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READING FILE

M E M O R A N D U M

DATE: July 14, 2009

TO: The Board of Supervisors

FROM: The Planning Commission

SUBJECT: Capital Improvements Program – Ranking Criteria

The information included in this reading file item is intended to serve as an update of actions taken since the
Planning Commission’s joint work session with the Board of Supervisors on February 24, 2009, which was
held to discuss proposed revisions to the Capital Improvements Program (CIP) process. The criteria, process
changes, and proposed timeline were unanimously endorsed by the Policy Committee on June 10, 2009 and by
the Planning Commission on July 1, 2009. As part of the Planning Commission’s efforts to improve the CIP
review process, the Board requested additional information about the ranking criteria used by the Policy
Committee to assign priorities to capital projects. For the past four months, the Policy Committee, with
support from Planning and Financial and Management Services (FMS), has been working to develop
meaningful ranking criteria. The ranking criteria document that has been developed is the result of significant
work by the Committee, including research and evaluation of the various criteria and formats used by localities
in Virginia and across the nation. The timeline below is a tentative proposal for continuing to implement
revisions to the CIP process and the ranking criteria document is provided as an attachment.

Timeline for moving forward:

 Early August - CIP applications are distributed to departments.
 August/September - departments complete applications. Training on the process is conducted if

necessary. Note: for the FY 11 process, departments will be using the DRAFT final text of the
Comprehensive Plan to develop their submissions.

 Early October - deadline for CIP applications
 October - FMS reviews applications for completeness and requests additional information if needed
 October/November - FMS and Planning staff process the submitted applications and send information

to the Policy Committee.
 November - 2009 Comprehensive Plan adopted by the Board
 December/January - Policy Committee meets to discuss rankings

o Back to multiple meeting format and tentatively hold two to three meetings between December 1
and December 17 with backup dates between January 6 and January 13, 2010.

 February 3 -
o new Policy Committee members appointed
o Planning Commission holds a public hearing on recommended CIP rankings

 April - Board considers FY 11 budget, the CIP, and the Policy Committee’s rankings.
 May or June – FY 12 CIP process begins with a complete revision to the timeline

Richard Krapf,
Planning Commission Chair

Attachment:
1. Planning Committee CIP Ranking Criteria
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CAPITAL IMPROVEMENT PROGRAM RANKING CRITERIA

James City County Planning Commission

SUMMARY
The Capital Improvement Program (“CIP”) is the process for evaluating, planning, scheduling,
and implementing capital projects. The CIP supports the objectives of the Comprehensive Plan
through the sizing, timing, and location of public facilities such as buildings, roads, schools, park
and recreation facilities, water, and sewer facilities. While each capital project may meet a
specific need identified in the Comprehensive Plan or other department or agency plan, all
capital plans must compete with other projects for limited resources, receive funding in
accordance with a priority rating system and be formally adopted as an integral part of the bi-
annual budget. Set forth below are the steps related to the evaluation, ranking, and
prioritization of capital projects.

A. DEFINITION
The CIP is a multi-year flexible plan outlining the goals and objectives regarding public capital
improvements for James City County (“JCC” or the “County”). This plan includes the
development, modernization, or replacement of physical infrastructure facilities, including those
related to new technology. Generally a capital project such as roads, utilities, technology
improvements, and county facilities is nonrecurring (though it may be paid for or implemented in
stages over a period of years), provides long term benefit and is an addition to the County’s
fixed assets. Only those capital projects with a total project cost of $50,000 or more will be
ranked. Capital maintenance and repair projects will be evaluated by departments and will not
be ranked by the Policy Committee.

B. PURPOSE
The purpose of the CIP ranking system is to establish priorities for the 5-year CIP plan (“CIP
plan”), which outlines the projected capital project needs. This CIP plan will include a summary
of the projects, estimated costs, schedule and recommended source of funding for each project
where appropriate. The CIP plan will prioritize the ranked projects in each year of the CIP plan.
However, because the County’s goals and resources are constantly changing, this CIP plan is
designed to be re-assessed in full bi-annually, with only new projects evaluated in exception
years, and to reprioritize the CIP plan annually.

C. RANKINGS
Capital projects, as defined in paragraph A, will be evaluated according the CIP Ranking
Criteria. A project’s overall score will be determined by calculating its score against each
criterion. The scores of all projects will then be compared in order to provide recommendations
to the Board of Supervisors. The components of the criteria and scoring scale will be included
with the recommendation.

D. FUNDING LIMITS
On an annual basis, funds for capital projects will be limited based on the County’s financial
resources including tax and other revenues, grants and debt limitations, and other principles set
forth in the Board of Supervisors’ Statement of Fiscal Goals:

- general obligation debt and lease revenue debt may not exceed 3% of the assessed
valuation of property,
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- debt service costs are not to exceed 10-12% of total operation revenues, including
school revenue, and

- debt per capita income is not to exceed $2,000 and debt as a percentage of income is
not to exceed 7.5%.

