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CAPITAL IMPROVEMENT PROGRAMMING - SOME CONSIDERATICNS

Capital improvement programs have been prepared in a substantial number of

the PLANNING ADVISORY SERVICE subscribing communities and states. Cities

. such as New York; Philadelphia; San Francisco; Providence; Zvanston, Illinois;
Montclair, New Jersey; and Winchester, Massachusetts, (to name only a few)
have assigned to the planning agency as one of its major responsibilities, the prep-
aration of a capital imiprovement program. Similarly, states and territories, for
example, Maryland, Michigan, Arkansas, and Puerto Rico, have undertaken such
programming, One of our members has just written to us explaining the reasons
why he does not feel the planning commission in his community should undertake
the responsibility of preparing a capital improvement program; the probléems he
raised merit widespread attention. Agencies responding to PLANNING ADVISORY
SERVIC£!'s questionnaire on preferences for future bulletins also indicated a need
for discussion of some of.the considerations involved in capital improvement pro-
gramming. '

The Need for Capital Improvement Programming
' ' v

Briefly, capital improvement programming is thé scheduling of selected
physical plans. and facilities for a community over a certain pericd of time. These
improvements are based on a series of priorities, according to the need or desire
for such improvements, and according to the community's present and anticipated
financial standing. Assuming that a community has only limited resources to de-
vote to improving its physical plant, the programming of its public works is a pro-
cess through which decisions may be made on what public works are most impor -
tant to the community, and when,

By law, municipalities and states are prevented from adopting official operat-
ing budgets for a period of greater than one or two years, The capital improve-
ment program permits a long range forecast of certain types of expenditures which
can be a guide to the specific content of each year's officially adopted budget.
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The capital improvement program is generally reconsidered and readopted -
each year to permit a re-évaluation of anticipated expenditures, and to permii ad-
justment in light of items such as changed financial conditions, technology, costs,
material and manpower availability. (Thus, the term, "annual capital budget,"
is frequently used.) It is also extended by proposals for an additional year. This
process of constant re-evaluation and revision is directed to the prevention of
hasty action, and to the encouragement of flexibility in providing physical facili-
ties in changing situations. ;

The compilation and coordinated listing of the proposed public imprcvements is
of great value to a community, and should be performed by all commumtles in some
form or another.

Zven if the capital improvement program were to be nothing more than a list-
ing of proposals of operating departments, the benefits of this (as contrasted to
haphazard and sporadic requests) is immeasurable. The very fact that the operat-
ing departments are requested to systematize their proposals, and are asked for
specific information about a project, will help to channel a generalized concept in-
to a specific scheme. If nothing else, a compilation indicates and prevents dupli-
cations, or proposals which would negate each other; it indicates the areas in
which the moest work and greatest expenditures are suggested, and, it presents at
one time, instead of in piecemeal fashion, the roughly anticipated major capital ex-
penditures for the community,

The Role of the Planning Commission

Wherever possible, PLANNING ADVISCRY SERVICE urges the planning agency
to perform the funa;cmn of capital improvement programming. Sometimes this re-
sponsibility is requlrea by enabling ordinance or charter,

In 1ocalities where the programming of improvements is optional, and not re-
quired by law, the planning commission may be guided by these considerations:

(1) Effective compilation of proposed improvements necessitates active
relationships and cooperation with operating departments.

(2) The planning commission may discourage proposals for expenditures
which would not be in keeping with the over-all development plan of
the community.

(3} The capital improvement program-is tangible evidence of the work of
the planning commission which is forcibly presented to the executive
and legislative bodies of the commumty, ‘and tc the public at large.

i (4) The translation of over-all 'anls for a eommumty into the physical
facilities proposed for that community is essentlal for effective
planning. :



The planning agency can utilize the capital improvement program as a major
means of effectuating the long-range development plan for the community. At the
same time, the over-all plan for the community should be the gulde for the accep-
tance or rejection of proposed capital improvements.

Thus, although the compilation of projects proposed by operating departments
is of extreme value to the community, the planning agency can perform an even
greater function. The planning agency can either itself have the responsibility for
arranging capital improvements in order of priority, or can po¢int out the implica-
tions so clearly that the legislative body may make the appropriate priority de-
cisions. In either case, the legislative body in the final analysis has the responsi-
bility of decision making.

A planning commission director has written to PLANNING ADVISCRY SERVICE
that he thinks the planning agency is not making a contribution when it prepares a
capital improvement program along the lines generauy establishad in our communi-
ties. For the purpose of dlscussmg this attitude, we have over-emphasized his
following points: ‘

The capital improvement program is generally only a compilation of projects
proposed by operating departments;it is, in a way, a high type of clerical task,
rather than a planning task. Projects originating from operating departments
should be checked to see that they are not in contradiction to over-all develocpment
plans for the community, but since many of them are more maintenance and oper-
ating improvements than proposals to markedly alter the form of the community,
these projects are not likely to be in contradiction to future development plans.

Associated with this (that the operating departments know best what is needed
for the successful operation of their own bailiwicks) is the belief that by the time
the project has been so formulated as to have exact cost estimates, &ngineering
~detailing must have been undertaken. It is not the job of the planning commission
to pass upon the engineering correctness of a proposal, nor to check each financial
* estimate, Also, by the time a proposal has been carried to engineering detail
stages, the particular proposal is generally solidified - it can either be accepted
or rejected, but cannot easily be modified.

