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INTRODUCTION TO THE CAPITAL BUDGET AND 
FIVE YEAR CAPITAL PROGRAM 

 
 
Capital Planning Process 
 
Westchester has had a formal five-year capital program planning process in place since the adoption of the County Charter in 1939. 
 
Section 167 of the County Charter provides: "Not later than May 1st of each year the head of each department, institution, office and agency of the 
County government shall furnish to the Budget Director, the County Planning Board, and the Capital Projects Committee, detailed estimates of any 
capital projects which the head of such department, institution, office or agency believes should be undertaken within the next five fiscal years." 
 
To this list of capital requirements the County Planning Board may add other capital projects which it believes should be undertaken within the next five 
years. Beginning in May, the Planning Board prepares recommendations regarding the physical planning aspects of each proposal however originated.  
Not later than the tenth day of September, the Planning Board submits to the County Executive, to the Budget Director and the Capital Projects 
Committee its recommendations. 
 
A nine member Capital Projects Committee is responsible for reviewing departmental requests and proposing the Five Year Plan. It is uniquely suited for 
this task by virtue of its composition. The Chairman of the Committee is the County Executive. Representing the legislative branch of the County 
government are the Chairman of the Board of Legislators and the Chairman of the Committee on Budget and Appropriations. County fiscal and physical 
planning are represented, respectively, by the Budget Director and the Commissioner of Planning. Finally, the three operating departments most involved 
in Capital expenditures are represented by the Commissioner of Public Works, Commissioner of Environmental Facilities, and Commissioner of Parks, 
Recreation and Conservation. The Commissioner of Finance acts as financial advisor to the committee and the County Attorney acts as legal counsel. 
 
In proposing a five year capital plan the Capital Projects Committee considers the feasibility of all proposed capital projects, evaluating their necessity, 
priority, location, cost and method of financing, availability of Federal and State Aid and the necessary investment in the County's infrastructure. 
 
An executive committee has strengthened the review process by an in-depth analysis of the impact of the Capital Program on cash flow and bonding 
requirements, as well as the County's ability to finance, process, design and ultimately maintain projects. The committee meets regularly throughout the 
year to monitor project progress. 
 
Upon completion and adoption, the five year Capital Program becomes a guiding framework for the Budget Director, the County Executive, the County 
Board of Legislators and the Commissioner of Finance with respect to bond sales, investment planning, and project planning by the Departments of 
Public Works and Environmental Facilities. 
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As a general rule, departments may request new projects in future years only on a "trade-off" basis, except in emergency instances. In this manner the 
planned level of cash flow/debt service/maintenance costs is not disrupted. Should particular projects experience delays -- in design, state certification, 
etc. -- other projects may be accelerated within the preset limits of appropriation and bonding authority, and cash flow estimates. 
 
The County Executive is responsible for recommending the County Capital Budget for action by the Board of Legislators. He is assisted in this task by 
the capital plan, the report of the Planning Board on the physical planning aspects of each proposed capital project and the Budget Director's 
recommendations. The County Executive must submit a Capital Budget along with the report of the Capital Projects Committee to the County Board of 
Legislators not later than November 15. 
 
The County Board of Legislators takes the final action of adopting the Capital Budget. Before acting the Board receives a report from its Committee on 
Budget and Appropriations which may include proposed changes in the budget. The Board also holds a public hearing (or hearings) on the estimates 
contained in the proposed County Budget supplemented by the Committee's memorandum of recommended changes. 
 
The Board may amend the proposed County Budget as presented by the County Executive after complying with certain procedures of notice and a 
further hearing, and subject to certain limitations. The Board of Legislators must adopt the capital budget, as well as the operating budget, for the 
ensuing year no later than December twenty-seventh. The County Executive has item veto power over increases made by the Board. A two-thirds vote 
of all members of the Board is required to override. 
 
 
Capital and Debt Policies 
 

• Capital Projects as originally defined by the Westchester County Charter are expenditures for: 
 
 Any physical betterment or improvement or any preliminary studies and surveys relative thereto. 
 
 The acquisition of property of a permanent nature 
. 
 The purchase of equipment for any public improvement or betterment when first erected or acquired. 
 
 

• Where capital expenditures are made for property they are for the purpose of acquiring parcels and buildings which may be designated 
"parkland", or parcels and buildings to be designated "general purpose."  

 
Properties designated "parkland" have been evaluated using the Parks and Open Space Policy guidelines developed and endorsed by the 
Planning and the Parks, Recreation and Conservation Boards. 
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Properties designated as "general purposes" are not encumbered by state laws controlling uses for parkland. Such properties may 
include office buildings, land to serve as buffers to existing County facilities, etc. 