Such limits are subject to restatement by the Board of Supervisors at their discretion. Projects
identified in the CIP plan will be evaluated for the source or sources of funding available, and to
protect the County’s credit rating to minimize the cost of borrowing.

E. SCHEDULING OF PROJECTS
The CIP plan schedules will be developed based on the available funding and project ranking
and will determine where each project fits in the 5 year plan.
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CIP RANKING CRITERIA

Project Ranking By Areas of Emphasis

1. Quality of Life (20%) - Quality of life is a characteristic that makes the County a desirable
place to live and work. For example, public parks, water amenities, multi-use trails, open space,
and preservation of community character enhance the quality of life for citizens. A County
maintenance building is an example of a project that may not directly affect the citizen’s quality
of life. The score will be based on the considerations, such as:

A. Is the project in conformance with and supportive of the goals, strategies and actions set forth in
the Comprehensive Plan?

B. Does the project support objectives addressed in a County sponsored service plans, master
plans, or studies?

C. Does the project relate to the results of the citizen survey, Board of Supervisors policy, or
appointed committee or board?

D. Does the project increase or enhance educational opportunities?
E. Does the project increase or enhance recreational opportunities and/or green space?
F. Will the project mitigate blight?
G. Does the project target the quality of life of all citizens or does it target one demographic? Is one

population affected positively and another negatively?
H. Does the project preserve or improve the historical, archeological and/or natural heritage of the

County? Is it consistent with established Community Character?
I. Does the project affect traffic positively or negatively?
J. Does the project improve, mitigate, and / or prevent degradation of environmental quality (e.g.

water quality, protect endangered species, improve or reduce pollution including noise and/or
light pollution)?

Scoring Scale:
1 2 3 4 5 6 7 8 9 10

The project does not
affect or has a

negative affect on the
quality of life in JCC.

The project will have
some positive impact

on quality of life.

The project will have
a large positive

impact on the quality
of life in JCC.

2. Infrastructure (20%) – This element relates to infrastructure needs such as schools,
waterlines, sewer lines, waste water or storm water treatment, street and other transportation
facilities, and County service facilities. High speed, broadband or wireless communication
capabilities would also be included in this element. Constructing a facility in excess of facility or
service standards would score low in this category. The score will be based on considerations
such as:

A. Is the project in conformance with and supportive of the goals, strategies and actions set forth
in the Comprehensive Plan?

B. Does the project support objectives addressed in a County sponsored service plan, master
plan, or study?

C. Does the project relate to the results of a citizen survey, Board of Supervisors policy, or
appointed committee or board?

D. Is there a facility being replaced that has exceeded its useful life and to what extent?
E. Do resources spent on maintenance of an existing facility justify replacement?
F. Does this replace an outdated system?
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G. Does the facility/system represent new technology that will provide enhance service?
H. Does the project extend service for desired economic growth?

Scoring Scale:
1 2 3 4 5 6 7 8 9 10

The level of
need is low

There is a
moderate level

of need

The level of need is high,
existing facility is no longer

functional, or there is no
facility to serve the need

3. Economic Development (15%) – Economic development considerations relate to
projects that foster the development, re-development, or expansion of a diversified
business/industrial base that will provide quality jobs and generate a positive financial
contribution to the County. Providing the needed infrastructure to encourage redevelopment of
a shopping center would score high in this category. Reconstructing a storm drain line through
a residential neighborhood would likely score low in the economic development category. The
score will be based on considerations such as:

A. Is the project in conformance with and supportive of the goals, strategies and actions set forth
in the Comprehensive Plan?

B. Does the project support objectives addressed in a County sponsored service plan, master
plan, or study?

C. Does the project relate to the results of a citizen survey, Board of Supervisors policy, or
appointed committee or board?

D. Does the project have the potential to promote economic development in areas where growth
is desired?

E. Will the project continue to promote economic development in an already developed area?
F. Is the net impact of the project positive? (total projected tax revenues of economic

development less costs of providing services)
G. Will the project produce desirable jobs in the County?
H. Will the project rejuvenate an area that needs assistance?

Scoring Scale:
1 2 3 4 5 6 7 8 9 10

Project will
not aid

economic
development

Neutral or will
have some aid
to economic
development

Project will have a positive
impact on economic

development

4. Health/Public Safety (15%) - Health/public safety includes fire service, police service,
safe roads, safe drinking water, fire flow demand, sanitary sewer systems and flood control. A
health clinic, fire station or police station would directly impact the health and safety of citizens,
scoring high in this category. Adding concession stands to an existing facility would score low in
this category. The score will be based on considerations such as:

A. Is the project in conformance with and supportive of the goals, strategies and actions set forth
in the Comprehensive Plan?

B. Does the project support objectives addressed in a County sponsored service plan, master
plan, or study?
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C. Does the project relate to the results of a citizen survey, Board of Supervisors policy, or
appointed committee or board?

