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FOREWORD

In recent years, the Office of Policy Development and Research of the U.S. Department of
Housing and Urban Development, in partnership with state and local governments, has been
concerned with improving the delivery of public services. Four related programs have been
sponsored since early 1974:

y Capacity-Building Demonstration Program — Strengthening the capabilities of local
officials to fulfill their overall policy development, resource allocation, and management
responsibilities. (1974-1976)

® Capacity-Building Energy Conservation Program — Promoting the practical application
of technology and management to conserve energy. (1975-1977)

® Capacity-Sharing Productivity Improvement Program — Promoting the transfer and
implementation of practical approaches to improve state and local government produc-
tivity. (1976-1979)

e Financial Management Capacity-Sharing Program — Collaboratively responding to the

_increasing problems facing local governments in their financial management practices.
(1978-1980)

The products and practical tools from the first two programs have been available since
early 1978. We are now making available the products from the capacity sharing productivity
improvement program. Eighteen projects involving over 200 local governments have pro-
duced more than 85 training manuals, case studies, handbooks and computer programs.

Developed, tested and implemented by state and local governments, these products, in
most cases, have also been carefully assessed by an independent contractor, SRI Interna-
tional, and a statement of its assessment is included with each product. In those cases where
the results were inconclusive, the reader is so advised. For many of the projects, we are also
publishing a complete assessment report. In other words, we have done our best to assure
you that the products are sound and useable.

Five summary booklets that highlight the results from all eighteen projects and provide
ordering information for their publications are available from HUD. Descriptions of the book-
lets and ordering information are given at the end of this volume.

Drroe 3. Bl

Donna E. Shalala
Assistant Secretary for Policy Development
and Research
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ASSESSMENT STATEMENT

— IMPACT ON SERVICE DELIVERY
The intended impact of Advance Project Planning (APP) is to reduce or eliminate road construction
delays and cost overruns due to lack of proper coordination with citizens, other governments, and
utilities. APP has been applied to the planning phase of a test project. Construction is not yet
underway, so proof that it avoids construction delays is not yet available. However, the use of
APP did result in significantly more public participation in project hearings (over 90% of the

| residents alofg the right-of-way as compared to slightly over 40% for an earlier project).

Furthermore, the use of APP made City Council approval possible earlier than in prior projects.

The SRI assessment pointed out that the value of APP lies in the systematic planning and

systematic follow through and in early warning of needed changes.

— IMPACT ON COST/COST OF IMPLEMENTATION
APP cost about 2% of the total cost of the construction project. This is not out of line with
normal planning cost. Developing the SCOPL chart and carrying out the advanced planning for

the test project required a full-time civil engineer, one full-time public administrator and
a part-time clerk. This staff should be able to work on two or three APP projects at one time.

—— SPECIAL REQUIREMENTS FOR IMPLEMENTATION

It would seem that the full system would be most applicable to large road construction projects
of $500,000 or more. However, the general principles could apply to smaller projects which
might require extensive coordination.

—— TRANSFERABILITY
The steps outlined in this report could be employed by any jurisdiction planning a major road
construction project. Smaller jurisdictions with limited staff or needs could adapt or
tailormake their own APP using Anaheim's experience as a point of departure.

— SIMILAR PROJECTS ELSEWHERE

The assessment did not investigate any other projects of a similar nature.

Prepared by SRI International, Menlo Park, CA. February 1979
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The research and studies forming the basis of this report were con-
ducted pursuant to a contract with the Office of Policy Development and
Research of the U.S. Department of Housing and Urban Development (HUD).
The statements and conclusions contained herein are those of the con-
tractor and do not necessarily reflect the view of the U.S. government
in general or HUD in particular. Neither the United States nor HUD
makes any warrantee, express or implied, or assumes responsibility

for the accuracy or completeness of the informaiton herein.
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gaps in the early planning phase and by resolving issues that can sink a
project during construction, the design and construction process is
streamlined and excessive costs are avoided. (The Appendix provides a

case study of how APP performed in Anaheim.)
The objectives of Anaheim's APP process are threefold, to:
e Provide better coordination among all agencies (public and
private) involved in street improvement projects,
e Minimize interference with normal traffic movement, and

e Lessen adverse impact on the community.

APP is conceived for the larger, more complex construction projects
of a jurisdiction having a reasonably large public works staff (say 20
or so). While developed iq Anaheim where the population is approximately
200,000, the process would probably work well in both smaller and larger
jurisdictions; the criticai decision criterion here is whether or not a
jurisdiction currently has a systematic process for advance planning.
If so, certain elements of APP may fill some gaps. If not, perhaps APP

can be transferred (in whole or in part) directly into another jurisdiction.

With a staff costing no more than $50,000 per year, two projects in
the $1,000,000 category can be planned using the APP process. No computers
are required nor should other costs be incurred. At this cost, compre-
hensive advance planning represents an investment of 2-1/2% per $1 million
of construction costs. Because construction problems are costly, it can
be assumed that the cost of an APP staff would be more than offset by the

prevention of even one planning "snafu."

APP is a process that is easily implemented; it requires no hardware,
no skills beyond those of any public works professional, and little, if
any, hands-on involvement of elected officials. It does, however, require
a commitment from the public works director and the mid-level supervisors
who will be involved with the implementation and operation of the process.
Like any set of procedures, APP must be supported by management and staff

if it is to remain viable over the long run.

This document is not a "how to'" manual in the conventional ''step-by-

step' sense. Because APP is a process that must be fit into existing
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EXECUTIVE SUMMARY

When a city or county begins considering major improvements in its
streets, a process is initiated that is often complex. Important decisions
must be made: Which streets should be improved? How are they to be
improved? How much will it cost? Where will the money come from? When
should construction take place? These are just a few of the obvious con-
siderations that must be taken into account by public works officials.
Questions must also be addressed to parties outside the government: What
will the property owners séy? Will the local utilities be involved? How

many other government jurisdictioné will be involved?