 
• Priority is given to projects of a life-safety nature. 
 
• Where there has been a major deterioration of an existing capital asset, a capital expenditure will be considered if it restores and/or increases 

the original net worth of the asset. This is distinguished from normal annual maintenance expenses (e.g., lawn maintenance, or pavement 
striping) or non-recurring repairs (e.g., roof patching), both of which should be provided for in current operating budgets, financed by current 
revenues. 

 
• A bond act in excess of $10.0 million for a project, with certain exceptions as defined by law, must be approved at public referendum pursuant to 

New York Local Finance Law Section 33.10. 
 
• Projects financed by debt are to be amortized over their probable useful life as defined in state law. The County reserves the right to issue 

bonds for these projects for less than the allowed useful life. 
 

• Capital project progress is monitored throughout the year and related cash flow requirements provide the Commissioner of Finance with the 
basic information for the timing of bond sales during the year. Other factors influencing the timing of these sales are general economic 
conditions, interest rates, the timing of other governmental borrowings (federal, state) etc. 

 
• Where projects are less than $100,000 or where total costs to an existing project (cost revenues, scope changes, etc.) are $100,000 or less 

such requirements shall be funded by cash contributions from the operating budget. 
 
• Cash contributions to specific Capital projects may exceed the $100,000 guidelines, as recommended by the County Executive and the Budget 

Director. 
 

• Bond Anticipation Notes are to be used to provide funds for those capital projects which could not be sold during the fourth quarter of the 
previous year but which will require cash resources during the first three quarters of the year in which the notes are sold. These notes should 
have maturities of less than a year and should be converted to long term debt during the fourth quarter of the year in which they were sold. 



INTRODUCTION TO THE CAPITAL BUDGET AND 
FIVE YEAR CAPITAL PROGRAM 

 
 

• Bond Anticipation Notes may also be used to provide interim financing of capital projects when market conditions are not favorable for the 
issuance of long term bonds. In the event that Bond Anticipation Notes are issued for this purpose, provision should be made in the succeeding 
year's operating budget to paydown the equivalent first year's principal amortization which would have been paid if bonds had been issued 
instead of the Bond Anticipation Notes. The timing of this first payment may be changed pursuant to provisions of state law. 

 
• Advance Planning Bonds may provide funds for planning costs associated with future capital projects. These bonds (or bond anticipation notes) 

may be used to finance the preparation of surveys, preliminary plans and detailed plans, specifications and estimates necessary for planning 
and design of a future capital improvement. This would enable the County to fully comply with the mandates of the State Environmental Quality 
Review Act. It conforms to required procedures that authorize financing for environmental reviews, project scoping, and other related planning 
expenses in one stage, followed by subsequent authorization of financing for full project costs in the second stage, after completion of such 
reviews. It permits advancement of funds from cash on hand to these projects in order to complete studies, etc., with the intention to 
subsequently amend the Act and provide for bonding to cover full project costs. Advance Planning Bonds would be retired in five years. 
Amortization payments, to the extent possible, are scheduled to be made in each fiscal year after the second payment of County real property 
taxes in order to minimize impact on cash flow. 

 
• Amortization payments, to the extent possible, are scheduled to be made in each fiscal year after the second payment of County real property 

taxes in order to minimize impact on cash floe 
 
The Following three charts reflect: 
 

• The proposed capital budget by charter defined category of expenditure. 
 
• The proposed capital budget by programmatic area. 

 
• Theoretical Financing 

 
 
 
 
 
 
            Anne N. Reasoner 
            Budget Director 
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ADOPTED BUDGET The budget plan for the next fiscal year which has been formally approved by a majority vote of the County Board of 

Legislators. 
 
ALLOCATION A control process which draws funds from the project  appropriation to the specific sub-account(s) where expenditures 

will be incurred (i.e. engineering, construction, etc.). 
 
APPROPRIATION An authorization granted by the Board of Legislators to make expenditures and to incur obligations for a specific project.  

Appropriations are limited in amount. 
 
BANS (BOND Short term notes issued by a governmental unit, usually for capital 
ANTICIPATION projects, which are paid off prior to the issuance of long term bonds. 
NOTES) 
 
BOND ISSUE A general term referring to borrowings of local governmental subdivisions such as village, county etc.  Written evidence 

of the obligation to repay a specified principal at a certain date with interest. 
 
