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Date: Wednesday, February 9, 2022  

To: Nature in Neighborhoods Capital Grants Pilot – Program Design and Review Committee 
From: Capital Grants Pilot team 

Subject: Options for consideration: Develop projects 

Purpose 
The purpose of this memo is to outline potential options and ways to develop projects for the Nature in 
Neighborhoods Capital Grants Pilot. The Program Design and Review Committee represents the 
community and clearly details the process stepsi. In participatory budgeting processes, the project 
development is done between the idea generating community workshop and the community vote.  
Below is an outline of potential project development options for consideration.  
 
Metro is constrained by legal and fiscal constraints around the use of Parks and Nature Bond funding. 
Per the Metro bond measure and the Oregon constitution (ORS 310.140), bond proceeds must be spent 
on ‘capital costs’. Funding for project scoping, feasibility study, and other project development costs 
resulting from an idea generating community workshop are not considered capital costs and thus will be 
need to be paid for from a source other than bond funds. ii Therefore, only a few options are listed 
below that meet those constraints. 
 
How do projects get developed in a participatory budgeting process? 
 
For the Capital Grants Pilot, a working group or sub-committee of the Program Design and Review 
Committee, or Budget Delegates, are community members who are recruited/volunteer during the 
Idea Collection step. Budget Delegates take the ideas that were generated in Idea Collection and sort 
them into categories. They then form subcommittees to begin the process of project development 
where they work with government staff (project implementers) to refine and develop viable project 
ideas into feasible projects. iii  
 
Depending on the geography or place-based nature of the idea, the community may be able to identify 
the project implementer. If not, Metro staff, the Committee, and/or Sub-committee (Budget 
Delegates) could act as a matchmaker between jurisdictional and community partners. They could 
identify a potential project suggested during the idea-generating event/phase, and then present that 
potential project to a jurisdictional partner and a community partner to develop, with the Committee 
(or a sub-committee) acting as a consultant, acting as a matchmaker and a facilitator to those partners 
as they develop projects. 
 
Key government staff or contractors for those governments (project implementers) work with budget 
delegates (sub-committee) during the project development step. Their role is to advise on what is 
possible, estimate project cost, and to educate budget delegates on relevant internal processes (i.e. 
procurement policies, spending restrictions, etc.). iv  
 
Program Design and Review Committee working group or sub-committee, or Budget Delegates, work 
with government staff to develop ideas collected from Idea Collection to develop a predetermined 
number of projects for the ballot. This happens through a series of facilitated work sessions, meetings 
with staff (Project Vetting), and site visits.v 
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Considerations for project development 
 
The Committee will be responsible for defining the goals and criteria of the project development phase 
of the project within the boundaries established by the PN Bond framework and then outlining a 
collaborative project development process with project implementers and Budget Delegates. Their 
responsibilities will include determining how the project implementers are identified, project 
implementers and Budget Delegates work together, and funding for the project development costs. This 
section expresses some of the important considerations the Committee is asked to address: 
• How could the Capital Grants Pilot or community identify agencies and/or organizations for project 

implementers? 
o How does the Capital Grants Pilot foster partnerships between government agencies and 

community organizations?  
o Could community based organizations help support the PN Bond meaningful community 

engagement and racial equity goals?  
o When should the Capital Grants Pilot engage project implementers in the process?  

• How should project implementers request funding for the Capital Grants Pilot project development 
costs? 

Established guidelines 
 
The PN Bond legislation established guidelines on the community engaged, type of project development 
support that would be provided to applicants, and the definition of a capital project.vi 
 
Who will be engaged in the Capital Grants Pilot? 
 
The Capital Grants Pilot will engage community groups, nonprofit organizations, schools, park providers, 
soil and water conservation districts and others in neighborhood projects that benefit people and 
nature. vii  

 
Who can apply for the Capital Grants Pilot? viii 
 
Capital grants are intended to support community-driven initiatives; therefore, partnerships are key to a 
successful proposal. Tribal governments, public schools, non-profits, community-based organizations, 
local governments and special districts can apply for grants. 
To maximize the impact of investments, projects must demonstrate strong partnerships between 
community-based organizations and public (non-federal) agencies. ix   
The final capital asset must be publically owned. Tribal governments, non-profits, and community-based 
organizations would have to partner with a state or local government to be eligible for the Capital 
Grants.  Tribes may not be considered a public entity under Oregon law, for purposes of the lending of 
credit prohibition that applies to general obligation bond proceeds. As requested by Metro’s tribal 
relations specialist, Metro may or may not be eligible to be a beneficiary of the Capital Grants as a 
partner to tribal governments.  
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What technical assistance will Metro offer to grant applicants? 
 