Answering these and the myriad of other questions that come up
during the early stages of street improvement projects (or drainage,
sewer or other such construction p;ojects) obviously involves data collec-
tion and analysis. But because these relatively large-scale projects are
conceived months and sometimes years before ground-breaking and because
there are so many variables to consider, they require advance planning--
planning well before the initiation of engineering and design. Too often
the consequences of not systematically planning the early aspects of a
project's life cycle are cost overruns due to redesigns and angry citizen
outbursts due to unreasonably long periods of inconvenience, or last

minute notification of a change to their street.

The City of Anaheim took advantage of a HUD sponsored innovative
project award by developing a process for advance planning of street
improvement projects. Synthesizing a variety of project management
techniques, Anaheim public works employees developed a process that merges
priority setting, scheduling, evaluation, and management control into a
systematic process they have termed Advance Project Planning (APP). A
variety of procedures and monitoring devices enable project planners
and managers to effectively coordinate the multitude of activities and

events that lead up to ground-breaking. By preventing duplication and
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procedures, this manual is intended to provide the reader with ideas

more than specifics. If implementation of an APP-like process would
improve the planning of your construction projects, this document can
Serve as a point of departure. The various charts and procedures contained
herein can serve to stimulate ideas you may want to incorporate in the

APP process you tailor-make to fit your own needs.

It should be pointed out that APP has not been tested as to its
cost-effectiveness. The pilot project for APP in Anaheim will not be com-
pleted for 2-3 years so it is not possible to prove APP's dollar value.
However, an extensive assessment of the APP implementation process sug-
gests that APP will more than pay for itself in reduced project delays

through improved coordination (see Appendix).
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= ADVANCE PROJECT PLANNING PROCESS

The Need for Advance Project Planning

Project managers, engineers, draftsmen and other public works pro-
fessionals all know the problems of inadequate early planning of street
improvement projects. A project goes through design and cost program-
ming before someone points out that 4,000 feet of gas lines will have
to be lowered. Or, a project has been planned and programmed, and the
start date set, when one misinformed property owner goes to the City
Council and causes the préject to be cancelled. A project is planned,
programmed, and designed before it is learned that a railroad right-of-

way encroachment is involved--one that did not show even on the rail-

road's map.

These problems illustrate what can happen when projects are not
thoroughly planned in advance of their implementation. To avoid them
requires a way of systematically taking account of and getting around

the many pitfalls of making major street improvements.

This document discusses one way of systematically planning street
and road improvement projects. This Advance Project Planning (APP)
approach is like other approaches to advance planning used by public
works planners throughout the country, with one difference: no computer
is required. If your organization has no systematic planning process,
perhaps you can use APP as a whole. If you already have well-established
advance planning processes, maybe certain elements of APP can still be
useful to update or extend your current methods of street improvement

planning.

The fundamental problems faced by project engineers tasked with
making street improvements include the following:
e Usually more street improvements are needed than can be made

with available resources. There are also competing interests
between alternative street improvement projects; existing road
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conditions differ, some streets involve other jurisdictions such

as the county or state. These factors affect which improvement

projects are funded and which are left for another day. There-

fore, it is necessary to choose the most important from the array
- of alternative improvement projects.

e Environmental impact reports impose a need for more comprehensive
detailed planning, to be undertaken earlier. More data must be
collected and analyzed earlier than was required before EIR.

e In the present period of government austerity, project proposals
must be more comprehensive and detailed in order to pass initial
screening, public hearings, budget planning, etc.

e Skyrocketing prices and new regulations have made land acquisi-
tion a more costly, time-consuming, uncertain process.

e Funding for street and road improvement projects can come from
ever more numerous sources (Federal, state or County programs)
each of which must be contacted early in the planning process so
as to identify available sources of funds, amounts of money
necessary, and the financial reimbursement plan to be employed.

e There are more and more utility companies to coordinate with
(for example, CATV utilities are growing and pipelines transit
many cities) to ensure that unforeseen disruptions in services
do not occur.

e More citizens and neighborhood groups than in the past can be
expected to take their case to city officials if they are not
properly informed of a project.

e With the growth of the public sector it can be assumed that
public works departments in particular and government organiza-
tions in general are becoming larger and more fragmented, often
causing communication problems between the departments, divisions,
and sections active in construction planning and design.

When problems like these are not dealt with, there is one thing

that you can be sure of: unexpected costs. Unaddressed problems in con-
struction project coordination and inadequate planning almost always end
up costing money. Projects have to be redesigned, new property has to
be purchased, schedules slip, or construction crews sit idle. Even if
such problems don't result in cost overruns, they can result in angry
property owners, outraged merchants, or residents whose lives are dis-
rupted. Their sidewalks are being narrowed, their trees may be being

removed, or they face dirt, dust, and inconvenience for far too long.

Often the uncertainty of when construction is going to begin or end



causes a frustration that erupts in complaints to elected officials which
eventually filter down to department directors, section supervisors, and

foremen.
--

While it is recognized that cost overruns and upset property owners
are an unfortunate but sometimes expected outcome of difficult street
improvement projects, there are techniques like those embodied in the APP
process that minimize the consequences of construction problems. APP is
a set of procedures that begins to systematically plan and coordinate the
seemingly infinite number of activities necessary to optimize the align-
ment of a right-of-way, for example, or to resurface an arterial. This
document highlights a process that provides:

@ A systematic approach to establishing priorities in street

improvement construction projects.

@ A capability for decisionmakers to monitor, review, and up-date
on-going construction projects.

e A way to coordinate construction to prevent wasted resources
(e.g., multiple cuts of the same street).

Specifically, APP generates timely information for decisionmakers regard-
ing priority projects that should be undertaken, design requirements,
costs, funding, and effects on property owners. APP serves as a manage-
ment tool by scheduling critical events through a process of networking
parallel and dependent activities over a consistent timeframe. APP, by

' also ensures timely and

virtue of this provision of "early warning,'
comprehensive discussions with affected property owners and utility
companies. Because information regarding the effects of the project on
property owners and utility company facilities is provided in advance of
detailed design efforts, better information is available for estimating
project costs. In sum, APP is a tool supporting the preconstruction
decisions of budget and cost analysts, project planners, project managers

and others involved in planning major street improvement projects.

