Memorandum
	To:
	Pittsburgh City Council

	From:
	Dept. of City Planning, HR&A Advisors, urban American City, Common Cause Consultants, Sasaki, Grayscale Collaborative

	Date:
	December 14, 2023

	Re:
	Overview of Comprehensive Planning and Financial Implications


Dear City Councilmembers,
As we move toward the consideration of a contract for the comprehensive planning initiative ( 2023-2275 and 2023-2276), this memorandum aims to shed light on key financial considerations and the intrinsic value of this project. Comprehensive planning stands as a foundational investment for the city, projecting a roadmap for sustainable growth, equitable development, and efficient resource utilization. 
This memo addresses questions regarding the cost-effectiveness of the comprehensive plan, comparative expenses, proven returns on investment in other cities, the broad-reaching benefits across multiple agencies, and the significance of a robust engagement process, including a breakdown of the engagement budget allocation. Specifically, this memo addresses and is organized around the following questions:
1. How does a comprehensive plan generate long-term cost savings for the City?
2. Why is this comprehensive plan more expensive than other cities?
3. What are some examples of successful returns on investment from comprehensive planning efforts in other cities?
4. What are the specific advantages of the comprehensive plan for agencies beyond the Department of City Planning?
5. How is the engagement budget allocated for this initiative, and what justifies the need for an extensive engagement process that compensates residents as well as neighborhoods?
How does a comprehensive plan generate long-term cost savings for the City?
The comprehensive planning process serves as a cost-saving mechanism for Pittsburgh in the long term.
· Allocation Guidance for Capital Investments: The comprehensive plan will guide the City in effectively allocating capital investments, enhancing spending strategies, and prioritizing areas of need. One of the key outcomes of Boston’s comprehensive plan, Imagine Boston 2030, was the re-prioritization of the City’s capital investments in schools, roads, bridges, bike lanes, and libraries.
· Optimization of City-Owned Land: The comprehensive plan provides clear directives within the plan for how the use and disposition of city-owned land will address both citywide and community-specific needs including advancing affordable housing goals.
· Strategic Investment Alignment: By providing directives for where and how private, philanthropic, and federal investments, the comprehensive plan will ensure alignment with the City's overarching goals, optimizing resources for sustainable development.
· Informed Decision-making During Financial Challenges: Comprehensive plans, such as the Detroit Future City Systems element, have demonstrated the power of the comprehensive plan in supporting City leadership prioritizing City dollars during periods of financial constraint – enabling the restructuring of city operations to prioritize provision of essential services and investments.
· Mitigation of Costs Associated with Piecemeal Planning and Creating Market Predictability: The Future Land Use Map and associated use regulations, together with refinement of the neighborhood planning process procedures, will streamline and reduce the current cost associated with neighborhood plans, plan variances and spot zoning efforts, reducing staff time and associated costs, while increasing market predictability. It establishes a foundational baseline for more efficient neighborhood planning and is a critical precursor to a forthcoming citywide zoning overhaul. DCP’s analysis suggests that by investing in a comprehensive plan that incorporates these vital components, the city stands to save an estimated $1.8M in the long term. Additionally, our model expedites the planning process, positioning Pittsburgh five years ahead in its developmental trajectory.
Why is this comprehensive plan more expensive than other cities?
The following points outline key factors contributing to the comparative cost of Pittsburgh's comprehensive plan in relation to other cities.
· Pioneering vs. Updating Comprehensive Plans: It's essential to note that Pittsburgh is embarking on its inaugural comprehensive plan while other cities are updating existing plans. This inaugural endeavor involves establishing a foundational framework of elements and procedures that set the stage for Pittsburgh's future equitable growth, necessitating comprehensive components previously absent. The comparatively higher cost reflects the required time and effort to create an inaugural plan. 
· Innovative Components of Pittsburgh's Plan for Efficacy and Impact: Our comprehensive plan incorporates elements and strategies that do more than recently completed comparable comprehensive plans. For example Chicago’s Citywide Framework does not include a Future Land Use Plan/Map, an essential element for guiding both preservation and growth in neighborhoods throughout the city.  Additionally, our proposal includes a Plan Implementation Strategy element and recommendations for an agency accountability system to measure progress and outcomes.  These elements far exceed the standard components found in other city comprehensive plans (see detailed list of deliverables below). 
· Expansive Public Engagement Process: Our research and conversations with cities that have just completed or are in the midst of comprehensive planning processes have shared the importance of an expansive engagement process. The idea of engagement via town hall meeting is a thing of the past - it does not meet a multitude of stakeholders where they are. Extra efforts will be put in place to meet the schedules and needs of working families, business owners, people with disabilities, non-English speakers, young people and other hard to reach communities. Technology plays a significant role in engaging people as well as synthesizing the qualitative and quantitative data emerging from public events and activities. Additionally, community residents and groups, regional non-profit organizations and small businesses will act as “mini-subcontractors” to the Public Engagement team in an effort to reach a broad swath of the community. 