In summary, such criticism implies:
(1) Most public improvement programming is only a compilation of
proposals for the better maintenance and operation cf the existing

community.

(2) The planning agency enters into the process too late to evaluate
the project.

(a) Ynce engineering detailing has been undertaken, the pro-

ject is solidified, and the alternatives to the project have
been already eliminated; :
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(b) the planning agency is not generally competent to, and should
not be expected to pass on, engineering details;

(c) the planning agency cannot ordinarily judge the reasonableness
of the anticipated costs. :

) The way in which community resources are to be spent is a legislative
responsibility; the planning commission has no scientific measurement
of priorities for various improvements. '

(4) The planning agency can spend its efforts in more useful work - the
preparation of the cver-all development plan of the community.

Instead, our member suggests that the planning agency work closely with oper-
ating departments prior to the time when detailed costs and engineering are needed
so it can point out alternative solutions, and can indicate whether the proposal fits
in with the over-all development plan for the community. The planning agency can
also serve as an initiator of projects - either by tactfully suggesting to operating
departments that certain projects be incorporated as a part of the ope‘rating depart-
ment's proposals, or else by making a direct proposal to the legislative body. It
was suggested that the planning agency's role be two-fold - that of continuous con-

_ sultant to the operating departments, and that of originator of projects (growing

from the implementation of the over-all development plan), but that the actual com- “'
pilation and scheduling of the projects be made by a fiscal or budget office, accord-
ing to the community's financial ability to pay, with the final decision on the priori-
ties and acceptability of projects being a legislative one.

PLANNING ADVISCRY SERVICE believes that these, and similar considera-
tions, will help the planning agency to evaluate and recognize its part in the prep-
aration of capital improvement programs, and may help to determine the form of
- such future programs. PLANNING ADVISCRY SERVICE urges the planning agency
to be guided by both the advantages of assuming the responsibility of capital im-
provement programming, and by the criticisms of many present practices.

If the planning agency determines that it will serve in the coordinating role of
program preparation, it will want to do its job as expeditiously and accurately as
possible,. and to present the results in as effective a manner as possible. The re-
mainder of the Information Report is directed to this purpose.

General Procedure T

-

The following steps, assuming legislative authorization, are generally followed
in communities undertaking capital improvement programs.. It is also assumed
that the planning agency has accepted responsibility for the preparation of the pro-
gram.

1. Public statement by executive officer - governor, mayor, city manager -
that all operating departments are to submit propoesed public improve-
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ment pr‘ojec’i‘s to the planning agency. Usually, the date when these

-projects will be considered by the executive and legislative bodies

is specified. A general policy statement may also be made, such
as a request for economy, a request for programs that could be ad-
justed to a period of crisis, etc. The executive officer might also
invite proposals from citizen organizations. '

The finance «ffice or officer undertakes an analysis of the financial
status, and existing and potential resources of the community. At
a later date, the planning agency may work with the finance agency
in assessing the amount of funds which will probably be available

to the community and which should be devoted to expenditures for
public improvements,

The planning agency takes the initiative in making contacts with the
operating departments and requests that proposals for improvements
be set forth according to certain standard procedures, The planning
agency supplies the forms on which the proposals should be reported,
and should also furnish a written set of instructions on the methods
to be followed in filling in the forms,

The planning agency may work with the operating departments in ad-
vising on the desirability of projects before they are formally sub-
mitted., The extent of such cooperative endeavors will be dependent
upon the type of relationship established between the planning agency
and the operating departments, and the time and-staff resources of
the planning agency. B

After the operating departments formally submit their proposals,

the planning agency should review these proposals and all assembled’
data in light of the over-all development plan for the community and
the financial prospects for the community, (It is assumed that the
planning agency will have obtained data from the finance agency.)
Also, the proposals from citizen organizations, if any, should be
reviewed.

The planning agency should take the initiative in discussing the pro-
posals with the operating depariments and the interested citizen or-
ganizations to clarify and re-define proposals, if necessary, If the
planning agency recommends omitting or posiponing a project, its..
reasons should be stated,

The program, together with the pertinent data and planning agenc’j
recommendations, should be presented to the executive officer.

After his review of the material, it should be formalized in published’
form, R



8. The 'program should be submitted to the legislafive body, together
with the executive officer's budget message or report, The program
for the immediately following year might be incorporated into the
annual budget message. '

9. There should be public hearings and an opportunity for public review.
Copies of the planning agency report should be available to all inter-
ested citizens and civic groups, in addition to being distributed to
legislators and operating departments.

10. After legislative action in adopting or rejecting proposals for capital
improvements, funds must still be made available. Even though a
program for capital improvements may be adopted, there is another
opportunity for reviewing the proposals at the time of approprlatlun
of funds or voting for bond issues. Even after approprla’clons have
been made, changes may still be made prior to construction.

What is a Capital or Public Improvement?

The more usual definition of a public or capital improvement includes new or
expanded physical facilities for the community which are of relatively large size,
are relatively expensive, and are relatively permanent. Such items as streets,
playgrounds, harbor facilities, police stations, schools, libraries, sewer systems,
are considered capital or public improvements. Large-scale replacement or re-
habilitation of existing facilities also fall within the definition, Whether equipment
'is also considered to be a public immprovement depends on the type of operating bud-
get under which the community functions. For exampk a major piece of equip-
ment suchas a fire engine is in the "twilight zone" - some dommunities would
classify it as a public improvement, others would not. It has a direct relationship
to the fire station in which it is housed, and to the function of the fire station; it
also is relatively expensive and of relatively logg life. It is, of course, not as
fixed nor as expensive, nor as long in life expectancy as the fire station; however,
it could be contrasted to office equipment utilized within the fire station, Office
equipment would generally be considered an operating expense and would probably
only be included as part of a public improvement if an office were to be furnished
all at one time, in conjunction with a new or expanded facility.