How APP Works

APP is not a rigid set of forms, procedures, or techniques that can

simply be plugged into an already existing operation. APP is also not a



textbook-like technique along the lines of Critical Path Management (CPM)
or the often used Performance Evaluation Review Technique (PERT). Neither
is APP only a "state-of-mind" or philosophy of project management. How-

ever, APP embodies aspects of all of these.

It is an adaptable way of planning road or street improvement
projects well in advance of actual construction, and it is the advance
planning that makes the critical difference between APP and CPM or PERT,
for example. APP feeds information into the cycle of project planning at
the time alternative projects are first being considered for selection.

It then lays out (in general terms for managers and in detail for project
engineers) the schedule, critical events, and relationships between events
that can support the decision-making process in a timely manner. This is
done by way of various procedures; - -the process continues through the plan-
ning, approval, design, property a;quisition, and bid opening steps of

any project, but it is there that APP ends. While actual construction
(especially design changes) is monitored by APP, other techniques like

CPM and PERT would probably be more appropriate for managing the actual

construction work.

APP is best explained in terms of some of the basic procedures
embodied in planning for major street improvement projects. A number of
procedures are abstracted in this section; however, it must be pointed
out that such projects involve numerous procedures. Below are listed
some of the more important procedures that can be embodied in an APP
process; others (such as cost estimating, bid negotiation) can also be

planned within the APP framework.
This section discusses:

e Development of project priorities

e Development of Administrative and Management Control Systems
e Optimizing alignment

e Determination of right-of-way requirements

e Initiating coordination and public relations activities

e Preparation of necessary environmental impact assessments

e Identification of revenue sources

e Planning for financial reimbursement.
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1. Developing Project Priorities

The first step in any process leading to street improvements is decid-
ing which projects to select. Placing alternative projects in priority order
requires a systematic scoring scheme to ensure that selection criteria are
given appropriate weights. A listing of project selection crite;ia can be
developed on the basis of factors usually weighted by a jurisdiction's
traffic engineering group. Figure 1 indicates the criteria important to
selection decisions made by Anaheim's engineering group. The weights (or
multipliers) given each criterion are subjective but can be established on
the basis of conventional practice. (A survey of professional staff opinion
can be a way of establishing criteria and weights.) Candidate projects can
then be identified by observation or reports and data collected to support
each selection criterion. Once the data are in hand, each project can be
ranked with respect to the importance of each criterion. Then one can
multiply the selection criterion weight times the inverse rank importance
of each candidate project (i.e., if there are seven projects, multiply the
top priority by seven, the second highest by six, etc.) for each criterion.
The sum of these products provides a total value for each project and, there-
by, a rank ordering. The results of this process in Anaheim are shown in
Figure 1. Projects having the highest value would presumably often be
selected; however, there may be cases where a project a little further down
the priority list is chosen. For example, the highest rated project may
have to wait until the timing is better (when State money becomes available
or when a key piece of property changes hands).

2. Developing Administrative and Management Control Mechanisms

Two methods are employed to serve as tools for administration and
management of selected projects. First, a comprehensive chart is
developed to set forth a network of project management, coordination,
engineering, and rights-of-way acquisition tasks. Figure 2 presents
what is termed a project SCOPE chart (Schedule, Cost, and Performance
Evaluation). As can be seen, the chart is prepared for each high
priority project by listing and scheduling all expected activities and
events from "project selection" to "start of construction." Each event
is assigned a definite time for accomplishment and all events are

"pieced together" to ensure that overlaps, duplication, or gaps do not
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occur. Thus, the SCOPE chart not only provides for accurate scheduling,
but also provides insurance that all involved departments and divisions
if a splintered jurisdiction are moving as an integrated unit. The
SdOPE Chart also ensures coordination between those on the inside and

those outside the jurisdiction (e.g., utility companies).

The second method of providing administrative and management support
to a selected project is the establishment and use of a Management Control
Chart (see Figure 3). Thié chart provides management (the Public Works
Director, for example) with an overview of projects (detail is provided
to section supervisors or project engineers via the SCOPE chart) and
thereby permits management to monitor progress and spot failures in coordi-
nation. Three types of activities for managers are summarized in this
chart:

e Data collection, analysis, and optimization (for identifying

project priorities, environmental impact assessments, optimum
alignments, and right-of-way requirements).

e Financial planning (planning for revenue generation and for
financial reimbursement).

e Management and coordination (for maintaining good public rela-
tions with citizens and utilities and for controlling adminis-
trative aspects of projects).

3. Optimizing Alignment

Using as an example, a street widening project, the next step is
to plan for the optimum alignment of the street. This process, in turn,
leads directly to the preparation of proposals to the various approval
bodies. The proposal provides information on need, scope, impacts,
methods, costs, and alternatives. Alternative street alignments often

provide the basis for alternative proposals.

If there is any question about the maps on hand, the survey section
of the Public Works Department should be requested to run a topography
update. Strip maps can then be prepared for each proposal indicating

right-of-way to be acquired, existing and proposed curbs, and so forth.
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Combining these maps and other supporting material (e.g., aerial
photographs, engineering cost estimates) into each formal proposal
provides a good package for presentation to citizens, elected officials,
and management. Meetings with these parties will no doubt result in the
need for changes in the proposals or in the need for a single, more fully
developed proposal. These, of course, should be made before moving ahead

toward final approval.