Once other cities have implemented a Comprehensive Plan, how have their departments implemented this plan? What are some examples of successful returns on investment from comprehensive planning efforts in other cities? 
Numerous cities across the country have seen significant implementation efforts and returns on investment stemming from their comprehensive planning initiatives. In particular, here are a few examples where initiatives born from comprehensive plans have successfully attracted private and philanthropic capital and enabled transformative zoning and development work. 
· In Washington DC, the Comprehensive Plan set in motion the city’s first inclusionary zoning policies and related zoning, increasing the production of affordable housing throughout the city, including neighborhoods where housing affordability was not present.88
· Additionally, the Plan established policies for the role and disposition of publicly owned land to catalyze neighborhood investment in a manner that advances key citywide and community benefit goals of MWBE equity participation, affordable housing, neighborhood serving uses as well as developer financial contributions that helped to grow the city’s Housing Trust.
· In Detroit, the comprehensive plan enabled an investment by the Kresge Foundation in a collaboration with the local community foundation to establish Motor City Match, an investment fund for financially supporting local Detroit  entrepreneurs, with a specific interest in women and African American business owners. 
· Also in Detroit, the City partnered with the private sector to fund the stabilization of neighborhoods experiencing the most chronic challenges due to vacant and abandoned properties.
· Additionally, upon completion of the Plan, the City (together with philanthropy) confidently secured additional federal funding to implement the first new mode of public transit, the Qline, connecting downtown to midtown.
· One of the key outcomes of Boston’s comprehensive plan, Imagine Boston 2030, was the re-prioritization of the City’s capital investments in schools, roads, bridges, bike lanes, and libraries.  An estimated 86 percent of the $2.78 billion in investments outlined in the FY20-24 Capital Plan were aligned with the City’s comprehensive plan. 
. $1.15 billion of those investments were in coordination with State and Federal partners. 
. $278 million of those capital dollars were invested in projects that promote climate resilience under the Imagine Boston 2030 umbrella.  
. $30 million in investments to revitalize Boston Housing Authority's deeply affordable public housing was also under the Imagine Boston 2030 umbrella. 
· The plan also shed a light on the racial wealth gap in Boston in a way that hadn't been done before.  It helped to shape the public narrative and accelerate internal deliberations among policymakers which led to new initiatives focused on the issue. 
What we would lose if we don't do the plan. 
Cities that mobilize to create a unified vision, policy and regulatory framework for how they intend to stabilize, revitalize and grow their communities, signals to local community stakeholders, as well as capital markets and local and national philanthropy that the city is well positioned to make investment decisions with the support of their constituents.  This can help to minimize investment risks and potentially help to elevate the city's fiscal rating and investment capacity.
What are the potential future funding opportunities we might realize as a result of completing a comp plan? 
The data research, policies and the added Implementation element of the Comp Plan will make recommendations for how other sectors, including private, philanthropy, state and federal funding can and should invest in the city and its neighborhoods.  In our scope, we have identified milestones within the first year of the planning effort where we believe we can make early action recommendations that can be added to your 2024 city and capital budgets, as well as upcoming federal funding NOFOs prior to the plan's completion.
Completing a comprehensive land use plan can enhance a city's competitiveness for various federal funding opportunities through programs like the Community Development Block Grant (CDBG), HUD’s HOME Investment Partnerships Program (HOME), Federal DOT’s BUILD grants, the Environmental Protection Agency's Brownfields program, and the Economic Development Administration (EDA). 
Other examples of where a comprehensive plan can enhance a city’s competitiveness include HUD’s Neighborhood Stabilization Program (NSP), which aims to address the impact of foreclosures and abandoned properties, as well as EPA’s Congestion Mitigation and Air Quality (CMAQ) Improvement Program, which aims to improve air quality and reduce congestion. Pittsburgh has a great opportunity to leverage comprehensive plan to demonstrate how its transportation projects contribute to sustainable development and environmental goals.
Could you speak to how the creation and implementation of a Comprehensive Plan can break down silos between departments? What are the specific advantages of the comprehensive plan for agencies beyond the Department of City Planning?
The comprehensive planning process not only benefits the Department of City Planning but also extends its advantages and promotes collaboration among various agencies across diverse sectors, enabling strategic alignment, resource optimization, and collaborative initiatives citywide. Here are a few examples of benefits from the comprehensive plan to other agencies, which will promote collaborative implementation:
