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Capital Planning Approaches and Tools



• Are you doing capital planning?

• What “tools” do you use?

• Why is this important?

Capital Planning Discussion



• Pay as you go (current receipts)

• Save in advance and pay

• Pay later (someone loans you money)

• Grants (let someone else pay)

Ways To Pay



• Not sustainable finance

• Application for the grant can be expensive – staff time 
and money

• Applications can take months to process

• Often lots of strings attached

• Often require a percentage match

• Lots of competition

Grants Aren’t Completely Free 
Money



• Identify regulatory deficiencies (discuss with regulatory 
agencies, look at proposed regulations, talk to 
consultants) in a 10-20 year window 

• Identify population changes (growth, stagnation, 
decline)

• Identify deferred maintenance problems or where 
current service is inadequate

Capital Improvement Program 



• Use Asset Management Plan to plan 
for capital expenses in the long term 
(~20 years)

Capital Improvement Program -
Timelines 



• Create a Capital Improvement Plan 
with a narrower timeline (~5 years) in 
more detail. Specify the projects and 
accurate estimates of cost. Plan where 
money will come from.

Capital Improvement Program -
Timelines 



• Create a Capital Improvement Budget
with an even narrower timeline (1 – 2 
years) committing funds for the planned 
capital projects. Get it 
approved/adopted.

Capital Improvement Program -
Timelines 



• Call a vendor.  Actually, call a few.

• Ask other systems

• Look at past expenses but adjust for 
increases in costs

Where Can You Find the 
Prices?



• Consumer Price Index (CPI)—measure  of the average 
change over time in the prices paid by urban consumers for a 
market basket of consumer goods and services

• Construction Cost Index (CCI)—average prices for labor 
and key construction materials from 20 cities across the 
United States

Measures of Inflation



Source: Environmental Finance blog post available at http://efc.web.unc.edu/2012/09/26/using-an-index-to-help-project-capital-costs-into-the-future/

http://efc.web.unc.edu/2012/09/26/using-an-index-to-help-project-capital-costs-into-the-future/


• This is strongly related to asset management

• An official multi-year document that identifies and 
prioritizes capital projects, identifies funding sources, 
and sets timelines

Long Term Capital Planning



• Purchase Price ≠ Total Price

Reminder: Life Cycle Costing



Capital Investments are Just the Tip of 
the Iceberg…

Source: Adapted from Steve Allbee, USEPA
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• Have you heard of the Waterworks Business 
Operation Plan (WBOP)?

• Are you using the WBOP or other planning tools?

• What aspects do you find most helpful about the tools 
you use?

WBOP and Other Tool Discussion



• Virginia Department of Health Office of Drinking Water 
assess a system’s...

• Technical Capacity – physical assets, as well as knowledge 
and skills to operate the system

• Managerial Capacity – planning and organizational expertise 

• Financial Capacity – the ability to generate enough revenue, 
leverage funding, and manage funds to meet operational, 
maintenance, and expansion costs

Waterworks Business Operations Plan





• Community Excel Workbook (Excel)

• Community Form (Word)

• Community Instructions Appendices A-E (PDF)

• Community Staff Review Guide (Word)

Documents Downloaded

Planning tools

Informative 



• Part 1 – Waterworks Information

• Part 2 – Staffing

• Part 3 – Management, Operations & Procedures

• Part 4 – Planning

• Part 5 – Financial Information

• Part 6 – Sustainability Improvements 

• Part 7 – Worksheets and Supporting Documents

• Part 8 – Statements for Owner Signature 

WBOP – Community Form 



• Data needed to populate the spreadsheet:

• Financial reports

• Up-to-date budget

• Rate sheet

• Capital improvement plan, if you have one

• Census data

WBOP – Excel Spreadsheet



Worksheet 1 – Six-Year Technical, Managerial & 
Financial Commitment Summary 

• Inventories revenues, expenses, CIP, and reserves

• Financial evaluation with analyses

WBOP – Excel Spreadsheet





Supplemental Worksheet – Budget Documentation

• Provides a template to breakdown budget or import numbers from an 
existing budget

WBOP – Excel Spreadsheet



Supplemental Worksheet – Revenue Projection
• Input: 

• Connections

• Minimum charges

• Commodity/volumetric rate

• Minimum use

• Breakdown of residential and commercial customers

• Total gallons produced

• Total gallons sold for residential and commercial

WBOP – Excel Spreadsheet



Supplemental Worksheet – Revenue Projection
• Output: 

WBOP – Excel Spreadsheet



Supplemental Worksheet – Household Affordability

WBOP – Excel Spreadsheet



Supplemental Worksheet – Debt & Bond Reserve

WBOP – Excel Spreadsheet



Who to contact

ODW Capacity Development Division and 
the Sustainability Coordinators can assist

• North-Central Region
Ms. Julie Floyd, Supervisor
(540) 829-7315
julie.floyd@vdh.virginia.gov

• Southside Region
Ms. Susan Miner
(804) 864-8086
susan.miner@vdh.virginia.gov

• Western Region
Ms. Tamara Anderson
(540) 463-0405
tamara.anderson@vdh.virginia.gov

mailto:julie.floyd@vdh.virginia.gov
mailto:susan.miner@vdh.virginia.gov


Plan to Pay: Scenarios to Fund your C.I.P.

Free, simplified Excel tool allowing you to list your capital projects and 

plans for funding them, and automatically estimates rate increases

http://efc.sog.unc.edu or     http://efcnetwork.org

Find the most up-to-date version in Resources / Tools

http://efc.sog.unc.edu/
http://efcnetwork.org/


http://www.epa.gov/cupss/

Software: CUPSS (EPA)
CUPPS Mobile App

http://www.epa.gov/cupss/