4, Determine Right-of-Way Requirements

The final right—of-wa& and land acquisition requirements should also
be determined early in the planning process. These are determined by a
combination of considerations. Existing rights-of-way and existing
structures or improvements should be considered, as should the cost of
acquiring alternative pieces of property. Once the right-of-way has been
established and approved by manageﬁent, final sketches will have to be
made of each parcel where property is to be acquired. These sketches
will show all the data needed for yriting legal descriptions, appraisals
of the property, acquisition negotiations and for recording purposes.
Critical milestones for these and other activities should be entered on

the project's SCOPE chart.

5. Initiate Coordination and Public Relations Activities

One of the most important processes embodied in the APP concept is
early and continuing coordination with property owners along the right-
of-way and with utility companies having facilities that might be
affected by construction. As soon as the project has been selected by
the Priority Rating System (as discussed earlier) a list should be pre-
pared of property owners that could be directly affected by the project.
A "non-bureaucratic" letter might then be sent to all owners on the
list informing them that the city (or county, or state) is about to
design, pending their input, a future street improvement project in their

area.
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The following topics are suggested for inclusion in the letter:*

e Street name and limits of project.
- @ Vicinity map
® Reasons for considering the improvement (brief).

® Request suggestions from property owners as to their thoughts
regarding improvement needed.

e Purpose of the advance contact with property owners.
- Improve planning, scheduling, etc.
= Community involvement.

e Enclose prepaid addressed envelope and telephone number for

return comments from property owners.

After responses have been returned from property owners and engineer-
ing proposals firmed up, a‘general meeting should be convened of property
owners and selected project staff. (Anaheim staffers went door-to-door
to contact property owners who did not respond and got a very large
turnout.) At this early point in the project's planning this meeting
should be an open discussion of alternatives (versus a '"'take it or leave
it" theme). After a presentation of proposals (including supporting data
such as accident rates), a period of questions and answers should be
scheduled. While not all property owners will be pleased with the pro-
posals, the ground work for future improved public relations will have

been set.

As with property owners, a necessary step in establishing coordina-
tion with utility companies is to send a letter to all known companies
possibly operating in the vicinity of the project site. The letter should
describe the specific parameters of the project and request a written
reply as to facilities, existing or planned, that the company may have in

or near the project area.

Utilities that will be involved should be listed, and critical mile-
stones placed on the schedule portion of the SCOPE chart. As the project

progresses and a decision made as to which engineering proposal will be

*Examples are contained in Appendix B.
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developed, further contact with the utilities should be made. This
coordination should take place as significant milestones in the project
occur, and should be continued until such time as the advance project
6Eanning staff turns the project over to the engineering design:group or

otherwise relinquishes responsibility.

6. Prepare Necessary Environmental Impact Assessments

Depending on the type of project being undertaken, land use studies
and/or environmental impact assessments may be necessary. They should
be prepared as early in the project planning process as possible. Early
preparation of an EIR can highlight serious problems, leaving time avail-

able to make changes without much difficulty.

Each state has its own requirements that must be followed to ensure
compliance with Federal environmental quality legislation. With respect
to APP, the key requirement is to lay out milestones on the SCOPE chart
for submitting necessary reports to the planning department, completion
of their study, review and certification of their study by the approval
authority and finally, for forwarding of certified reports to the various

agencies requiring them.

7. Identifying Revenue Sources

APP also requires the early identification of alternative sources
of funds (e.g., general fund monies, gas tax funds, funds distributed
through state gas tax programs, Federal funds). The typical pattern for
larger projects ($1,000,000 plus--the size APP is designed for) is to
piece together funds from a variety of sources. Because of this, the
APP process and the Management Control Chart are particularly necessary
to ensure that all potential funding sources are identified, and that
timing for necessary applications and receipt of funds are keyed into all

other planning activities.

For each option available, meetings should be held with the people
who allocate those funds to ensure that no alternatives within each

option are overlooked. Because funds required for property acquisition

12



often must be applied for in separate years and because of the complexity
of funding processes, a substantial amount of time should be allocated

to these activities. It may also be prudent to continue to plan for
alternative funding sources in the event that funds from the primary
sources fail to materialize. For example, if state gas tax funds are
programmed as the primary source of funding, but there is some question
about the availability of these funds, general fund monies might also be

"earmarked" pending notification of the availability of state funds.

8. Planning for Financial Reimbursement

Because funding for large-scale projects generally is a multi-year
proposition, revenue generation (i.e., cash flow) must be planned for
fiscal years (for budget planning) -and for calendar years (to key with
project planning). The Management Control Chart should be keyed with
both of these periods (fiscal and éalendar years) and their schedules
in turn, aligned with other activities such as meetings with management
and elected officials. As with the preceding procedures, critical re-
view and completion milestones should be entered on the SCOPE chart and

Management Control Chart as necessary.

The eight procedures discussed above are obviously not the only steps
necessary during the early plannning phase of a construction project.
However, they illustrate the kinds of activities that can be coordinated
by way of simple techniques (e.g., the SCOPE and Management Control Charts).
Other critical activities must also be coordinated; these include budget-
ing, council approvals, request for bids, and contract negotiations. APP
provides the framework around which all critical activities can be planned

and monitored.

Obviously, if your organization already has procedures for advance
planning of street improvement projects, this report on APP may only point
out where your procedures might need shoring up. However, if your public
works operation is somewhat fragmented, if you have relatively costly

projects to undertake (say $1,000,000 and up), if you have experienced
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costly delays and project redesign costs because of inadequate planning
internally, with utility companies, with other jurisdictions, or with
citizens, an APP-like process may be just what you need.

Requirements for Implementing and Operating APP

APP is of most value where construction projects are complex, there-
fore it is said that projects in excess of $1 million are most appropriate
for the APP process. Obviously, however, if a relatively inexpensive
project, say installation of a culvert under a state highway and railroad
crossing, is complex because of the number of parties involved, APP might
be appropriate. Even for those less difficult projects, APP-like thinking
would be valuable; however, the detail of a SCOPE chart, for example,

would not be necessary.

The APP project director feels that APP works best when it is
operated by its own staff,”* suggesting that the Public Works Department
must have a reasonably large professional office staff (say 20 plus).