The terms '"capital improvements' and "public improvements' are used inter-
changeably in the literature, and will also be so used in this report, However,
distinctions have been made, particularly for accounting purposes, which refer to
capital improvements as any expenditure for the purpose of increasing the physical
“assets of a community, which term would obviously include equipment, while "pub-
lic improvement''-would be reserved for the building or structure type physical fa-
cility. Thus, public improvements would be included in the term ' 'capital improve-
ments, " while the reverse would not be.true. Such preciseness is not followed in
this report, but is a dstinction which should be made in the programming process,
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The planning agency“charged with the preparation of the capital improvement
program will want to consult with the financial agency of the community to estab-
lish agreed upon definitions of what constitutes a capital improvement., In ad-
dition to the distinction between structures and equipment, it is suggested that
consideration be given to establishing certain standards of measurement, p@rhaps
even arbitrary measurements, so that there will be consistency in differentiating
between capital improvements and operating expenses. For example, one type of
standard would be that all physical items involving expenditures of over $1,000,
or of having an anticipated life of 10 years and over, would be considered as capi-
tal improvements. Also, agreements should be reached, for example, on whether
street re-paving {(which is largely a maintenance expense) should be included - or
whether the widening of existing streets or just the opening of new streets should
be included. Carrying this example further, if street re-paving is to be included,
would it be most desirable to group a number of such proposals together to form
a project meeting the standards of relative size of expenditure, etc, ?

While costs for personnel to operate the facilities are not a part of capital im-
provement expenditures, the personnel costs of engineering and architectural de-
tailing of the projects - the preparation of the projects - is a legitimate charge to
the project, and no more divorced from the finished product than the land acqui-
sition, construction labor, or material costs. Thus, detailed planning for a pro-
ject is considered in the total costs of that project. '

Time Period

Another element cf capital improvement programming is the scheduling of pro-
posed projects over a period of time. Generally, in.this country, capital improve-
ment pregrams are sek up for a six-year time period with annual review, Al-
though the selection of this time period is frequent, it is not based on a scientific
determination that this is the optimum period of years for forecasting the capital
requirernents of a commupnity., It is a convenient period of time, manageable for
purposes of analysis and arrived at by elimination of alternatives.

The program obviously could not be established for-a period of one year, for
it would defeat its purpose of being ''long-range"; the same reasoning holds for
periods of two or three years - there would not -be sufficient length of time to
spread out the desired number of projects to be undertaken, If four years were
chosen, the capital improvement program might coincide with the election year;

a greater degree of continuity than would be implicit in simultaneous ending of
both the legislative term and the capital improvement program was considered de-
sirable. The five-year period had the disadvantage of identifying capital improve-
ment budgeting with the national five-year plan adopted by countries such as
Russia. Six years was the next unit of time above five; it was thought that any
period longer than six years would begin to be unrealistic and inflexible.

However, there is nc reason to rigidly adhere to the six-year period. Some

communitics might prefer to emphasize the political aspects of public improve-
ments, and thus might prefer that the capital improvement program initially spe-
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cifically coincide with the election period. QOthers, since capital improvement pro-
grams are reviewed each year, might prefer a longer period of time for forecast-
ing major community physical éxpenditures, Ten-year periods of programming
have been utilized in some communities. However, historically, much of the local
capital improvement programming stems from the recommendations of the Nation-
al Resources Planning Board (in its various forms) promulgated during the depres-
sion years of the 1930's and the pre-war 1940's. The NRPB favored a five or six-
year program.

The Problem of Priorities

The most difficult problem in programming public improvements is that of es-
tablishing standards of priorities for these improvements. How does one deter-
mine within a limited budget which is more important - the new bridge or the new
sewage-treatment plant; the new school or the new swimming pcol? Theoretically,
these proposed improvements should be evaluated in accordance with the mhster
plan for the community. However, most communities are in the progess of pre-
paring a master plan, and do not now have a completed plan against which improve-
ment proposals may be measured. Thus, there must be standards for evaluation
other than that of agreement with the master plan.

Various criteria for establishing priorities for capital improvements have been
proposed. These usually have been in generalized fashion. For example, the
National Resources Planning Board (in its preliminary 2 dition of long 3ange Pro-
gramming of MunicipalPublic Works, July 15, 1940) suggested the following:

"1. Protection of life.

2. Maintenance of public health.

3. Protection of property.

4, Conservation of resources.

5. Maintenance of physical property.
6. Provision of public scrvices.,

7. Replacement of obsolete facilities.
8. Reduction of operating costs.

9. Public cogvenience and comfort.
10. Recreational value,

11. Economic value.



12, Social, culturdl and aesthetic value.
13. Promotional value through effect on future developments.
14. Relative value with respect to other services."

Earlier (1935), the Michigan State Planning Commission listed the following
factors as being considered in determining the priority of projects:

"1, BEmployment situation.
< 2, HExtent of devel‘opmentf of local natural resources.
3. Portion of project beneficial in direct employment.

