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April 13, 2026

“My goal  is for every student to thrive in  an inclusive and 
supportive environment where high expectations inspire growth.”

- Ka ren  Gh i l a n i  Memor i a l  Schoo l  Pr inc i pa l



Owner’s Project Management Services | Town of Natick - Memorial Elementary School | Natick, Massachusetts

PARTNERING FOR SUCCESS

Common Success Factors – Rooted in research of over 16,000 projects 

• Know your “Why” and Invest in Design

Invest Heavily in Early Planning

• Assumption Free

Base Forecasts on Real World Data

• Standardize / Prefabricate

Reduce Complexity Through Repetition

• Relevant experience is strongest predictor of success

Use Experienced, Stable Teams

• Encourage early identification of risks

Create Governance That Rewards Realism
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Recent Similar Experience

Similarity to the Natick Memorial 
Elementary School

Completed 
On-Time

Completed
Under Budget

Year 
Completed

Project Name

• Elementary School - Grades K-5
• Size - 94,000 sf
• Budget $55 million

$1.85 million 
under budget

2025Lincoln Eliot Elementary School
Newton, MA

• Elementary School - Grades K-5
• Size- 103,750 sf
• Budget $94.5 million

$4.5 million 
under budget

2025Winchester Lynch Elementary
School
Winchester, MA

• Elementary School - Grades K-4
• Size - 154,000 sf
• Budget $101.2 million

$75,000
under budget

2024Hadley Elementary School
Swampscott, MA

• Elementary School - Grades PreK -6
• Size - 97,500 sf
• Budget $56.1 million

$1.5 million 
under budget

2023Fisher Hill Elementary School
Orange, MA

• Size - 143,000 sf (Hosmer)
• Cunniff - 80,000 sf
• Lowell 71K Reno/23K New

$4.05 million 
under budget

2023Hosmer, Cuniff, and Lowell
Elementary Schools
Watertown, MA

• Elementary School - Grades 3-6
• Size - 91,266 sf
• Budget - $60.6 million

$2.08 million 
under budget

2022Raymond E. Shaw Elementary
School
Millbury, MA

DOCUMENTED SUCCESS

Documented Performance:

• Managed over 130 
Massachusetts Public 
Projects.

• Managed over 70 MSBA K-12 
projects including
Natick High School under the 
Model School Program.

• Managed over $1.5 Billion
in K-12 construction projects 
since 2020.

• 96% of our entire portfolio of 
projects has been delivered 
on schedule.

• $/SF < MSBA Averages 
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PARTNERING FOR SUCCESS

Natick High School, Natick, MA

• $10M Under Budget

• On-Time Delivery

• Value-Add Athletic Facility

• MSBA Model School Building

• Cost Effective Design, Beautiful results

• Tight work area – up against existing 
operating school
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NATICK MEMORIAL TEAM

Paul Kondrat, MCPPO,
PE, LEED AP BD+C
Principal-in-Charge

Chris Simmler, MCPPO
Project Director

Doug Murray, AIA, MCPPO
Sr. Project Manager

Vincent Miller, MCPPO, 
MASS CSL, unrestricted 
Clerk of the Works

Inger Hamre-Foley, MCPPO
Project Controls

David Billings, AIA, LEED GA
SME K-12

Todd Columbus, PE, 
LEED AP
MEP Specialist

Mark ANDERSON, AIA, 
LEED AP, CPHB, CPHD
Sustainability Specialist

David Choi, AIA, MCPPO
Lead Design Review/Code 
Compliance Manager

Community Outreach Partner
Nichol Figueiredo
Chief Executive Officer

Key Personnel Support Staff

Team Members
Present in Natick Tonight

Team members 
have executed 
more than 30 
MSBA projects
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• 70 Local Employees           