· Office of Management and Budget (City and City Council):
· Prioritization for Investment: The plan serves as a policy framework that directs investment and incentives, aligning economic development goals with the broader vision outlined in the Comprehensive Plan. It can also serve as a basis for Comprehensive Economic Development Strategies (CEDS) to unlock federal and other public funding opportunities, aiding in securing grants and funding for key economic projects.
· Department of Public Works, DPW, Department of Mobility and Infrastructure (DOMI), Pittsburgh Water and Sewer Authority (PWSA) and Department of Parks and Recreation (CitiParks)
· Infrastructure Management and Realignment: The Comprehensive planning processes offers a unique opportunity for collaboration across these agencies.  It creates a process that yields shared insights into the distribution, management, and operation of city systems. For example, Detroit Future City realigned the collaboration of a number of City agencies and produced a plan for optimization of city services.
· Innovation & Performance (I&P):
· Advancing Smart Cities Solutions: Collaboration between I&P and DCP on  the comprehensive plan process enables strategic prioritization and community input on Smart Cities/urban technology investments and a government-wide approach to digital equity strategies. It also creates a roadmap for using public land to site broadband and Smart Cities infrastructure.  
· A recently received grant/award to explore Smart Cities solutions in Pittsburgh validates the potential of creating a roadmap for future initiatives and partnership between DCP and I&P.  
· Permits, Licenses, and Inspections (PLI):
· Supporting New Zoning Requirements: As the city evolves to become more walkable, the comprehensive plan guides zoning changes. This includes facilitating updated street vendor permitting to align with city redevelopment initiatives.
· Department of Mobility and Infrastructure (DOMI):
· Strategic Collaboration Opportunities: The comprehensive plan integrates strategies beneficial to DOMI, ensuring seamless partnership opportunities and strategic planning alignment, especially concerning city mobility and sustainable transportation needs needs.
· Department of Public Works (DPW):
· Facility Planning and Prioritization: The comprehensive plan guides the collaboration of DCP and DPW in determining facility locations and prioritization, including areas like composting and infrastructure development, ensuring efficient resource allocation.
· Urban Redevelopment Authority (URA):
· Strategic Development Guidance: The comp plan promotes a collaborative, multi-agency approach to how URA idetermines development areas and facilitates collaboration with developers to streamline urban development initiatives effectively.
· Public Safety (Police, Fire, and EMS):
· Crisis Response and Preparedness: A collaborative process between DCP and these agencies on the Comp Plan will include demographic projections to identify the need for new facilities. Insights from the comprehensive plan also aid how thes public safety agencies respond to specific issues, such as landslides, contributing to enhanced crisis management strategies.  The process afford DCP the opportunity to strengthen how it works with public safety agencies to ensure long-terms land use strategies align with their needs. 
· County Department of Human Services
· Holistic Housing Approach: The comprehensive plan offers directives concerning housing needs and informs the Community Development Block Grant (CDBG) process, establishing a collaborative process with key Allegheny County agencies and a policy framework that directs investments and incentives toward targeted housing initiatives, ensuring alignment with community needs and development goals.
· Collaborating with the comprehensive plan allows for a broader understanding of housing needs across Allegheny County, especially in implementing Housing First initiatives addressing homelessness, aligning resources with wellness concerns.
How is the engagement budget allocated for this initiative, and what justifies the need for an extensive engagement process that compensates residents as well as neighborhoods?
We have learned from other cities that engagement is the piece that is usually overlooked in processes such as this. Informed residents, informed youth, and informed small businesses ensures the continuity of this plan. Other cities, like Memphis, Charlottesville and Chicago shared the importance of being intentional about an integrated approach that is championed by community. 
As the City looks to funding for other initiatives, both local and national opportunities, understanding a unified vision for the city will be imperative to access larger funding opportunities. 
Pittsburgh community members, businesses, nonprofits, workers, developers, and many more are urging for active participation in shaping Pittsburgh's future. Our objective is to foster trust and mutual capacity-building, shifting away from merely extracting information from the community. We aim to establish residents as integral partners in planning, utilizing their firsthand insights and experiences to inform the city's strategies and investments efficiently. Additionally, building a lasting constituency aligns with the city's goals. The engagement plan emphasizes direct involvement of community members to guide the project, offering feedback and input throughout the process. 