4, The financial stability of the local government unit.

.Y .
s

5. The financial set-up of the project (as to self-liquidating features).
6. The suitability of the project as to its local environments.
Otﬁer considerations of gecographic and economic factors.

8. The local preparedness for the project, such as ownership of sites,
development of plans, etc.

8, Public safety.

10, Social desirabilify.

11. Injurious economic competition..

12, Length of time involved in project, and ability to Eaper gff at the end.

13. Divisibility of project into jobs manageable by small building
interests, "

~ As it can be readily observed, these criteria are "intangible' community
goals, and are not subject tc precise measurement. However, by setting forth
even these very generalized criteria, the planning agency or the community may
better assess the relative success of each proposed project in attaining these goals.

Lacking at present scientific means of weighting the various "intangibles' and
lacking scientific means of measuring the attginment of these generalized goals,
perhaps the main role of the planning agency is that of pointing out the implica-~
tions of alternative solutions to the executive and legislative bodies. The exacu-
tive and legislative bodies are bound in the last analysis by the '"standard" that
they must make choices which are acceptable to the voters of the community,
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In pointing out the implications of various proposed projects, the planning
agency might approach this problem on the grounds of what the community necds
most. If the community needs to protect its economic base, if it needs to make
itself more attractive to industry, what improvements would be of most value to.
industry? For example, if the highway department claims that it nceds a new
thoroughfare, and the water department says a primary requirement is a new
pumping station - the planning agency might point out that the priorities of these
will be dependent upon the needs and requirements of industry. The planning agen-
cy should indicate whether additional highway transportation facilities, or an ade- .
quate supply of water is most important to existing, expanding, or potentially new
industries. On each alternative suggested improvement, the planning agency can
question the relative effects of the improvement. As another example, in choos-
ing between a new police station or a new swimming pool, the planning agency can -
raise the following typés of questions: What types of crime and delinquency are
prevalent in the community? Is a large source originating from the teen-age and
other juvenile groups? If so, would positive means of providing alternatives to
crime, i,e., recreation, be more desirable than protective measures, such as
the police station? If positive incentives to recreation are desired, is the swim-
ming pool the best form of insuring such recreation, or should there be provided
club house type facilities ? These are simplified, and perhaps over-simplified,
examples of ways in which the planning agency might be of assistance to legisla-
tive and executive bodies in decision making. The question arises cn how much of
a master plan is required even to formulate these alternative types of propesals,
and to analyze the implications of these proposals. How much basic data is
needed? :

There is no easy answer to these questions. Certainly, the knowledge of
present population characteristics (including economic status, age distribution,
skills, etc. ) and the distribution of this population is necessary. Also, there
should be a determination of the characteristics and distribution of future popula-
tion. The area that is to be served, together with the density pattern, will help
in judging capacity, design, and number of facilities that will be required. Also,’
an investigation of the economic potentialities of the area is a prerequisite. How-
ever, it may not be necessary to have a completed highway plan, recreation plan,
etc., before assistance beyond compilation of proposed capital improvement pro-
grams may be given by the planning agency.,

Liaison With Departments

The planning agency will want to establish certain procedures for requesting
information from operating departments and for the cooperative working out of
the capital improvement program, As soon as the planning agency has been given
the responsibility for preparing the program, it should devise a form, or set of
forms, tc be used by the operating departments in repor‘;‘ing proposed projects
(see section on ""Checklist of Information Needed by Planning Agency in Respect to
Proposed Projects' and "SampleForms'" in the Appendix), It should alsc prepare
a written statement on the meaning of the program, and include instructions on the
manner in which the forms are to be filled in, and such information as date of sub-
mittal, number of copies to be returned, name of person filling in the form, and
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any other pertinent guides to complete and accurate reporting of proposed projects.
The instructions should be detailed and should apply to each question asked on the
form. For example, when asking for information on estimated construction costs
(this may be broken down into additional categories), the instructions should

either specify that the estimate should be one furnished by independent bids or es-
timates (and the number and type of independent analysis should be specified) in
addition to department estimates, or the form should include questions to identify
who made the estimates.

The planning agency should invite the operating departments to discuss propos-
als at any time with a designated member of the planning agency staff, and should
indicate that a member of the planning agency staff will review with the designated
operating department staff member the proposals after they have been formally
submitted. The planning agency should frequently stress it§ willingness to make
available pertinent data, and to advise on the applicability of suggested projects
with the programs of other departments and with the master plan. The planning
agency should strive to be in a position whereby it is consulted when projects are
in a generalized form, prior to the time when detailed specifications of the pro-
ject have been made (see section on ""The Role of the Planning Agency'). It
should also have the type of relationship with the operating departments which
would enable it to originate suggestions for improvements, consistent with the
emerging over-all plan of development for the community, which might be incor-
porated into operating department proposals.

Preferably, the planning agency will establish relationships with the govern-

- mental agencies that are outside of the municipal family of departments. For ex-
ample, there may be a separate school district, with separate bonding power -
similarly, there may be separate park districts, sewage disposal districts, etc.
It would be most helpful in presenting a picture of future public expenditures if all
. regular governmental agencies within the community would systematically be in-
cluded in the capital improvement program.

