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Project History
• CDOT started a bridge replacement project in the 1990s but it was
cancelled due to public opposition
• 2009 FASTER legislation created the Colorado Bridge Enterprise
program
• 2011 - Mulligan
• The Grand Avenue Bridge was prioritized for replacement by the CBE
due to functional obsolescence and structural issues
• Procurement for EA and preliminary design commences
• Community and stakeholder consensus would be required to deliver
a project in a highly political resort community.
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Regional Need for Bridge
84% of all regional
vehicular traffic into and
out of the Roaring Fork
Valley uses the Grand
Avenue Bridge.
SH 82 in the Roaring Fork
Valley serves resort towns
such as Snowmass Village
and Aspen.
Lack of affordable housing
in the Roaring Fork Valley
forces workers to
commute from towns
along the I‐70 and SH 133
Corridors.
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Prior to EA, project was originally scoped as bridge replacement on original
alignment, phased construction, minimal ROW and utility re-location issues.
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Project Context (from EA)
The Grand Avenue Bridge over the Colorado River, Interstate 70 and the railroad
tracks, connects north and south Glenwood Springs, I‐70 and State Highway 82, and
the historic districts of downtown and the Glenwood Hot Springs.
The bridge stands as a gateway to the city of Glenwood Springs, Glenwood Canyon,
the Roaring Fork Valley, and Colorado’s western slope communities. It serves local,
regional and state travel, local commuters, emergency response, bicyclists and
pedestrians.
The soaring walls of Glenwood Canyon; the rich history of Glenwood Springs, built at
the confluence of the Colorado and Roaring Fork Rivers; mining; tourism and
recreation define a splendid and vivid context for the Grand Avenue bridge.
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Select Project Goals (from EA)

• Reduce and minimize construction impacts
• Avoid and minimize environmental impacts to scenic,
aesthetic, historic, and natural resources
• Improve connectivity between downtown Glenwood
Springs and historic Glenwood Hot Springs area and I‐70
• Improving multi‐modal connections
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EA Preferred Build
Alternative
New SH 82 Bridge
New I‐70 Interchange connectivity
New Pedestrian Bridge
New Pedestrian Underpass
Major ROW and utility impacts
• Severance of UPRR tracks to
construct a local detour for a 95
day bridge closure shutdown
period
• Closure of a resorts parking lot
for 14 months
• Utility relocations
Potential adverse affects to local
hot springs aquifer.
Historic Context Mitigation
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Discussion
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Managing Complex Projects – Lessons Learned
IDENTIFY CRITICAL SUCCESS FACTORS AT EACH STAGE OF THE
PROJECT
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Managing Complex Projects
EA and Preliminary Design Critical Success Factors
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Managing Complex Projects
EA and Preliminary Design Critical Success Factors
• Engage community and stakeholders and develop consensus on a
preferred alternative and support for project.
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Managing Complex Projects
EA and Preliminary Design Critical Success Factors
• Engage community and stakeholders and develop consensus on a
preferred alternative and support for project.
• Establish Project Leadership Team to provide input that have
representatives from key stakeholder groups.
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Managing Complex Projects
EA and Preliminary Design Critical Success Factors
• Engage community and stakeholders and develop consensus on a
preferred alternative and support for project.
• Establish Project Leadership Team to provide input that have
representatives from key stakeholder groups.
• Establish Project Working Group to make decisions with major
stakeholder representatives.
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Managing Complex Projects
EA and Preliminary Design Critical Success Factors
• Engage community and stakeholders and develop consensus on a preferred
alternative and support for project.
• Establish Project Leadership Team to provide input that have
representatives from key stakeholder groups.
• Establish Project Working Group to make decisions with major stakeholder
representatives.
• Allow stakeholders to have input for context sensitive issues and major
impacts.
• Aesthetics
• Bridge closure or phased construction approach
• High pain, low duration
• High duration, low pain
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High Pain Low Duration
Bridge Closure Period
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“Postcard” Pedestrian Bridge

Steel Tub Pedestrian Bridge
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Renderings to help
stakeholders visualize
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Managing Complex Projects
EA and Preliminary Design Critical Success Factors
• Engage community and stakeholders and develop consensus on a preferred alternative and
support for project.
• Establish Project Leadership Team to provide input that have representatives from key
stakeholder groups.
• Establish Project Working Group to make decisions with major stakeholder representatives.
• Allow stakeholders to have input for context sensitive issues and major impacts.
• Aesthetics
• Bridge closure or phased construction approach
• High pain, low duration
• High duration low pain