The chart below illustrates how the overall engagement budget is allocated between local consultants, as well as to the broader community and to engagement events and facilitation. Approximately 32% of the budget is allocated to Pittsburgh-based consulting firms; 16% of the budget will support community events such as public meetings, speaker series, and community led events; 13% of the budget is dedicated to reimbursing community working group facilitators and members, as well as direct payments to residents. Facilitators and working group members are projected to be paid an hourly rate for their time, while direct payments to residents would be smaller one-time payments to incentivize participation in events, or surveys. [image: ]
The team of local and national firms will draw on their expertise to shape the public engagement around the following core elements.
· Engaging with City leadership and other City agencies
This Group will include public sector leadership across city and county levels, and will represent a cross section of all public departments who will be involved in the implementation of plan recommendations. Our team will work with DCP to identify potential members for the Government Working Group; the engagement team will reach out and convene the members of this group. This group will provide feasibility assessments and validation of the project team’s Just Transition framework and draft recommendations.

· “High touch”: Engaging and having deep conversations with Pittsburgh’s neighborhoods
Drawing on the consultant team’s deep understanding of Pittsburgh and local community connections, we will engage directly with Neighborhoods and Residents, and also establish working groups to ensure coordination across neighborhoods as well as sectors. This approach allows the team to thoroughly discuss the aspirations and issues within all of Pittsburgh’s neighborhoods, and across multiple sectors of the community.
· Engagement with Pittsburgh’s Neighborhoods: The approach to funding neighborhoods involves allocating resources equitably across Pittsburgh's 90 neighborhoods. This aims to empower and compensate neighborhood representatives to gather local insights, visions, and feedback regarding the comprehensive plan's strategies. Each representative will undertake the responsibility, with direct support from the consultant team, to ensure diverse perspectives and priorities are captured.
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· Engagement with Pittsburgh Residents: We foresee additional opportunities and advantages to funding residents directly and including residents in project decision-making. This initiative plans to allocate specific financial compensation for residents who may serve more significant roles as working group members or facilitators, as well as for participation in surveys or focus groups. This approach ensures active involvement and values community member contribution throughout the planning process. Residents will be tasked with offering crucial insights, feedback, and guidance, allowing their lived experiences to inform and shape Pittsburgh's future initiatives.