Check List of Information Needed by Planning
Agency in Respect to Proposed Projects

The planning agency needs certain'information on each proposed project before
it can analyze the type and importance of the project. It generally requests this
information from operating departments on standard forms. (A few of these forms .
are reproduced in the Appendix). The amount of information requested should be
related both to the habits of the community officials and also to the use of the data
once gathered by the planning agency. The planning agency should not seek infor-
mation that it does not intend to use, or that, because of limited staff time, it can-
not tabulate and analyze. The following checklist is suggested for use by the plan-
ning agency in formulating its standard form on which project information is to be
recorded. This checklist will also be of value to the operating departments in the
process of internal sifting and seleetion of proposed projects,
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Name of project. ,
.. (Sometimes this may be answered most simply by a code
designation, for example, street paving No. 1 - or SP-1.)

Nature of improvement.
(Following through with the above example, the planning agency
should know whether a street is being newly paved, is being
patched, is being completely re-surfaced, is being widened, etc.,
whether the project is to be new construction, expansion or re-
construction of facilities should be indicated.)

Location of project.
(An exact, rather than a general description, is needed. For
example, not the widening of Washington Avenue, but the widen-
ing of Washington Avenue between Fourth and Tenth Streets.)

Specifications of project.
(This should include pertinent material on the size, building
type, kinds of facilities included, capacity, type of construction,
ete.)

Reason why this project is being submitted.
(This should include a justification of the need for the project,
and also the need at this particular time.)

Priority of project. N
(Operating department should indicate the relative importance
of projects by assigning numbers in sequence, the top priority
project receiving the lowest number. In cases of equal priority,
arbitrary numbers should be assigned, with notation made.
Other indications of priority may be sought. For example, San

*~  Francisco has just published its latest  annual capital improve-
ment program, in which operating departments were asked
whether they considered the propesed projects to be important
in case of peacetime econemy, limited war economy, or major
wartime economy.) : "

Is this project being submitted for the first time? Resubmitted with-
out change ? Resubmitted with modification? Is this project a con-

tinuation of one already approved and under way?

Status of plans,
(A detailed checklist on this question is as follows:

<. (a) Preliminary estimates only.

{(b) Survey begun.



(¢} Surveys completed,

(d) Work on plans not begun.

(e} Sketch plans in preparation.

(f) Sketch plans completed.

(g) Detail plans in preparation.

(h) Detail plans completed.

(1) Detail plané and specifications completed.
However, the.vplanning agency may seck a more generalized response,
such as (1) preliminary plans, (2) detail plans in prepara’cxon (3) de-
tail plans and specifications completed.)

9. Has land been acquired?

10. Is it expected that facilities must be expanded at a later date? 1If so,
what facilities and why? Will there be room for expansion of facili-

ties on the site?

11. Estimated cost of land.
(Or, if land has Heen acquired, total cost of land,)

12. Estimated cost of engineering drawings. Has this amount been spent?
13. Estimated cost of supervision.

14. Estimated cost of materials.

15. Estimated cost of construction labor.
16. Estimated cost of total project.

17. When could construction be begun?
(If already begun, signify date when started.)

18, What is the anticipated completion date ?

19, Estimated cost of project by year:

Istyear..,.....hvnn.. . dthyear,. .. cvevun. Cape e
2nd year........ Sthyear,.........

drd year. ..., .o uneeennn 6thyear.............
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20.

21.

22.

23.

24.

25,

26.

27.

28.

29.

30.

Estimated life of the project.

Estimated annual cost of operation and maintenance.
(Give breakdown of costs if they will differ sharply between early
maintenance and operation - say, during the first five years - and
later years.)

Will there be future expenditures for major equipment not included in
project cost? If so, explain.

Will prcject be revenue producing? If so, state estimated amount of
revenue likely to be produced annually.

Can the operation and maintenance of this project be absorbed in the
work load of existing department personnel? If not, what expansion
of personnel will be necessary? {(For example, a new swimming pool
might be constructed which could be kept in repair by existing main-
tenance crew, but which requires two additional trained lifeguards,
and one washroom attendant, another one being transferred from an
existing facility.) What will be the agnual estimated cost of the new
staff?

Will other facilities be abandoned or discontinued if this construction
is carried out? (For example, a centralized municipal garage might
be built in the expectation that individual repair facilities of existing
department garages would be discontinued.)

Will this project affect other city departments? (For example, the
location suggested for the library may now be owned by the park
department.) If so, have these departments been consulted?

Do they approve of the proposed project?

Have any funds been appropriated or earmarked for this project? If
s¢, how much, and from what source?

Suggested means of financing project.

Name and title of person supplying information.

Checklist of Ways in Which Projects May be

Analyzed and Presented in Summary Report

Une of the major tasks of the planning agency, after gathering the data and mak-
ing decisions as to the relative importance of the projects, is tc make the infecrma-
ticn available to the legislative and executive bodies of the community, and to inter-
ested citizens. All the information that was gathered for analysis purposes from
the operating agencies need not be presented in detail in the final report, but since

a.
G
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written descriptive sections on the proposed program may be prepared, this infor-
mation may be incorporated in the text for the items given major priority. The
report will generally be composed of these parts - (1) the over-all summary of
proposed projects, compared to the sources of financing for these projects, (2)
the description of the methodology followed in preparing the program, (3) the de-
scriptive analysis of types of facilities proposed, together with photographs or
sketches, and (4) the detailed tables listing each project and the decisions made on
these projects.,

Wherever possible, the reasons for including proposed projects should be in-
dicated, and the reasons why they are assigned the priority they receive. This
should be dene regardless of whether the planning agency assigned the priorities,
or is summarizing them as fcrmulated by the operating departments,

Following are some roughly indicated suggested means cof presenting data,
These may be combined in various fashions, and may be extended over periods of
time. For example, it may be desired to tabulate projects by department by order
of priority for the immediately following year, or it may be desired to tabulate
this information for the immediately following year, plus the subsequent years
covered by the program.

