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Financing Your 
Capital Improvement 
Plans

Russ Critelli, PE, PMP – OHM Advisors

Michael Spafford – Sudsina & 

Associates

A Capital Improvement Plan (CIP)…

is a guide for 

capital 

investments over 

the following 

fiscal cycles

drives policy 

and budgetary 

decisions

allows the community 

to be proactive
helps prevent 

continuation of 

deferred 

maintenance without 

intervention

is a useful tool 

for public 

outreach and 

communication

cornerstone of a 

successful grant 

strategy 

Dynamic document -

should be regularly 

reviewed and updated 

based on changes in 

underlying assumptions
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Identify 
Goals

Itemize 
Projects

Financial 
Analysis

Project 
Prioritization

Prepare 
Funding Plan

Finalize 
Plan

Creating a CIP

• Work with 

policymakers and 

community to 

identify 

goals/desired 

outcomes of the 

community

• Reference 

planning tools, 

such as master 

plan to help

• Receive input from 

Departments, 

Elected Officials, 

and community 

stakeholders to 

build out your 

“wish-list”

• Need rough 

budgetary 

estimates along 

with a project list

• Identify Capital 

Budget availability

• 5-year forecast to 

identify existing 

funds and highlight 

any potential 

shortfalls

• Score projects 

based on criticality, 

funding availability, 

and impact on 

overall goals/ 

objectives of the 

community

• Categorize projects 

into various types

• Identify key 

sources of funding 

for each project

• Work with Council 

present various 

options

• Build capital 

budget to be tied 

into upcoming 

fiscal year budget

• Finalize CIP with a 

funding plan for 

following years

• Request Council 

authorization of 

CIP annually

Identifying Projects
Seeking Help

Engaging with a planning firm to bolster city services is 
often a great investment. Here’s why: 
• Plan will be rooted in community goals and initiatives

• Adds visual interest 

• Plan will include best and latest community planning practices

• Projected costs will be rooted in historical data

• Takes the burden off staff 

• Firms are effective in grant acquisition
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Complete a future analysis 

Identify available resources 

Build scenarios 

Utilize as a discussion tool with Policy 

Board to help with prioritization of decision 

making 

Gamification of decision-making process

Know Your Numbers

Creating the Funding Plan
Identifying the Gap

-Define each project’s sources 
and uses

-Identify the gap in funds vs. 

project totals

-Identify potential grant 

opportunities

Having “shovel ready” plans for 
upcoming projects can increase 

chances of attaining grants
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• Projects are scored based on multiple variables:

Age

Impact on critical components

Systems

Existing Conditions / Urgency for Intervention

Geographic Location

Funding Availability

• Match projects to available funds to start building out

• Identify gaps where critical/impactful projects do not align with funding – decision points!

Prioritization

Funding the Gap
Tactics

Increase Taxes + Fees Municipal Bonds + Loans

• Long-term predictability in revenue collection

• A more reliable source of income – can plan 

around it and safely issue debt against it. 

• High political costs – can depend on voter 

approval

• Can have unintended consequences

• Accelerates implementation of capital 

improvement plans (or makes them possible 

altogether

• Can be utilized/leveraged with economic 

development programs and grants to increase 

buying power locally

• More equitable as each generation of taxpayers 

contributes towards the repayment over the 

useful life of the infrastructure compared to 

cash financing

• Face interest rate risk/ added costs/ future 

insolvency risk

• May need voter approval, depending on 

size/purpose

• Moral issue: Getting today’s improvement at 
the cost of future generations’ access to cash 
flow.
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Economic Development Tools

• Accelerates implementation of capital 

improvement plans (or makes them possible 

altogether

• Can be utilized/leveraged with economic 

development programs and grants to increase 

buying power locally

• More equitable as each generation of taxpayers 

contributes towards the repayment over the 

useful life of the infrastructure compared to 

cash financing

• Face interest rate risk/ added costs/ future 

insolvency risk

• May need voter approval, depending on 

size/purpose

• Moral issue: Getting today’s improvement at 
the cost of future generations’ access to cash 
flow.

Funding the Gap
Tactics

State Programs

• Programs such as TIF, SIDs, and NCAs 

generate revenue sources that shift the cost 

burden of capital to the developer

• Way to maximize impact of a development in 

your community

• Funding is dependent upon there being private 

development occurring

• Revenue sources are not as iron-clad as 

traditional tax revenues

Public Private Partnerships Grants

• Can be opportunities to more efficient or cost-

effective

• Can free the city from some general regulations 

– private enterprise has more flexibility

• Both public and private entity absorb risk

• Can be used as a bridge to a wholly public 

solution (broadband)

• Expand access to capital for public agency

• Mixed results on cost effectiveness, both for 

gov’t and for end users – ensure sound 

financial analysis

• Adds profit incentive to projects – ensure 

fees/proforma are fully vetted out ahead of 

time

• Reduces the agencies costs, therefore lowering 

the burden on the tax-payer

• Can accelerate or expand capital plans

• Increases the buying power of the agency

• Be aware of necessary matching dollars

• Don’t become overly reliant on them – great 

to target, but not sufficient to fund capital 

programs solely on unreliable/one-time grant 

funding.

Funding the Gap
Tactics
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Analysis of CIP Funding Plan
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• Assess Future viability of 
funding plan

• Use the tool to explore 
various scenarios for decision 
making

• Allows you to have long-term 
planning conversations

• Drive decisions based on 
financial outcomes – visible 
and easy to digest for policy 
board members

Debt Forecasting

• Analysis of agency’s ability to fund the gap utilizing bond 
financing within ORC guidelines

• Includes both capacity analysis and affordability analysis
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Keep in Mind

• Not every project will be able 
to be funded

• Highlighting this clearly helps 
Council prioritize projects

• Conservative planning sets 
expectations

Finalizing and Utilizing  
Your CIP

• Build a CIP book (use of an external firm can help with this)

• Add visual interest – tools such as GIS or budgeting software 

can help

• Get Policy Board buy-in: include as a budget document each 

fiscal year

• Report – use it to highlight your community’s successes (both 
past and anticipated future)

• Tie it back to your master plan if available

• Make it public and easy to find 
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Financia
l Reality

Know Your 
Goals

Ownership Review Use It Present

Practical Tips for Utilizing CIP’s

Identifying needs is 

important, however, 

without financial 

reality built-in, the 

plan will never be 

executed. 

What are your 

community’s 
goals? 

Knowing the 

answer will help 

you prioritize when 

funding is tight. 

This is an important 

direction-setting 

document – Make 

sure the right 

people are at the 

table for its 

creation. 

A CIP is not set in 

stone. Review it 

regularly, especially 

as circumstances 

change. 

A CIP is more than 

just a planning 

tool. It should be a 

part of the annual 

budget process. 

A CIP is a great 

communication 

piece. Use it to 

discuss needs with 

your community 

members or other 

interested parties. 

Thank you

Russ Critelli, PE, PMP

• Russ.Critelli@ohm-advisors.com

• www.ohm-advisors.com

Michael Spafford, MPA, MA

• Spafford@sudsina.com

• www.sudsina.com
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