In Anaheim, the Advance Project Planning staff suggested the best skill
mix would be one full-time person skilled in civil engineering and project
management, one full-time public administrator or planner, and one clerk

who would be required only half-time.

The key to an effective APP unit, say Anaheim staff, is the strong
support of top department management and a commitment from management to
use APP processes as the predominant coordinating force among the various
work units active in planning street improvement projects. Furthermore,
Anaheim's staff claim that commitment and support are more necessary for
the successful implementation of APP than any particular form of organiza-
tion in the Public Works Department. The department could be highly
structured, with divisions, bureaus, and sections, or "flat," with few

identifiable work units. If highly structured, an APP staff becomes the

*It was said that it is hard for a public works engineer, with immediate
pressures of details on many projects to take a broad view of a project
for the future. The competing time pressures will tend to make "today's
projects" win out over the APP projects and can make it difficult for
the engineer to "step back" and look at the "broad scope."
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""glue" holding together the various units. If "flat," an APP staff

becomes the focal point for all matters relating to advance planning.

Clearly, the key to implementing an APP process revolves a;ound
questions of need and commitment. If the need can be demonstrated, say
by identifying the costs of past project overruns due to poor advance
planning, support from above can be generated. However, personal com-
mitment from top management is more important than general support.
This personal commitment should be developed through meetings between
key management and key mid-level and first-line supervisors. Meetings
are useful in bringing everybody together, cementing agreements, and

building a common sense of ownership of the new approach.

Once agreement is reached as to implementation of an APP process,
the procedures to be used must be further developed. As mentioned
earlier, the APP process is not a package that can be installed and
"turned on.'" However, charts and procedures in this document can be
used as a point of departure. APP implementers, for example, will need
to develop their own criteria for selecting projects, and these will have
to be weighted as appropriate. Past practices in selecting projects can
serve as a basis for developing both selection criteria and weights for
criteria. Categories of activities to schedule on SCOPE and Management
Control Charts will probably include those used on Anaheim's charts and

others.

The point is that every jurisdiction has its own requirements.
While APP-like processes will no doubt prove helpful, "tailored," pro-
cedures should be developed to ensure that the process "fits'" the organiza-

tion.

The Cost of APP

APP is a labor intensive program. There are no requirements for
resources beyond personnel (especially important, no computer is required).
I1f, for example, a jurisdiction used the Anaheim suggestion of staffing
APP with two full-time professionals and a half-time clerk, the costs
may not exceed $50,000 per year. This suggests that the cost of an APP

staff could be more than offset by a more streamlined (less time consuming)
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planning process, a less costly design process, and reduced construction
costs. It costs a great deal to establish a new right-of-way after all
needed property has been purchased but for one piece, a hold-out who then
ﬁgrsuades the city council to redesign the project by threatening a law-
suit. Anaheim APP staffers felt that a 2.5 person staff could concurrently
plan two $1 million projects. At $25,000 per project, (assuming a con-
straint of two projects per year), this means that advance planning costs

less than 3% per $1 million of construction.

Of course, it is also possible that APP would result in no net
increase in costs. If advance planning of some kind is currently being
performed by somebody in the organization, these costs are already being
incurred. An APP staff as a focal point for all advance planning, could
very well reduce existing costs by consolidating activities shared by

many and placing responsibility with an experienced and dedicated staff.

Now, What About Implementing APP?

APP is a demonstrated, practical (but untested, as yet) process of
planning street improvement projects well in advance of their initiation.
While probably similar to many such processes in practice, there are nc
doubt many jurisdictions that are using no systematic process for think-
ing through street improvements early in the planning process. If your

jurisdiction has been "flying by the seat of its pants,' perhaps APP
is for you. If you already have some process in place, perhaps APP
procedures can supplement what you are currently doing. Remember,
unaddressed problems in public works planning are costly--and it's not

as though nothing can be done about them.
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Appendix A

CASE STUDY OF APP IN ANAHEIM

Measurable Impact

APP is a process whose impact cannot be readily measured until after

a street improvement project, planned under APP, is designed and construc-
tion is completed. APP is intended to avoid costly planning and design
flaws and delays. The street improvement project planned under APP
as a pilot project (Brookhurst Street) in Anaheim is not planned for
completion until March 1981. Accordingly, no firm impact data will be
available until March 1981. Given the impossibility of collecting hard
data, a comparison was made of the planning processes for three large
scale construction projects similar to the Brookhurst Street pilot project.

The conclusions contained in this case study have been drawn from the

application of similar criteria to all four projects,

The city's recent Ball Road project was similar to the Brookhurst
Street project in terms of its overall cost, level of construction dif-
ficulty, number of property owners affected, and so forth. In a compara-
tive sense, however, the Ball Road project was seriously affected by just
the kind of situation that the APP process is designed to overcome. A
major and costly revision to the construction plans for this project was
caused by a single property owner who marshalled enough support among
other poorly informed property owners to cause the City Council to

drastically change construction plans.

The point here is that because the property owner did not have a
significant opportunity to attend public hearings, talk with city
planners, or have other contact with the city, he did not have a proper
understanding of the parameters of the project or the true impact of
construction on his property. This poorly informed citizen, who marshalled

political support, was felt to have been singularly responsible for the
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added cost to the project of six weeks delay and additional design

costs.

- It is contended that the early citizen involvement aspect of APP
will prevent such delays and added costs for the Brookhurst Street pro-
ject. 1In fact, at the first Brookhurst public hearing (thoroughly adver-
tised in accordance with the APP plan) a large citizen turnout was
realized. The relatively minor complaints of these property owners were
incorporated directly into'early design plans suggesting an early elimina-

tion of costly roadblocks to construction.