1. Proposed prcjects should be mapped. This may be done on a series
of maps, one showing propcsed street improvements, the next showing
park and playground improvements, etc., or, it may be done on a com-
posite map, showing all improvements, As an aid to preliminary
analysis, this has considerable value in the study of the concentration
or dispersal of projects, in pointing up duplications or gaps in propos-
als, and in revealing glaring inconsistencies or negation of purposes
of the improvements, As a final tocl for presentation, the mapping of
recommended improvements is of public relations value, since citizens,
legislators, etc., maj be shown what types of projects are proposed
for particular secticns of the city.

2. Project types should be differentiated by symbols or colors. Considera-
tion might be given to the indication of anticipated service areas for
each prcject; those projects serving the entire community should be
differentiated from the purely local projects by a deminant color.

3. Tabular presentation of reccmmended projects by department tctals,
and by year of scheduling. ‘

Projects Total Expensc ““1st Yr, 2nd Yr, 3rd Yr. 4th Yr. 5th Yr. 6th Yr.
Fire Dept. $500,000 100, 000 200,000 100,000 50,000 50,000

Health Dept. 325,000 325,000

Park Dept. 110,000 10,000 25,000 50,000 10,000 10,000 5,000
etc.
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4. Tabular presentation of recommended projects by each department,,
and by year of scheduling.

Prcjects by Total .
Department =~ Bxpense 1st Yr, 2nd Yr. 3rd Yr. 4th Yr. ©5th Yr. 6th Yr.

Fire Dept,

1. New drill
tower at Liong-
hcrn Place and
Delaware

2. Rehabilita-
tion of fire station
at Tth St. and
Locust Avenue

3. Construction
of new firchouse
at Langley and
Bees Streets

etc.

5. Tabulation presentation of prcojects by status - recommended, under
contract, completed.

6. Tabular presentaticn of completed and under contract projects,

Description Total Under
of Project Cost Completed Contract Remarks

7. Comparison between number of projects reccmmended last year and
estimated ccsts to the number of projects actually constructed and
actual costs.

8. Graphic presentation of number of projects submitted this year and
action thereon; number under contract; number recommended for first
priority; number recommended for later years within the program
period; number recommended but not sc heduled; number deferred for
period beyond the capital improvement program; number abandoned.

9. Tabular listing cf projects not included in present program, and reascons
why.

10. .Comparison of presently propcsed prejects with previous years, accord-
‘ ing to type.



« 11. Listing of all top priority projects, according to priority, down to
those of least priority.

12. Graph of total income and total expenditures of city over past years
with anticipated income and expenditures.

13. Presentation of projects by source of funds. This could be done by
distinguishing ‘arhung assured funds, expected funds, and uncertain
funds, or in more detail by distinguishing, for example, among
special assessments, signed agreements with Federal Government,
assured agreements with State Government; bond issues approved by
electorate, prior budget appropriation, budget requested, etc.

14, Comparison of requests for capital improvements to funds (requested
or appropriated) for operating departments, by department.

15. Comparison of total costs of capital improvements to operating and
maintenance charges and to anticipated revenues, if any.

Legal Authority of Capital Improvement Programming

. The planning agency, although it may be empowered to prepare the capital im-
provement program, and although it may have the authority to determine what may
be included in that program, and what may be excluded, does not have the final de-
cision on capital improvements for the community. In New York City, the City
Planning Commission has the legal right to. recommend projects, and the Board of
Estimate selects the projects from among those recommended by the planning
commission; if a project is not recommended by the planning commission, it may
‘be included by the Board of Estimate only by a three-fourths vote. Thus, it would
appear that not only would operating departments be required to abid e by planning
commission decisions, but that the Board of Estimate would have to muster a
great deal of strength to over-ride the planning commission, However, the mayor,
by indicating the maximum amount of debt which, in his opinion, the city may
soundly incur for capital projects, can control the extent and scope of the capital
improvement program; the Board of Estimate, by contrclling the appropriaticns
tc the City Planning Commission, also has an effective weapon to use against the
planning commission, should it wish to do so,

Following are excerpts from Chapter 9 of the New York City Charter (effective
January 1, 1938) pertaining to the capital budget:

"Definitions

211, As used in this chapter 1. The term ’capital project! shall mean:

(2) Any physical public betterment or improvement or any preliminary
studies and surveys relative thereto.

(b) The acquisition of property of a permanent nature.

(c) The purchase of equipment for any public betterment or improvement
when first erected or acquired. '
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"It shall not include any public betterment or imprcvement, the acquisition
of any real property or the purchase of any equipment, any part cf the total
cost and expenses of which shall be paid out of the proceeds of assessments,
nor the repavement of any street, avenue, highway or public place.

2. The term 'pending' shall mean authorized but not yet completed.

Report of comptroeller
212, Not later than the fifteenth day of August in each year, the comptrol-
ler shall submit to the board of estimate, to the council, to the city plan-

. ning commission and tc the director of the budget, a report which shall be
published forthwith in the City Record, setting forth the amount and nature
of all obligations authorized on account of each pending capital project, the
liabilities incurred for each project outstanding on the first day cof July and
setting forth and commenting in detail upon the city's financial condition and
advising as to the maximum amount and nature of debt which in his opinion
the city may soundly incur for capital projects during each of the six suc-
ceeding calendar years, and containing such other information as may be
required by the city planning commission or by law.

