

▪ Sue Theiss

▪ Catherine McCreight

▪ Alan Clark

▪ Jason Smith

▪ Ken Fickes

▪ Cristina Cabral

▪ Callie Barnes

▪ Lorenzo Wingate

H-GAC Staff

▪ Ron Papsdorf

▪ Jamila Owens

▪ Allie Isbell

▪ Rosa Harris

▪ Rania Mohamed

▪ Vishu Lingala

▪ Stephen Keen

▪ Sagnik Raha
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Policy Framework 

▪ Assessment of Existing Projects:

1. Baseline Schedule aligned with programmed funding

2. Risk register identifies uncertainty requiring proper 

management 

▪ Quarterly meetings to confirm progress, identify potential issues 

(“Caution List”)

▪ Timely action recommendation to adjust program where issues 

unresolved  (“Action List”)
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Baseline Schedules
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▪ The original, approved project 

timeline that defines planned 

start and finish dates for all 

activities, milestones, and 

deliverables.

▪ Serves as a fixed reference 

point to measure progress and 

performance throughout the 

project lifecycle.

▪ Baseline schedule creation 

from the TxDOT Local 

Government Project 

Scheduling Tool



Risks

Project Scope Risks Process Certainty Risks
Resource Availability 
Risks

Project type / scope complexity STIP approval 
Staffing for engineering 
services

Design completion status AFA agreement execution
ROW / property acquisition 
staffing/resources

ROW / property acquisition needs FTA transfer process Utility coordination staffing

Environmental clearance Consultant selection process
Funding availability 
(local/federal)

Permitting requirements
Procurement/contract 
timelines

CIP budget timing

Railroad involvement ROW/ property agreements Bond funding dependencies

Utility impacts/relocations Railroad / Utility agreements
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Implementation Example

▪ Project ABC from 10 Year Plan

▪ Project sponsor:

• H-GAC Risk Register

• TxDOT Local Government Scheduling Tool

▪ Quarterly Meetings 

▪ Caution List

▪ Action List

▪ TPC reporting for Action
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Next Steps
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December

• Action Item for TAC/TPC

 



Action Requested

▪ Transportation Policy Council (TPC) approval for adoption of the 

Project Development and Delivery Milestone Policy under TPC 

Resolution No. 2025-34.
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Contact

Sagnik “Nik” Raha

Principal Planner/Engineer– Project Delivery

Sagnik.Raha@H-GAC.com

346-299-2196

David Wurdlow

Chair, Working Group

David.Wurdlow@houstontx.gov

832-395-2054
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