FHWA required Initial Financial Plan for projects

with total cost of $100 to $500 million
General guidance:
For projects < $500 million, treat as “just a large construction project” - per FHWA

(Over $500 million warrants a more detailed Financial Plan and a Project Management Plan)
While not “approved” by FHWA, an unacceptable Financial Plan could delay project
Submit around PS&E to resolve any questions before advertising deadline

Write the Financial Plan so a non-engineer can clearly understand how this will go
Provide only the key pieces of information – light on details and back-up
Document (in writing) what is known about the project – the highlights of the plan, 
the known risks, and the strategies to be used to manage risks over time
Use Excel spreadsheets to create all tables and then paste into Word document !!

(using tables in Word will make your work harder as you edit, change numbers)

OUTLINE
Note:  headings for sections within plan are in BOLD print

Cover page:
· Name of project

· Federal Project ID # and State Project ID #

· City ID #  (for locally let)

· “Initial Financial Plan,” and Month / Year

· Provide photograph (current condition)
· “Submitted to:…”  and  “Submitted by:….”

INTRODUCTION:

· Describe existing location, highways involved, significance to system, etc.

· Exhibit 1: Project Location - provide a map
· Exhibit – can provide other photos

· Explain the need for the project – what is the desired outcome?  Could include EIS purpose and need.
· Summarize main work to be done (details could go in Section 2)


PROJECT TIMELINE
· Note key approvals to date:  Design Approval, NEPA determination, etc.
· Construction details:  let date, # of contracts, duration of construction, etc.
SECTION 1 – CURRENT COST ESTIMATE
BOTTOM LINE:  Describe how we are being fiscally responsible

· Important to be consistent in how $’s are presented here and rest of FP
· Here you list all costs 
(design, ROW, construction, CI, constr. support, RRFA)
· Split between “TO DATE” and “FUTURE” costs

· Rest of IFP is “FUTURE” costs only (which will be updated annually)

· So consider the annual updating of the budget, using actual to-date expenditures, will be reported on using construction/accounting tools



So choose simple categories that can be readily tracked over time

· Estimates as of PS&E (to date, future, total cost)

· What was used to start defining unit costs?

· ESSENTIAL:  Explain assumptions used to inflate costs to mid-point of construction or to year-of-expenditure $’s.  If special adjusted inflation rates were applied to specific items, specify the rates.
· Exhibit  “Total Project Costs and Fund Shares (in M’s of $’s)” 

· rows = categories, columns = shares  

· MAKE SURE THEY ADD BOTH WAYS!!  (use Excel)
· State if there is/is not a “contingency” and how cost overruns will be met while under construction – i.e. how do we deal with OOC’s?

SECTION 2 – IMPLEMENTATION PLAN
· Describe the primary factors that influenced design / implementation plans

· Present the schedule for completing the project

(lots of detail is not required; provide what is important to convey)


PERMITS / NECESSARY AGREEMENTS
· What are the critical agreements, permits, right-of-way acquisitions, etc.?
· Acknowledge how much is in place; specify critical ones that are in hand

· For each one not yet in hand, describe situation and plan for



resolving the situation prior to award


MANAGING THE PROJECT
· Describe measures that will be used to monitor progress and intervene if 
costs or schedule starts to slip

· Will a Critical Path Method (CPM) be used?  Updated how often?
· How often will contractor meet with NYSDOT  (or NYCDOT)?  

· How will cost or schedule changes be approved?
SECTION 3 – PROJECT FINANCING AND REVENUES
***  Sections 3 and 4 need to be written by program mgmt staff (MO and reg)
in coordination with regional design staff    ***
Also use these descriptions of fund commitments accurately:

· “Planned” or “Programmed”: use when describing initial identification of funds up to what is on the TIP/STIP

· “Authorized”: use of funds approved by FHWA 

· “Obligated”:  portion of Federally authorized funds

When requesting “Advance Construction” (AC) of the project, we are requesting that funds for the whole project be “authorized.”  Starting with $0 “obligated,” the AC will be “converted” to “obligations” as bills are paid over time.   (See Section 4.)
NOTE!  For Sections 3 and 4, you are addressing the “FUTURE COSTS” only, 





which includes Construction, CI, CSS, etc.

· Identify all funding sources

· Confirm costs in Section 1 match TIP/STIP and request for authorization *
· For Federal funds, acknowledge project eligibility for that type of Fed Aid


     (Ex: using HBRR funds, confirm and acknowledge that all BIN’s are HBRR eligible)
· Specifically cite the project is on the TIP (“a fiscally constrained plan”)
· Shares other than Fed-aid:  describe sources, amounts, limits on use, etc.
· Exhibit “Program Funding Summary (in M’s of $’s)”
· ESSENTIAL:  Describe how capital program has the capacity to absorb
 possible HIGHER PRICES AT BID
SECTION 4 – CASH FLOW
BOTTOM LINE:   FHWA wants to know when they will be obligating $
As a rule, all projects are being progressed using Advance Construction (AC).  What needs to be modeled here is when bills will be received by NYSDOT Accounting Bureau and then “converted” from AC to “obligation.”  So when using AC, Federal reimbursement of costs = when obligated.
· Specify if progressing with Advance Construction (almost all projects are)
· Calculate annual spending (all funds) through end of contract
Using Federal Fiscal Year  (e.g.  10/1/08 – 9/30/09 is FY 2009)
· Be sure your start and end FY align with project start/end dates plus billing considerations
Keep in mind that the annual updates will require you to compare actual cash flow to the projection, explain major variations, and describe how “the project is  X % complete.”   So make a thoughtful estimate of the likely cash flow.
For NYSDOT let projects, make one table showing rate of spending per FFY.

For NYC let projects, need two step calculations.  Make two tables:

· Exhibit  “Projected Expenditures by Federal Fiscal Year (in M’s of $’s)”
Showing the anticipated pace of billing charged to all shares
· Exhibit  “Advance Construction Expected Conversion (in M’s of $’s)”
Showing just the cash flow against the Federal share

For NYC let, allow 6 month lag in submitting bills to NYSDOT
SECTION 5 – OTHER FACTORS

BOTTOM LINE:  FHWA will be expecting to see if you document what they already know are the critical issues for this project coming in as planned.

· Acknowledge the major sources of concern for scope, cost and schedule
· Examples:  factors that may escalate bid prices, inflation, maintenance & protection of traffic, unexpected field conditions, design changes during construction, any existing lawsuits, etc.
· For each one, what is the plan to minimize and/or be prepared for the risk?
· We can ask FHWA in advance what they are expecting to see in report


FINANCIAL PLAN UPDATE
· Set schedule for the future annual updates