Departmental estimates for capital projects

213. On such date as the mayor may direct, but not later than the fifteenth
day of August, the head of each agency shall submit to the city planning com-
mission .and the director of the budget a detailed estimate of all capital pro-
jects pending or which he believes should be undertaken within the six suc-
ceeding calendar year. Such estimates shall be known as departmental es-
timates for tapital projects and shall be in such form and contain such in-
formaticn as may be required by the city planning commission, by the di-
rector of the budget or by law. Such departmental estimates shall be pub-
lic records and shall at all reasonable times be open tc public inspection. ..

Certificate of the mayor

215, Not later than the fifteenth day of September, the mayor shall submit
to the city planning commission the report of the directr of the budget, to-
gether with the mayor's certificate as to the maximum amount of debt which
in his opinion the city may soundly incur for capital projects during the en-
suing calendar year with his recommendations as to the capital prcjects to
be included in the capital budget. . .

Propcesed capital budget and program; submission

217, Not later than the first day of November, the city planning commission
shall submit to the board of estimate, to the council, tc the director of the
budget -and to the comptroller a proposed capital budget for all authcriza-
tiens recommended to be adopted for the ensuing calendar year the aggre-
gate amount of which shall not exceed the amount specified in the mayor's
certificate, and a capital program for the five calendar years next succeed-
ing such ensuing calendar year, bcth of which shall be published forthwith

in the City Record.



"Proposed capital budget and program; ccntents
218, The proposed capital budget and program shall be arranged in such
manner as to set forth clearly: :
1. As to each pending capital project: a brief description, the original
estimated cost, the date of authorization, the amount and nature of obliga-
tions authorized, the amount and maturities of such obligaticns issued, the
amount of all liabilities outstanding and the unencumbered balances cf auth-
crizations on the first day of July, the amount of liabilities estimated tc be
incurred during the balance of the calendar year and the estimated addi-
tional appropriation required for completion.

2. As to each new capital projéct recommended: a brief description, the
calendar year in which it is recommended to be undertaken and the total
estimated cost.

3. As to each project: the estimated date of completion, the amount of
liabilities estimated to be incurred in each of the six succeeding calendar
years, the estimated useful existence, the amounts, the nature and terms
of obligations recommended to be authorized in each of the six succeeding
calendar years and the estimated annual maintenance and service charges.

4. Any recommendation that a pending project be modified or abandoned or
further authorization therefor postponed. )

5. A brief description of each new preject recommended in the several
departmental estimates, but not recommended by the city planning com-
mission to be urdertaken within the six succeeding calendar years, with
the reason why such project is not recommended,

6. Such other information as the city planning commission may deem per-
tinent or as may be required by law,

When a project is divisible the information required shall be set forth for
each part thereof, ..

Capital budget; adoption by board of estimate

221. Between the twenty-fifth day of November and the fourth day of
December, both inclusive, the board of estimate shall adopt a capital bud-
get for the ensuing calendar year. Should the board c¢f estimate fail within
such period of time to adopt such capital budget, it shall be deemed tc have
been adopted in the form submitted by the city planning commission.

The capital budget shall specify the capital projects which may be under-
taken during the ensuing calendar year and shall fix the maximum amount
of new cbligations of the city- which may be authcorized during such year to
be incurred on acccunt of each such project and each pending project and
the nature, terms and maximum amount of the obligations which the comp-
troller may be authorized to issue for the liquidation of such liabilities,
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"The board of estimate may include in the capital budget any capital project
which was included by the city planning commissicn in the capital program.
It may, not less than fifteen days prior to the adoption of the capital budget,
request the city planning commission to furnish, with respect to a project
not included in the capital program, information similar to that included in
said program with its recommendations, Such information shall be sub-
mitted within ten days and shall be published forthwith in the City Record.
If the city planning commission recommends such project the board cf esti-
mate may include it in the capital budget. If the city planning commission
does not recommend the project the board of estimate may include it only
by a three-fourths vote. The béard of estimate shall not adept except by a
three-fourths vote any capital budget pursuant tc which cbligations exceed-
ing in the aggregate the amount stated in the mayor's certificate may be
issued."

What to do in Periods of Crisis

San Franciscoe has just completed its capital improvement program for 1951-52
through 1956-57. Departments were requested to specify what prcjects were
necessary and desirable in the event of peace time, what projects were important
in case of limited war and what would be neseded in times of major war. The de-
partments were able tc scale down the $31,696,568 desired for 168 prcjects in a
peace-time eccnomy tc $12, 854,151 for 42 projects if a major war were to cecur,
These decisions were made by the cperating departments, For example, the ‘
civic auditorium, which would require over one and a half millicn dollars, was
propcsed only as a peace-time project; it was not deemed essential in the event of
limited cr major war. Public utilities expenditures were listed as being almost
as impcrtant in a limited war as in peaée time, but were reduced to approximately
one-half ($6, 639, 751) in case of a major war.