· “High Tech”:, ensuring broad, representative reach
The City’s ambition to reach a minimum of 30,000 Pittsburghers both broadly and deeply demands an equally ambitious approach to digital engagement. Without a high-tech approach, this would be unachievable.
Drawing on the engagement team’s national planning experience and expertise in broad-based digital engagement, our high-touch tactics will be paired with a high-tech strategy for engagement, allowing us to cast a wider net to conduct engagement at the scale of the entire city. The digital hub component of the engagement includes a progress dashboard for residents and city government alike to track progress and accountability against specific goals, policies, and actions that will be identified in the comprehensive planning process.
· Digital Project Hub
More than just a website as a one-way information conduit, our “Digital Project Hub'' will serve as the Plan’s digital home, hosting emerging research and analysis produced by the technical team, venues fo rPittsburghers to interact with the Plans and with each other, and a place to see up-to-date progress that the Plan teams are making. In short, it will be a vibrant digital public square for 30,000+ Pittsburghers to gather and collectively shape their city’s future.
The Hub will perform 3 broad thematic functions, to be deployed in alignment with specific project phases:
· Function 1: Presenting emerging research
· Function 2: Listening to and making collective decisions with Pittsburghers
· Function 3: Tracking implementation progress and ensuring accountability
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	Engagement Team - Proposed Budget - $2,645,000 over two years (Bill 2023-2275)


	Project Phase
	Deliverables
	Cost

	Phase 1

	Deliverables
· Formation of Mayoral Steering Committee (*estimated to be appointed by Mayor and/or city council)
·  Convene Government Working Group members
·  Project management timeline
·  Project management tools
·  Review baseline digital engagement infrastructure
·  Outline plan for Digital Project Hub development
·  Plan for working with the Mayoral Steering Committee, Working Groups, DCP, and technical team leads
·  Outline Engagement Plan
·  Confirm community member groups and Working Group purpose and makeup
·  Speaker panel goals and schedule
·  Q1 report
·  Database of ‘bottom-up’ reports 
·  Database of quick wins (from ‘bottom up’ reports)
·  Engagement Plan
·  Engagement tracking tools
·  Community contact database (from 90-to-1 interviews) 
·  Structured interview notes & qualitative data (from 90-to-1 interviews)
·  Draft Digital Project Hub (Plan Website), including:
·  Draft of community Research Station (database of community-driven research
·  Draft of Data & Reports Hub (data analyses and summaries completed by team)
·  Draft of data visualization and storytelling platform (continuity tool)
·  Pre-Branding guidelines
·  90-to-1 intersectional identity matrix
·  Outline “Quick Onboarding Guide”
·  Speaker panel 1
· 
	$555,610


	Phase 2

	Deliverables
·  People power map
·  Expanded community contact database
·  Q2 report
·  Digital Project Hub components: 
·  Develop and launch data visualization and storytelling (“Continuity”)
·  Develop collaborative mapping (“CoMap”) - to be launched in Phase 3
·  Develop digital survey infrastructure - to be launched in Phase 4
·  Develop collective preference survey (“CrowdGauge”) - to be launched in Phase 4
·  Launch Community Research Station
·   Launch Data & Reports Hub
·   Launch Continuity data visualization portal
·  Community Research Station - maintenance and expansion
·  Branding identity community workshops - synthesis
·  Speaker panel 2
·  Convene Community Working Group
·  Convene Youth Working Groups
·  Convene Intersectional Working Groups
·  Quick Onboarding Guide - Phase 2
·  Outline of Community Training Guide format
·  Speaker panel 2
·  Social media strategy guide
	$518,595

	Phase 3

	Deliverables
· Q3 report
·  Definition of “Our Just Pittsburgh”
·  Draft of Accountability Metrics
·  Digital Project Hub (website) development:
·  Launch collaborative mapping (“CoMap”)
·  Launch digital surveys
·  Develop Progress Dashboard
·  Quick Onboarding Guide - Phase 3
·  Community Training Guides
·  Speaker panel 3
·  Meeting kit
	$426,570

	Phase 4

	Deliverables
·  Initial Findings Report (will double as Q4 report)
·  Q4 report
·  Q5 report
·  Expanded Intersectional Working Groups
·  Digital Project Hub
·  Launch collective preference survey (“Crowd Gauge”)
·  “Day in the life” synthesis
·  Quick Onboarding Guide - Phase 4
·  Intercept survey results
·  Speaker panels 4 and 5
	$642,725