Anaheim's Katella Avenue project was also similar to the pilot
project. Interestingly, the Katella project was beset by costly delays
blamed on inadequate advanced coordination with the regional gas utility
(51 days lost) and even the city's own water department (15 days lost in
addition to paved over watér valves necessitating later excavations).
Again, it is contended that the APP-planned Brookhurst project will not
have such problems because appropriate and timely coordination with
utility companies is performed well in advance of final design and actual
construction. In fact, advance planning for the Brookhurst project pointed
out to the Southern Pacific Railroad that the pilot project would affect
one of their rail crossings--one even their own maps didn't indicate. This
early warning may have saved later costly construction delays and/or

redesigns for the pilot project.

Fairmount Boulevard was the third similar street improvement project
used for comparison. This was a very complex project, perhaps somewhat
more so than the APP pilot project. Nevertheless, in the opinion of the
planning staff, a lack of adequate advance planning was blamed for exten-
sive, time consuming design revisions (e.g., to accommodate water lines,
and gas lines not known of). As with the other comparison projects,
hindsight suggests that had the APP process been in use during the plan-
ning and design phases these particular planning, coordination, and
design problems would have been prevented. It is concluded that large

time and cost savings would have resulted.
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All of these conclusions regarding cost savings are adequately
supported by the available data, the opinion of APP project staff and
those of individuals associated with the comparison projects. However,
Tt must be reiterated that the pilot construction project is still in the
planning stage. It is possible that the APP process could backfire--
early substantive involvement of citizens could result in the city
organizing opposition against itself. It is also possible that other
unforeseen problems will occur; therefore it remains to be seen whether
Murphy's first law will be borne out during the remaining stages of the

Brookhurst project--in complex projects whatever can go wrong, will.

Citizen Reaction/Satisfaction

Citizen satisfaction is an important measure of APP's ultimate
usefulness. Citizen complaints to their elected representatives regard-
ing the intent or methods of street improvement are reported by public
works professionals to be the most prominent cause of costly project
cancellations, delays and/or redesigns. A major objective of the APP
process is to ensure early and continual contact with property owners and

thereby minimize costly redesign problems and attendant delays.

The available evidence indicates that APP-planned public hearings
for the pilot project were much better attended than hearings held for
the comparison projects. While the Ball Road project turned out only 9
percent of the affected property owners and the Fairmount project turned
out only 17 percent and 42 percent in two hearings, the APP-planned

Brookhurst Street project's hearing and property owners' meetings turned

out approximately 90 percent of the affected property owners. (The
Katella Avenue project embodied a written citizen survey. Sixty-three
percent of affected property owners responded--there were no public hear-

ings on this project.)

While citizens asked for and received some promises of design
changes, observers at these meetings felt that property-owner comments
were clearly based on more accurate information and that they were

certainly more timely than the norm for projects not planned under the

20



APP process. This suggests that APP has demonstrably achieved its ob-
jectives relating to improvement in coordination with affected

property owners.
-

Political/Management/Employee Reaction

Reaction to APP has been determined by an analysis of opinions
solicited during formal interviews with appropriate management and oper-
ations personnel. Management and operations personnel in Anaheim consis-
tently rated the APP process significantly superior to traditional methods
of planning for street improvements. This higher rating by the city's

professional staff was with respect to the extent to which APP improved:

e Internal office coordination

e Coordination with citizens

@ Coordination with other poiitical jurisdictions

® Coordination with publicly .-and privately owned utilities

® Planning (i.e., by eliminating roadblocks to easy design
and construction)

e Vehicles for citizen input.(i.e., public hearings and letters).
Predictably, APP was also consistently rated significantly higher in
terms of its:

e Relative complexity (i.e., APP is an advancement of traditional

planning processes; therefore it is viewed as more complex)

® Relative expensiveness (i.e., as an advancement, APP results in

additional costs; interviewees assumed that costs would be more
than offset by later savings)
Lastly, management and operations personnel rated APP as significantly
more comprehensive than traditional planning approaches (i.e., the APP
process was felt to positively affect all stages of a project--planning,
design, construction--while traditional planning has a less lasting
effect on a project's later stages). This observation seems valid given

the network approach of APP to coordinating all phases of a project.
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LETTERS OF NOTIFICATION TO PROPERTY OWNERS
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CITY OF ANAHF.IM, CALIFORNIA

March 21, 1977

Dear Property Owner:

Brookhurst Street from Xatella Avenue to Guinida Lane
is being considered as a future improvement nroject by the
City of Anaheim. :

As you may already know, Brookhurst Street north of
Cuinida Lane has been improved for traffic flow and the City
of Garden Grove is currently in the process of an improve-
ment south of Katella Avenue. With the anticipated increase
in traffic, this major north-south street will require improve-
ments in the near future within the limits mentioned above.

The purpose of this letter is two-fold; first, to
request suggestions from you as property owners as to what
your thoughts might be regarding the improvements needed,
and secondly, to acquaint you with a new program within the
Public Works Department of the city. This program has been
implemented to develop advance planning for street modifica-
tions and/or improvements. The program is aimed at improving
the planning, scheduling and control of street improvements
so as to minimize inconvenience to the public and other
community impacts.

"Other community impacts' is one item to which we will
devote a great deal of time and study. To this end, it is
our desire to solicit from you and the other property owners
within the area considered, ideas and suggestions which can
be used to solve the many pnroblems which will arise if such
a project is undertaken.

It is our desire to contact each of you personallv for
a detailed discussion of the project. This can be done
either individually or as a group. Please bear in mind that
our initial intent is to acquire as much input from the
people involved before 'project planning" is started.
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Enclosed is a orepaid addressed envelope for your
convenience. Please feel free to contact us with your
suggestions and/or recormendations.

Sincerely,

Robert G. Herr

\
MZ -
Villard D. Tullock TI

B

N

J .ry «Z Crabil

Innovative Projects Program
114 S. Claudina Street

Anaheim, California Q2803
(714) 533-5773 or 532-5774
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CITY OF ANAHEIM, CALIFORNIA

April 29, 1977

Dear Property Owner:

There will be a meeting in the Council Chambers at the City
Hall, 204 E. Lincoln Avenue, on Monday, May 16, 1977 at

7:00 p.m. to present proposals for the future improvement

of Brookhurst Street from Katella Avenue to Guinida Lane.
Several proposals will be presented with discussion to follow.
This notification is being mailed to all property owners
adjacent to the project site.