• Don’t just do mandatory public meetings. Meet with everyone who is providing input, including
opposition groups.
• For GAB, we literally had 100’s of meetings with local stakeholders, 1 on 1 meetings with elected
officials, opponents of the projects, people spouting off in the newspaper, etc.
• If someone wrote a bad letter to the Editor, we contacted them and offered to meet.
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Managing Complex Projects
EA and Preliminary Design Critical Success Factors
• Engage community and stakeholders and develop consensus on a preferred alternative and support for
project.
• Establish Project Leadership Team to provide input that have representatives from key stakeholder groups.
• Establish Project Working Group to make decisions with major stakeholder representatives.
• Allow stakeholders to have input for context sensitive issues and major impacts.
• Aesthetics
• Bridge closure or phased construction approach
•
•

High pain, low duration
High duration low pain

• Don’t just do mandatory public meetings. Meet with everyone who is providing input. For GAB, we literally
had 100’s of meetings with local stakeholders, 1 on 1 meetings with elected officials, opponents of the
projects, people spouting off in the newspaper, etc. If someone wrote a bad letter to the Editor, we
contacted them and offered to meet.
• Consider Innovative Contracting and bringing on a Construction Manager during EA and design
• Risk evaluation and Project Delivery Selection Matrix will help steer decision towards appropriate contracting method
• For GAB, CMGC added value during the EA for evaluation and mitigation of impacts including river, schedules, pricing, etc.
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• Establish Project Leadership Team to provide input that have representatives from key stakeholder groups.
• Establish Project Working Group to make decisions with major stakeholder representatives.
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High pain, low duration
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• Don’t just do mandatory public meetings. Meet with everyone who is providing input. For GAB, we literally
had 100’s of meetings with local stakeholders, 1 on 1 meetings with elected officials, opponents of the
projects, people spouting off in the newspaper, etc. If someone wrote a bad letter to the Editor, we
contacted them and offered to meet.
• Consider Innovative Contracting and bringing on a Construction Manager during EA and design
• Risk evaluation and Project Delivery Selection Matrix will help steer decision towards appropriate contracting method
• For GAB, CMGC added value during the EA for evaluation and mitigation of impacts including river, schedules, pricing, etc.

• Form an Executive Oversight Committee (EOC) of internal stakeholders and meet regularly to brief executives
on status of project, issues, scope, schedule, budget. No surprises.
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Managing Complex Projects
Construction Phase Critical Success Factors
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Managing Complex Projects
Construction Phase Critical Success Factors
• CMGC
• Collaboration during pre‐construction yielded strong relationships amongst
project leadership.
• When transitioning from pre‐construction to construction, lower level staff
doesn’t have history and partnering sessions are needed before and
throughout the project to build and maintain trusting and respectful
relationships.
• Regularly discuss Risk Register and associated Risk ownership that was
developed during pre‐construction and finalized before the CAP.
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Managing Complex Projects
Construction Phase Critical Success Factors
• CMGC
• Collaboration during pre‐construction yielded strong relationships amongst project
leadership.
• When transitioning from pre‐construction to construction, lower level staff doesn’t
have history and partnering sessions are needed before and throughout the project
to build and maintain trusting and respectful relationships.
• Regularly discuss Risk Register and associated Risk ownership that was developed
during pre‐construction and finalized before the CAP.

• Project First
• Commitment to project, and each other, common goal, pride in project
• Do what you say your going to do, understand your counterparts point of view
• Partner througuot the project
• On GAB this include Holiday Parties, Rafting and Ski Trips
• Own your liabilities, best to disclose early so TEAM can work on resolution
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• CMGC

• Collaboration during pre‐construction yielded strong relationships amongst project leadership.
• When transitioning from pre‐construction to construction, lower level staff doesn’t have history and
partnering sessions are needed before and throughout the project to build and maintain trusting and
respectful relationships.
• Regularly discuss Risk Register and associated Risk ownership that was developed during pre‐construction and
finalized before the CAP.

• Project First

• Commitment to project, and each other, common goal, pride in project
• Do what you say your going to do, understand your counterparts point of view
• Partner througuot the project

• On GAB this include Holiday Parties, Rafting and Ski Trips

• Own your liabilities, best to disclose early so TEAM can work on resolution

• Gray Hair Leadership

• Complex projects aren’t easy, they are very difficult and taxing
• Need to have strong relationships at Senior Project Management level
• Gray Hairs are old and wise enough to maintain perspective and work with each other to influence their
Teams and help resolve issues
• On GAB, this often included random texts between the Gray Hairs where we would find time and go meet
somewhere, usually away from the project, to talk.
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Managing Complex Projects
Construction Phase Critical Success Factors
•

CMGC
•
•
•

•

Collaboration during pre‐construction yielded strong relationships amongst project leadership.
When transitioning from pre‐construction to construction, lower level staff doesn’t have history and partnering sessions are needed before and throughout the project to
build and maintain trusting and respectful relationships.
Regularly discuss Risk Register and associated Risk ownership that was developed during pre‐construction and finalized before the CAP.