• $1.5B Completed Public 
Projects since 2020

• Strong Public Sector 
Experience Architecture

Feasibility Studies

Project Design,
Documentation
& Construction
Administration

Engineering

MEP/FP

Civil & Structural

Commissioning

Construction

Construction
Management

Resident 
Engineering 
Inspection

Architecture
Owner's Project

Management

MGL
Procurement
Design Reviews
Project Controls
Construction
Phase Oversite
Risk Mitigation

Additional AEC
Services

Environmental  
Services

Materials Testing &  
Special Inspections

Virtual Design &
Construction

LIRO-HILL OVERVIEW
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YOUR PROJECT = DOUG AND DAVID'S RECENT PROJECT

Wetlands

Alternate 
Access

Secured 
Construction 

Zone

South Middle School, Braintree, MAMemorial Elementary School, Natick, MA

Solar Panels

Shared Access

• Athletic Fields
with Lights

• Community Use

• Staff Parking

• Drop-off/Pick-up

• Construction Hours 
and Sequencing

• Noise

• LEED

• Alternative Energy

• State Road Access

Addition 
Potential

Shared Access

Addition 
Potential

Wetlands

Alternate 
Access

Secured 
Construction 

Zone

Public Trail 
Access
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MSBA PROCESS
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Think Slow, Get Town Approval, Then Go Fast.

June 2026 through May 2028

OPM Selection
MSBA Approval

June 2026

Designer Selection 
September 2026

Preliminary 
Design Program 

to MSBA
January 2027

Preferred 
Schematic Report

to MSBA
May 2027

Facilities 
Assessment 

Subcommittee 
(FAS) Meeting

June 2027

MSBA Board
of Directors 

Approval
June 2027

Schematic Design 
Submitted to MSBA

December 2027

Project Scope
& Budget 

Conference
January 2028

Project Scope & 
Budget Approval 

MSBA Board
February 2028

Town Vote
Spring 2028

Module 2 Module 3 – Feasibility Study Module 4 - Schematic Module 5

Charter Charter
Refined

Targeted and Progressive Community Engagement Actions



Owner’s Project Management Services | Town of Natick - Memorial Elementary School | Natick, Massachusetts

STARTING WITH “WHY” – ALIGNMENT BEFORE DESIGN

“Asking ‘why’ isn’t philosophical — it’s the first step in a disciplined planning process.”
The Project is not the Goal, the Project Achieves the Town’s Goals

Highest potential
to control Cost, 

Schedule, and Scope Diminishing Potential

Feasibility Schematic
Design

Detailed 
Design

Construction

Site

Program

Edu Goals

Sust Goals

“Why?”

Project 
Charter
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CONTRIBUTION TO 
SUCCESS

IMPACT ON 
PLANNINGPURPOSECHARTER 

ELEMENT

Improves alignment 
and decision speed

Drive communication 
and governance plans

Identify decision-
makers and influencersStakeholders

Ensures efforts focus 
on intended benefits of 
project

Guide priorities, 
milestones, and 
resource allocation

Define goals for “why” 
the project existsGoals

Ensures deliverables 
meet real needs

Enable detailed task and 
schedule development

Translate goals into 
specific needsRequirements

Maintains focus and 
schedule integrity

Prevents scope creep 
during planning

Define boundaries of 
workScope

Reduces rework and 
stakeholder 
dissatisfaction

Influence quality plans 
and controls

Set expectations for 
deliverablesQuality Standards

Provides clear success 
measures

Shape performance 
metrics and acceptance 
criteria

Specify measurable 
resultsOutcomes

THE PROJECT CHARTER
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PROJECT CHARTER EXAMPLE

Chapman School, Weymouth, MA

• MSBA Approved 3 Enrollment Options 

• During the development of the Charter, it was
revealed that:
– We were not studying the option they needed.

– That options we were studying would likely not be
supported by Town vote.

• Early Outreach Resulted in a 4th Option:
A traditional school for grades 6-8

• Full equity for all MS students

• One less school transition

• Voters overwhelmingly approved the project 

Completed: $7.8M Under Budget and On-Time
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SCHEDULE CERTAINTY - HOW WE ACHIEVE IT

In the Feasibility Phase:

• Start with the 1st Day of the School Year: 
– Ensure Timelines are Achievable

– Realistic Durations for Coordinated Deliverables.