The propocsed capital budget for 1951 in New York City was reduced from
$906,821,117.95, proposed by 28 city departments and agencies, to
$485,510,728.34; after conferences with the City Planning Commission, the de-
partments had voluntarily deferred $150, 090, 000 of their initial requests, and the
Commission, at subsequent executive sessions, cut the remaining $271, 311, 389. 6L
The current defense effort and the financial conditicn of the city were cited as the
most important factors in reducing the prcposed budget allotments. In an Getober
1950 news release of the City Planning Commission, it was stated that, in the
preparaticn of the capital budget, "We concentrated on such absolutely essential
items as schools, hospitals,transit, sewage-treatment plants, bridges, traffic
improvements, and any other items deemed absolutely necessary for the well-he-
ing of our citizens in war time. In view of present world conditions, we were ex-
tremely careful in making our tentative décisions on the propcsed budget."

These are two examples of how world conditions affect the capital improvement
program - in one case, the operating departments were asked to consider three
different possible economic situations, and to prepare their proposals for future
expenditures according to what would be required under each. In the latter case,
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the planning agency used the defense effort as a criterion in judging whether a pro-
posed project sheuld be reccmmendad for the capital budget or not.

Another aspect of capital improvement programming in periods of crisis is
that the general planning for deferred public works should be stressed, Many com-
munities found that projects which were proposed (and accepted for construction)
prior to the last World War had to be deferred during the emergency pericd pre-
ceding thc war, and during the war itself. In many instances where detailed en-
gineering and specifications were prepared during the deferment period, it was
found that these were cbsolete by the time the war ended. Although the intent of
such detailed work was to enable the project to be ready for construction as soon
as materials and labor were again available, nct only did technclogical changes
make the work obsoclete, but population and economic changes:#lsc necessitated
scrapping the detailed work.

It has been advccated that communities should spend money for capital improve-
-ments when material and laber prices are low, and should withhold expenditures
when prices are high. They should spend when employment is low and withhold

" when employment is high. Thus, cemmunities weuld "pump-prime" their eccnc-
‘mies in similar fashion to national policies in periods of depressions, and wculd
abstain in periods of wars and-scarcities. This is difficult. Some projects are all
the more needed in a time of'cris”i"s:._such as a war, when operations must be as ef-
ficient as possible. In the reverse situation, in periods of depression, it may be

- difficult to collect taxes and other revenue, and the community may not be in a fi-
‘nancial position to under take vast public improvements - particularly when there
may be political pressure to abstain from making expenditures, These are situa-
“tions in which the federal and state governments have in the past given assistance
‘to local communities. : '



CAPITAL BUDGET AND 6 YEAR CAPITAL PROGRAM

Date
CITY PLAN COMMISSION PROJECT FORM (
1. Department: Submitted By
Division: Title
2. Project Title: Date
3. Approved Project Priority:
4. Code No.:
5. Location:
6. Description:
7. Will Project Be Revenue Producing——— ‘How Much Annually.
8. Site Is Secured -—  To Be secured
9. Status of Plans: ,
Preliminary Estimate Completed Preliminary Plans Completed
Survey Begun — Detailed Plans in Preparation —
Survey Completed _— Detailed Plans Completed
Preliminary Plans in Preparation — Specifications Completed
10. Breakdown of Costs:
Notes
Item . ‘ Amount (Leave Blank)
I. Planning (total a, b, c¢)
(a) Architect’s Services
(b) Engineering
(¢ Inspection
II. Land
ITI. Construction (total a, b)
(a) Labor
(b) Non-Labor
[V. Miscellaneous Equipment (total a, b)
(a) Equipment
(by Furniture
V. Other
Total Estimated Cost
(Same as Col. 8, Form A or Col. 14, Form B)
Amount Explanation
11. Additional Annual Operation and Maintenance
charges (total a, b, ¢) *
(a) Operating
(b) Maintenance
(c) Other

(*Indicates Savings by Minus Sign.)



Form C (Continued)

12.

13.

14.

16.

Purpose of Projects:

Relation to Other Projects:

Relation to Any lLong Range General Program:

Anticipated Source of Financing:

. Current Revenue
General Obligation Bonds
Revenue Bonds
Federal Grant-in-Aid
State Grant-in-Aid
Special Assessment
Special Fund
Other

+ Total

General Remarks:

(For use of the Commission only. Leave blank.)

Source: "A Manual for Preparing and Submitting Information Relative to )
a Capital Improvement Program for the Fiscal Years 1950-1956,
City Plan Commission, Providence, Rhode Island, February 1950.



Department of City Planning (Make no entry here)

INDIVIDUAL PROJECT DATA

Date B. Priority (Department’s
number)
Division
Department or Bureau

(See instructions for filling out forms. Type single space if necessary)

1. Name of Project

2. Location

3.. Description: New Replacement l:l Addition D Other l:

4, Status of Project:

Resubmission, Resubmission, No longer Not submitted :
unchanged modified [: : proposed :] last year l

5. Purpose of proposed facilities:

6. Estimated addition to (4) or saving in (=) éhnual expenditure for operation and maintenance:

$ .
(personal service) (other expenditure) (Total) (No. of ,pg:sons)

7. Anticipated annual income from project (if any); $ Source:

3. Estimated Cost and - Status:

Total Cost ' Expenditures and encumbrances ) H Required after June'30, 1950
‘ all prior years and through: - oo o complete (Col. I minus III)
June 30, 1949  June 30, 1950
1 bid ' 14 v
Studies and plans : $ $ $ : $

Land acquisition

Construction .,

Other ( )

TOTALS ~ § - $ s 8
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