BOND A process whereby the voters of Westchester are given the opportunity to 
REFERENDUM approve or disapprove a proposed issue of municipal securities.  County Charter requires a public referendum when the 

amount of the proposed bonding for a project is in excess of $10 million. 
 
BOND An attorney-specialist that provides legal advice to insure that the  
COUNSEL County is authorized to issue proposed bonds, and has met all legal and financial requirements. 
 
CAPITAL BUDGET The annual spending plan for major physical improvements and construction projects, generally having a useful life of 5 

years or more.  It provides project details, project priority ratings, costs and funding source(s). 
 
 The Capital Budget is a portion of the total County Budget for the coming fiscal year.  It represents the first year 

implementation of projects in the five-year Capital Program.  It is paid for by County bonds, cash to capital, and non-
County or non-District Shares (federal or state aid, or private shares). 

 
CAPITAL PROGRAM The five-year program for major physical improvements and construction projects.  The Program is determined by 

criteria evaluating the need, scope and fiscal impacts of the proposed projects.  The first year of a Capital Program 
becomes the proposed Capital Budget for the next fiscal year. 
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CAPITAL PROJECT Major projects requiring the expenditure of public funds, over and above annual operating expenses, for the purchase, 

construction, or replacement of physical facilities or other fixed assets of the community.  Capital projects are normally 
large-size, costly, have a long useful life (i.e. 5-40 years), are bondable, and are fixed in one specific location. 

 As a general rule, equipment is not capitalized except where, as incidental to a new building, for example, original 
furnishings are provided.  In certain instances, however, where individual items of equipment are over $100,000 they 
may be capitalized as is the case with heavy motor equipment and high tech lab equipment. 

 
CASH TO CAPITAL An appropriation in the operating budget that partially supports the Capital Budget.  Where projects have been bonded 

and final costs exceed original total bond authorizations, these overruns are generally "cashed up" as well.  Together 
with debt service these payments are funded by the operating budget. 

 
COUNTY OR DISTRICT The amount of funding required from general County resources  
SHARE (i.e., property or sales taxes), after all revenue sources attributed to operations of a department or division are 

subtracted from total appropriations or expenditures.  The County share is funded by cash to capital and/or the issuance 
of bonds. 

 
NON COUNTY OR  Funding for the Capital Budget provided from other than County 
DISTRICT SHARES resources:  State or Federal Aid or grants e.g., for sewer and water districts, airport projects; municipal contributions, 

eg., road projects; or private shares, e.g., parking projects.  For airport appropriations, the term used is “Non-Airport 
Special Revenue Shares”.  For district appropriations, the term used is "Non District Shares". 

 
DEBT LIMIT The New York State Local Finance Law limits the amount of indebtedness that a county can contract for any purpose or 

in any manner, including existing indebtedness, to 7% of the full real estate valuation (Average last five years).  The full 
real estate valuation is established by the State. 

 
DEBT SERVICE The principal and interest payments for obligations incurred by borrowings to finance capital projects.  These payments 

are similar to mortgage payments on a home.  Funding for these payments is included in the operating budget. 
 
EARNINGS ON  This represents the interest earned on the investment of funds borrowed  
INVESTMENTS for capital projects.  Such borrowed funds are invested until they are needed to pay project costs.  The income from the 

temporary investment of funds is a function of both prevailing interest rates and the amount of cash available for 
investment.  Interest use is restricted to debt retirement, and interest earnings are regulated by the Internal Revenue 
Service. 
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ENCUMBRANCE An obligation in the form of a purchase order, contract or other commitment which is chargeable to an appropriation 

subaccount and for which a part of that appropriation is reserved prior to incurring the liability and prior to the actual 
expenditure of funds. 

 
ENVIRONMENTAL The generic term for environmental procedures and review required under  
REVIEW State law before any agency of local government carries out, funds or approves an "action."  Actions include physical 

activities such as construction; planning and policy making which commit the agency to a definitive course of future 
actions; and, acts such as adoption of rules, regulations, local laws, codes, ordinances, executive orders and resolutions 
that may affect the environment. 

 
EXPENDITURE An actual cash outlay for the acquisition or betterment of a capital asset. 
 
RESERVE FOR BONDED When funds borrowed for a capital project exceed the final project cost, 
DEBT, "CAPITAL the balance must be applied to retirement of debt on the project.  If there 
RESERVES" is no remaining project debt, the balance can be applied to the County's annual operating cost with legislative approval. 
 
 This revenue varies considerably from year to year depending on the number of capital projects completed and the 

balances remaining in the projects closed out. 
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