	Phase 5

	Deliverables
·  Engagement Summary Report
·  Package of Engagement Tools for continued collaboration
·  Q7 report - focus on priorities & scenarios
·  Final Report with recommendations (will double as Q8 report)
·  Digital Project Hub
·  Launch Progress Dashboard component for post-adoption 
· to be maintained by City
·  Speaker panel 6
	$456,500

	Travel & Expenses
	Deliverables
· Consultant Travel by Sasaki & Grayscale over 2 year project duration
	$45,000





	TECHNICAL Team - Proposed Budget - $3,255,000 over two years (Bill 2023-2276)


	Project Phase
	Deliverables
	Cost

	Phase 1

	Deliverables
· Integrated project organizational chart (client + consultants)
· Updated project schedule (technical + civic engagement)
· Updated scope of work by phase and anticipated deliverables
· Schedule of coordination meetings
· Coordinate with Engagement Team on formation and Engagement Strategy overview, including target community member group targets and committee structures
· Systems of management and communications
· Working definitions of Just Transition
· Coordinate with Engagement Team on formation of the Mayoral Steering committee


· 20+ Topic Area Audit Books (uploaded to Digital Hub)
· Index of existing plans, studies and other reference materials used for audits
· Executive summary of cross-cutting findings from all Audit Books (designed for Digital Hub) engagement plan, and participate in the design and execution of engagement activities

	$982,000

	Phase 2

	Deliverables
· Just City/Just Transition Assessment (JCJT) Tool
· Summary of cross cutting vision statement, goals, objectives
· Summary of COAT analysis using JCJT Assessment Tool by topic area
· Summary of emerging priority issues and policies
· Summary of potential near-term early action initiatives
· State of a Just Pittsburgh Report and Digital Hub materials
	$485,000

	Phase 3

	Deliverables
· Digital and analog materials that summarize the State of a Just Pittsburgh findings, including of shared Just City/Just Transition values, vision, targets, priorities.
· Collaboration with Civic Engagement team on the development of Civic engagement tools aligned with proposed engagement events
· Facilitation materials and tools for civic engagement, including asset mapping exercises
· Documentation of Government and Intersectional Working Group session
· Formatting of State of a Just Pittsburgh Report for Community Visioning Sessions
· Community Visioning engagement tools
· Community Visioning facilitation guide
· Draft Just Pittsburgh Vision Summary (complied from Phase 3 engagement efforts)
· Project Branding
	$273,000

	Phase 4

	Deliverables
· Decision-making framework outlining criteria,
processes, and mechanisms for evaluating
and selecting strategies and actions based on
scenario outcomes and feasibility analysis
· Up to 3 planning scenarios reflecting different
potential futures for Pittsburgh, aligned with
Just Transition principles, comparison of the
impacts of each scenario on city decisions and
community experiences,
· Trade-off analysis, highlighting the benefits,
challenges, and trade-offs associated
with each scenario
· Viability, fiscal and social impact analysis
report, assessing the practicality and viability
of implementing strategies and actions in
different scenarios
· Recommendations for prioritized strategies and
actions based on the analysis and alignment with
Just Transition principles
· JCJT Scenario Modeling Criteria (aligned with
community vision from phase 3)
· Up to 3 Intersectional citywide planning scenarios
· Comparative assessment matrix of
planning scenarios
· Preferred Planning Scenario
· Summary of Policy Directions
· Summary of near-term early actions
· Draft Outline of Comprehensive Plan Elements and Table of Contents
· Confirmation of Comprehensive Plan formats
	$795,000

	Phase 5

	Deliverables
· Draft Comprehensive Plan
· Final Comprehensive Plan (in confirmed formats)
· Draft and final Comprehensive Plan Implementation Guides
· Civic engagement and oversight process recommendations
· City Agency Accountability and measurement process and tool recommendations
	$620,000

	Travel & Expenses
	

· Consultant Travel by HR&A & urban AC, and Buro Happold over two years
	$100,000
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