We hope that you will nlan to attend.
Pespectfully,

R b v

Robert G. Herr
Innovative Projects Program

RGH:wh
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CITY OF ANAHEIM, CALIFORNIA

Dear

We wish to thank you for your attendance at the property
owner meeting on May 16, 1977. Your participation combined
with that of approximately 65 other people has contributed
to the success of one of the goals of Innovative Projects -
namely, input from the project impacted community.

A recap of the meeting will not be discussed in this
letter due to the fact that the amount of topics raised in the
meeting makes such a discussion prohibitive.

As was mentioned, our next step is a meeting with
management. Citizen reaction and comments from the meeting
will be discussed in detail followed by subsequent action which
hopefully will lead to solutions of most of the problems
connected with the improvement of Brookhurst Street.

We will be in the process of preparing alternatives to
the proposals based on the comments from the people in
attendance. Again, we are in a preliminary planning stage.
If you would like to come into our offices or call for more
discussion you are welcome to do so.

Indications from the meeting are that another meeting may
be desireable. - As before, you will be informed well in advance
as to the time and location.

Sincerely,

R Jbwr-

Robert G. Herr
Innovative Projects Program

RGH:JLC:wh
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CITY OF ANAHEIM, CALIFORNIA

June 20, 1977

Dear Property Owner:

The purpose of this letter is to keep you informed as to the
progress of the Brookhurst Street project. You will find at
the end of this letter a description of the proposed new curb
line in relation to the existing curb line in front of your
home or business. At the first property owner meeting it
was evident from those in attendance that one of the main
concerns was the location of the proposed curb line.

At our last meeting with management, your comments, questions
and reactions resulting from the property owner meeting on
5-16-77 were reviewed and discussed. As a result of this
meeting on 6-7-77,a meeting was held with the County of Orange.
They are aware of the problems in the project area and have
indicated to us their willingness to participate in the
improvement of Brookhurst Street. Proposals A, B and C were
presented to them. Again, all aspects of the proposals were
discussed as well as the results of our first property owner
meeting. Because of the amount of family-home relocations
required and associated costs with Proposal 'C'", Proposal "B"
was generally agreed to be the most desireable.

The next property owner meeting will be on July 11, 1977 at
7:00 p.m. in the Council Chambers of the City Hall.

A description of the proposed mew curb location is shown
below. If you have additional questions, please contact us
at 533-5773 or 533-5774.

Very truly yours,

/m.{. Ll

erry L47;¥abi11
Innovative Projects Program

JLC:wh
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WEST SIDE OF BROOKHURST STREET

O

From approximately 140' north of Guinida Lane to Harriet
Lane - Proposed curb would be ten (10) feet back of
existing curb.

From Harriet Lane to Cerritos Avenue - Proposed curb would
be twelve (12) feet back of existing curb.

From Cerritos Avenue to Pacific Avenue - Proposed curb
would be twenty (20) feet back of existing curb.

From Pacific Avenue to approximately 150' south of Pacific
Avenue - Proposed curb would be twelve (12) feet back of
existing curb.

From approximately 150' south of Pacific Avenue to
approximately 150 feet north of Midwood Lane - Proposed
curb would be seven (7) feet back of existing curb.

From 150' north of Midwood Lane to Midwood Lane - Proposed
curb would be eight (8) feet back of existing curb.

From Midwood Lane to Katella Avenue - Proposed curb would
be eight (8) feet back of existing curb.

EAST SIDE OF BROOKHURST STREET

L.

From Guinida Lane to approximately 150 feet south of
Harriet Lane - Proposed curb would be seven (7) feet back
of existing curb.

From approximately 150 feet south of Harriet Lane to
Southern Pacific Railroad - Proposed curb would be twelve
(12) feet back of existing curb.

From Southern Pacific Railroad to Midwood Lane - Proposed
curb would be two (2) feet back of existing curb.

From Midwood Lane to Katella Avenue - Proposed curb would
be five (5) feet back of existing curb.
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CITY OF ANAHEIM, CALIFORNIA

June 30, 1977

Dear Property Owner: °

Our records indicate a change in ownership of some parcels on
Brookhurst Street since we mailed out the first letter regarding
the Brookhurst Street improvement.

We are enclosing a copy of the first three letters for your
information. You will notice in the third letter the date for
the next property owner meeting.

We hope that you will plan to attend if possible.

Very truly yours,

W.0. Q>

Willard D. Tullock II
Innovative Projects Program

WDT :wdt
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CITY OF ANAHEIM, CALIFORNIA
September 22, 1977

Dear Property Owner,

The purpose of this letter is to update you with regards to the
Brookhurst Street Improvement Project.

We have recently let a contract for the preparation of an
Environmental Impact Report (E.I.R.). The report will be submitted
in accordance with guidelines established by the City of Anaheim

to implement the California Environmental Quality Act as well

as the State of California "Guidelines for Implementation of the
California Environmental Quality Act of 1970."

The report will be concerned only with that directly affected by
the project. Topics that are generally discussed in an E.I.R.
include: Physical, Biological and Human Interest Characteristics;
the impact of the project on the Physical, Biological and Human
Environments; the adverse affects on the above and their possible
mitigation measures.

Please contact us if you desire additional information.

Very truly yours,

s -
‘f,//,.,/ _ e _// S g
Sl T e el T

Jerg; L.‘b;abill
Innovative Projects Program

JLC:rx
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CITY OF ANAHEIM, CALIFORNIA

November 8, 1977

Dear

Our records indicate that there has been a change in ownership of some
parcels on Brookhurst Street.

As you know, Brookhurst Street north of Guinida Lane has been improved
for traffic flow and the City of Garden Grove is near the completion of
their project south of Katella Avenue. With the anticipated increase in
traffic, this major north-south street will require improvement in the
near future within the limits mentioned above (Guinida Lane to Katella
Avenue.)