Project First
•
•
•

Commitment to project, and each other, common goal, pride in project
Do what you say your going to do, understand your counterparts point of view
Partner througuot the project

•

Own your liabilities, best to disclose early so TEAM can work on resolution

•

•

•
•
•
•

•

On GAB this include Holiday Parties, Rafting and Ski Trips

Gray Hair Leadership
Complex projects aren’t easy, they are very difficult and taxing
Need to have strong relationships at Senior Project Management level
Gray Hairs are old and wise enough to maintain perspective and work with each other to influence their Teams and help resolve issues
On GAB, this often included random texts between the Gray Hairs where we would find time and go meet somewhere, usually away from the project, to talk.

Proactive PI/PR
•
•
•

Identify and form stakeholder groups that need outreach.
• GAB had WARR, EMS and First Responders, Transit, Schools, and other groups that represented stakeholders who may be impacted.
Community engagement, including local media and elected officials…no surprises, be honest about impacts.
Stakeholder Partnering

•
•

Monitor Social Media but be careful about engaging and responding
Need to respect local community and business owners who are passionate about where they live and do business. Our projects can severely impact them.

•

•

The GAB Contractor hosted community BBQ’s at highly impacted downtown locations.

Planning started for GAB detour phase 12 months before it went into effect
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Complex projects aren’t easy, they are very difficult and taxing
Need to have strong relationships at Senior Project Management level
Gray Hairs are old and wise enough to maintain perspective and work with each other to influence their Teams and help resolve issues
On GAB, this often included random texts between the Gray Hairs where we would find time and go meet somewhere, usually away from the project, to talk.

Proactive PI/PR
•
•
•
•
•

•

Commitment to project, and each other, common goal, pride in project
Do what you say your going to do, understand your counterparts point of view
Partner througuot the project
• On GAB this include Holiday Parties, Rafting and Ski Trips
Own your liabilities, best to disclose early so TEAM can work on resolution

Gray Hair Leadership
•
•
•
•

•

Collaboration during pre‐construction yielded strong relationships amongst project leadership.
When transitioning from pre‐construction to construction, lower level staff doesn’t have history and partnering sessions are needed before and throughout the project to build and
maintain trusting and respectful relationships.
Regularly discuss Risk Register and associated Risk ownership that was developed during pre‐construction and finalized before the CAP.

Identify and form stakeholder groups that need outreach.
• GAB had WARR, EMS and First Responders, Transit, Schools, and other groups that represented stakeholders who may be impacted.
Community engagement, including local media and elected officials…no surprises, be honest about impacts.
Stakeholder Partnering
• The GAB Contractor hosted community BBQ’s at highly impacted downtown locations.
Monitor Social Media but be careful about engaging and responding
Need to respect local community and business owners who are passionate about where they live and do business. Our projects can severely impact them.
• Planning started for GAB detour phase 12 months before it went into effect

EOC – Executive Oversight Committee – Owner and Contractor – “The Uncles”
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Detour Phase
Construction
Completing bridge
spans over river and
UPRR tracks
Completing I‐70 and
local street
connectivity
including a
roundabout
95 Calendar Days
allowed via Lane
Rental in contract for
bridge closure phase
$25k/day, up to 10
days, early
completion incentive
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SH 82 Detour
Detour Demand Management
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Community
Engagement and
Involvement
Roaring Fork School District
WALKING SCHOOL BUS
Helped reduce vehicle travel demand during
bridge closure phase of the project.
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Community
Engagement and
Involvement
Meetings with employers and contractors in
the Glenwood Springs area, Roaring Fork
Valley and along I‐70 corridor to provide
information so they can plan accordingly for
the bridge closure detour phase.
Contractors who used vans to shuttle
employees were given permits which
allowed them to use transit lanes during the
detour.
Some employers bought electric bikes for
their staff so they could use local trails and
streets to get to work and return home.

39

13

3/14/2019

40

Local media estimated over 3000 people showed up for
the ribbon cutting and bridge opening in Nov. 2017.
This was overwhelming to our Project Team. We even contacted the bridge designer to make sure the bridge structure
was stable loaded with people. Later we realized the development of local support for the project began in 2011.
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Managing a successful Complex Project will be the sum total of ongoing
collaboration and leadership throughout the project, and by putting the Project First.
People deliver projects and every person that is given the opportunity to take pride
and ownership will usually deliver above and beyond. Trust in your TEAM!
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Q&A
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