• Meet MSBA Meetings/Submission Deadlines.

• Decide the Delivery Option (Chapter 149 or Chapter 149A)

In the Construction Phase:

• Ensure Inclusion of Rigorous Schedule Specs –
require firms use Professional Schedulers.
– Use P6 - Set the “Rules“ and Define the Deliverables each month.

• Early Deep Dive into Contractor’s Schedule:
– Confirm critical path - only 1 

– Confirm activity predecessor and successor relationships .

• Monthly Schedule Updates – Accurate

• Utilize Recovery Schedules the Moment a Milestone Slips.



Owner’s Project Management Services | Town of Natick - Memorial Elementary School | Natick, Massachusetts

COST AND SCOPE CERTAINTY

Simple            vs.            Complex

Goal

• PREDICTABILITY

• Risk Identification

• Charter Alignment & Stakeholder Buy-in

How do we do it

• Challenger Mind Set 

• Timely Decision Making

• Standard Components that can be Repeated

• Life Cycle Costs Analysis for Informed Decisions

• Robust Design/Peer Reviews – In-house

• Detailed Budgets with Appropriate Levels of 
Contingencies

• Delivery Method Decision

• Take the Time to Design it
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COST AND SCOPE CERTAINTY – MAKE GOALS REALITY

Swampscott 
Hadley Elementary

$3.9M 
Returned to the District
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SITE MANAGEMENT – DELIVERING THE PROJECT

Concord Middle School, Concord, MA

• #1 – Proactively Help Solve Project Issues
• EYES AND EARS OF NATICK
• 142,000 sf, over 600 Students
• Progressing the Work per the 3-week Look-ahead
• Resolve Change Orders
• Pay Recs in line with Progress
• Proactively Addressing Site/Dust/Noise Impacts
• Participation in Town Inspections

Hosmer Elementary School, Watertown, MA
• K-5 Elementary
• 143,000 sf
• 590 Students
• 1,920 Solar Panels

• NetZero

LEED Certification/Occupied Building/Phased Construction



Owner’s Project Management Services | Town of Natick - Memorial Elementary School | Natick, Massachusetts

THE LIRO-HILL ADVANTAGE

Common Success Factors – Rooted in research of over 16,000 projects 

Know Your “Why” – Our Project Charter – Sets the tone

Invest Heavily in Early Planning

100 + Past MSBA Projects to draw from + market foresight

Base Forecasts on Real World Data

 Pre-Fabrication expertise on the team

Reduce Complexity Through Repetition

 30+ MSBA Projects by our team members

Use Experienced, Stable Teams

 Process designed to identify risks early

Create Governance That Rewards Realism



Thank you for your time!
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PROJECT CONTROL
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PROJECT CONTROL
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RISK LOG
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MONTHLY REPORT
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SUSTAINABILITY & MAINTAINABILITY – AND PRACTICAL
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SUSTAINABILITY & MAINTAINABILITY – AND PRACTICAL
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EMBRACING THE COMMUNITY

How to Build Consensus from Day One

• Lead with clear, transparent communication.

• Bring proven municipal & MSBA experience.

• Share a compelling vision for the future of
Natick’s students.

• Unite SBC, Town, and community around a
common purpose.

• Engage early, listen actively, and reflect
community voices.

Result: A confident, aligned community ready
to move forward together.
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BUILDING NEXT TO EXISTING SCHOOLS

Lynch Elementary School
Winchester, MA
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BUILDING NEXT TO EXISTING SCHOOLS

Park Avenue Elementary School
Webster, MA
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BUILDING NEXT TO EXISTING SCHOOLS

Estabrook Elementary School, Lexington, MA
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NAVIGATING ARTICLE 97 LAND SWAPS
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PARTNERING FOR SUCCESS