The purpose of this letter is to inform you of the City of Anaheim's
intent to improve Brookhurst Street within the above limits. Since
March of 1977, we have been incontact with property owners via telephone,
letters personal contacts, and public meetings.

This letter is of course very brief and I am certain you have additional
guestions. Our office is located at 114 South Claudina in Anaheim

and our phone numbers are 533-5773 and 533-5774. Please come in or phone
if you desire additional information.

Very truly yours,
.-
< r’}',-.- - - ?//‘/I
l/.(-'.'/—'i/ P22 L Rl A

; =

gt £
Jerry L. Crabill
Innovative Projects Program

JLC:rr
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CITY OF ANAHEIM, CALIFORNIA

November 15, 1977

Dear Property Owner:

The purpose of this letter is to inform you of the regular
meeting of the Anaheim Planning Commission.

The Environmental Impact Report concerning Brookhurst Street
from Guinida Lane to Katella Avenue will be discussed under
Item 3a, "Environmental Impact Report No. 210 - Brookhurst
Street Widening."

The meeting will be held in the City Council Chambers, 204
East Lincoln Avenue, at 1:30 P.M. on November 21, 1977.

It is tentatively planned that the E.I.R. will be placed on
the City Council Agenda Tuesday, November 29, 1977.

/r"‘) » .’/.
% 0 e

b /s
Robert G. Herr
Innovative Projects Program
(714)533-5773

L
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CITY OF ANAHEIM, CALIFORNIA

December 6, 1977

Dear Property Owner: -

The purpose of this letter is to inform you of the regular
meeting of the Anaheim City Council.

The Environmental Impact Report for the proposed improvement
of Brookhurst Street from Guinida Lane to Katella Avenue was
reviewed and approved by the Anaheim Planning Commission on
November 21, 1977. This report will be submitted to the
City Council at their regular meeting for final review and
discussion.

The meeting will be held in the City Council Chambers, 204 E.
Lincoln Avenue starting at 1:30 P.M. on December 13, 1977.

If you have any questions, please don't hesitate to contact
any of the Innovative Projects Program Staff.

Very truly yours,

% : .
LAH* C)- Lﬂxru(_iz__._
Willard D. Tullock II
Innovative Projects Program

(714) 533-5773

WDT:rr
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CITY OF ANAHEIM. CALIFORNIA

Office of City Clerk
204 East Lincoln Avenue
(714) 533-5626

December 14, 1977

NOTICE

NOTICE 1S HEREBY given that the Anaheim City Council will hold a public
hearing on Tuesday, December 27, 1977, commencing at 7:00 P, M., in the
Council Chamber in City Hall, 204 East Lincoln Avenue, Anaheim, to fur-
ther discuss the

Proposed widening of Brookhurst Street
from Guinida Lane to Katella Avenue.

All interested parties are invited to attend said meeting and express
opinions on the proposed project.

Further information may be obtained at the office of the City Clerk, 533-5626,
or Innovative Projects Program, 533-5773.

BY ORDER OF THE CITY COUNCIL
OF THE CITY OF ANAHEIM

LINDA D. ROBERTS, CITY CLERK
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CITY OF ANAHEIM, CALIFORNIA

January 5, 1978

Dear Property Owner:

The purpose of this letter is to update you with regards to the
Brookhurst Street Improvement Project.

The Anaheim City Council, held a Public Hearing on Tuesday,
December 27, 1977 to discuss the project. As a result of this
meeting the City Council decision was to approve Proposal "C",
which is the full 120 foot wide right of way. The stipulation
by Council is that all necessary right of way to be acquired
will be from the west side of Brookhurst Street. This will
require the acquisition of thirty (30) full take parcels and
nine (9) partial take parcels. No right of way will be
acquired from the east side of Brookhurst Street.

The Proposal was submitted to the County of Orange on
January 3, 1978. If the project is approved by the County,
right of way negotiations will probably begin in July, 1978.

If you have any questions, please contact any of the Innovative
Projects Program Staff.

Very truly yours,
‘...H/l .I. “--’/ /. ]
& & et
Robert G. Herr
Innovative Projects Program

(714) 533-5773

RGH:rr
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Government Capacit

There are five overview booklets available from HUD
that tell about this and other ideas developed and tested
in the eighteen HUD-funded projects aimed at improving
productivity in state and local government:

e Practical Ideas for Small Governments Facing
Big Problems tells how local governments have
designed energy conservation programs, personnel
management and purchasing systems, have introduced
performance menasurement and cost accounting,
have improved permit application and licensing,
and have devised a way to plan for large street and
road projects.

e Practical Ideas for the Government That Has
Everything—Including Productivity Problems
describes ideas for solving problems affecting service
efficiency or effectiveness, or employee morale.
Street repairs, park maintenance, street and alley
cleaning, and permits and licenses are some of the
subjects.

* Practical Ideas on Ways for Governments to
Work Together describes four intergovernmental
projects and one public-private project. Subjects include
joint provision of services, a successful environmental
review team, energy conservation, personnel
management, purchasing, developing cost accounting
and performance measures, and drawing on the
management experience available in the private
sector.

e Practical Ideas for Governments Facing Planning
and Scheduling Problems describes ways of coor-
dinating public services and citizen responsibilities
to improve services to a neighborhood, a method
for planning large public works projects, a way of in-
stituting quality control in parks maintenance, an
information system designed for parks, methods for
scheduling shift work equitably, and ways of
locating emergency and leisure service facilities.

e  Summary of Productivity Improvement Projects
describes each of the eighteen projects carried out
and lists over eighty of the documents produced on
the projects.

A free copy of each can be obtained by writing to Division of Product Dissemination and
Transfer, Assistant Secretary for Policy Development and Research, Department of Housing
and Urban Development, Room 8124, 451 7th Street, S.W., Washington, D.C. 20410.
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