D. Does the project directly reduce risks to people or property (i.e. flood control)?
E. Does the project directly promote improved health or safety?
F. Does the project mitigate an immediate risk?

Scoring Scale:
1 2 3 4 5 6 7 8 9 10

Project has no
or minimal
impact on

health/safety

Project has some
positive impact on

health/safety

Project has a significant
positive impact on

health/safety

5. Impact on Operational Budget (10%) – Some projects may affect the operating budget
for the next few years or for the life of the facility. A fire station must be staffed and supplied;
therefore it has an impact on the operational budget for the life of the facility. Replacing a
waterline will not require any additional resources from the operational budget. The score will
be based on considerations such as:

A. Is the project in conformance with and supportive of the goals, strategies and actions set forth
in the Comprehensive Plan?

B. Does the project support objectives addressed in a County sponsored service plan, master
plan, or study?

C. Does the project relate to the results of a citizen survey, Board of Supervisors policy, or
appointed committee or board?

D. Will the new facility require additional personnel to operate?
E. Will the project lead to a reduction in personnel or maintenance costs or increased

productivity?
F. Will the new facility require significant annual maintenance?
G. Will the new facility require additional equipment not included in the project budget?
H. Will the new facility reduce time and resources of city staff maintaining current outdated

systems? This would free up staff and resources, having a positive effect on the operational
budget.

I. Will the efficiency of the project save money?
J. Is there a revenue generating opportunity (e.g. user fees)?
K. Does the project minimize life-cycle costs?

Scoring Scale:
1 2 3 4 5 6 7 8 9 10

Project will have
a negative
impact on

budget

Project will have
neutral impact on

budget

Project will have positive
impact on budget or life-
cycle costs minimized

6. Regulatory Compliance (10%) – This criterion includes regulatory mandates such as
sewer line capacity, fire flow/pressure demands, storm water/creek flooding problems, schools
or prisons. The score will be based on considerations such as:

A. Does the project addresses a legislative, regulatory or court-ordered mandate? (0- 5 years)
B. Will the future project impact foreseeable regulatory issues? (5-10years)
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C. Does the project promote long-term regulatory compliance (>10 years)
D. Will there be a serious negative impact on the county if compliance is not achieved?
E. Are there other ways to mitigate the regulatory concern?

Scoring Scale:
1 2 3 4 5 6 7 8 9 10

Project serves
no regulatory

need

Project serves
some regulatory
need or serves a
long-term need

Project serves an
immediate regulatory need

7. Timing/Location (10%) - Timing and location are important aspects of a project. If the
project is not needed for many years it would score low in this category. If the project is close in
proximity to many other projects and/or if a project may need to be completed before another
one can be started it would score high in this category. The score will should be based on
considerations such as:

A. Is the project in conformance with and supportive of the goals, strategies and actions set forth
in the Comprehensive Plan?

B. Does the project support objectives addressed in a County sponsored service plan, master
plan, or study?

C. Does the project relate to the results of a citizen survey, Board of Supervisors policy, or
appointed committee or board?

D. When is the project needed?
E. Do other projects require this one to be completed first?
F. Does this project require others to be completed first? If so, what is magnitude of potential

delays (acquisition of land, funding, and regulatory approvals)?
G. Can this project be done in conjunction with other projects? (E.g. waterline/sanitary

sewer/paving improvements all within one street)
H. Will it be more economical to build multiple projects together (reduced construction costs)?
I. Will it help in reducing repeated neighborhood disruptions?
J. Will there be a negative impact of the construction and if so, can this be mitigated?
K. Will any populations be positively/negatively impacted, either by construction or the location

(e.g. placement of garbage dump, jail)?
L. Are there inter-jurisdictional considerations?
M. Does the project conform to Primary Service Area policies?
N. Does the project use an existing County-owned or controlled site or facility?
O. Does the project preserve the only potentially available/most appropriate, non-County owned

site or facility for project’s future use?
P. Does the project use external funding or is a partnership where funds will be lost if not

constructed.

Scoring Scale:
1 2 3 4 5 6 7 8 9 10

No critical timing
or location

issues

Project timing OR
location is
important

Both project timing AND
location are important
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8. Special Consideration (no weighting- if one of the below categories applies,
project should be given special funding priority) – Some projects will have features that
may require that the County undertake the project immediately or in the very near future.
Special considerations may include the following (check all applicable statement(s)):

A. Is there an immediate legislative, regulatory, or judicial
mandate which, if unmet, will result in serious detriment
to the County, and there is no alternative to the project?

B. Is the project required to protect against an immediate
health, safety, or general welfare hazard/threat to the
County?

C. Is there a significant external source of funding that can
only be used for this project and/or which will be lost if
not used immediately (examples are developer funding,
grants through various federal or state initiatives, and
private donations)?
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