Metro staff will: 

• Consult with experts from a wide variety of backgrounds including those with academic, 
professional and lived experience on best practices related to water quality, habitat restoration, and 
traditional ecological knowledge in order to offer technical assistance to applicants … on creating 
the greatest benefits for people, plants and wildlife. If the committee is composed of members with 
this area of expertise or provides trainings in these areas of expertise, that would satisfy this 
requirement. 

• Provide trainings, resources and technical assistance to support applicants with lower capacity and 
applicants from communities of color through project development and capacity-building. 

• Provide assistance to grantees in resolving unexpected situations during project development, 
permitting, contracting and construction that could influence the project’s success. 

 

What is a capital project? x 
 
Land or other assets acquired or created with Metro bond funds must be owned by the public and 
capitalized by a non-federal public entity. xi Tribes are not considered a public entity for the reasons 
referenced above. 
Expenses must be a capital expense. Funds cannot be used for general operating expenses. xii  
 “Bond proceeds must be spent on capital costs, which could include, but are not limited to, costs for 
land acquisition, design, planning and construction, general and program administrative expenses, bond 
issuance costs and reimbursable bond preparation expenses related to community engagement, design, 
planning and feasibility of the acquisition and capital construction program.”xiii Projects may be required 
to partner with a jurisdiction to help develop (i.e. plan, engineering or architectural plans) and 
jurisdictions would be required to own the capital asset. 

 
What is the definition of capital costs for the Capital Grants Pilot?xiv  
 
“Administrative Costs” means Capital Costs that are not Direct Project Costs, including program 
development expenses, administrative and finance staff support, expenses related to board community 
engagement and outreach, and any other payments that are required to facilitate bond-funded capital 
projects but are not directly tied to a project. 
“Capital Costs” means costs that are considered capital under generally acceptable accounting principles 
(GAAP), which costs include the costs of capital construction, capital improvements or other capital 
costs, as those terms are defined by the relevant provisions of the Oregon Constitution and Oregon law 
(including ORS 310.140). Each jurisdiction should also ensure that the costs incurred as capital adhere to 
their own internal capital policies. Capital costs can include staff time to the extent it is allowable under 
each jurisdictions existing financial policies. 
“Direct Project Costs” means Capital Costs that are expended for the acquisition, development, or 
construction of a Metro Parks and Nature bond-funded project. 
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Eligible capital costsxv 
 
The Nature in Neighborhoods Capital Grants are being funded using general obligation bond proceeds. 
General obligation bonds (sometimes referred to as GO bonds) may only be used to pay for 
expenditures that constitute qualified capital costs, consistent with Oregon law. Capital costs are costs 
that can be capitalized under generally acceptable accounting principles (GAAP). Capital costs can 
include the costs of capital construction, capital improvements or other capital costs as defined by the 
relevant provisions of the Oregon Constitution and Oregon law (including ORS 310.140). Each grantee 
should refer to and abide by its own policies regarding what constitutes a capital cost. 
As outlined in ORS 310.140, capital costs include land and other assets having a useful life of more than 
one year, and can include costs associated with acquisition, construction, improvement, remodeling, 
furnishing and equipping. Capital costs do not include costs of routine maintenance, supplies or general 
operating expenses.  
Each grant recipient jurisdiction may, based on its financial policies, make its own determination as to 
what constitutes a capital cost, so long as it is consistent with state law. The only reimbursable costs are 
those that are directly related to the capital project plus up to 10% for project management staff time.  
No more than 10 percent of grant funds will be used for staff time directly related to a project; projects 
that address racial equity may exceed 10 percent as approved by the Metro Council. Overhead and/or 
indirect costs are not reimbursable, but can be used to meet matching requirements. xvi 

Funding source 
 
Project development if Metro is able to secure alternative funding 
 
Metro Finance and Regulatory Services has determined that non-bond funding is more appropriate for 
project development due to the restrictive nature of bond funds. Because project development costs 
may or may not contribute to a capital asset depending on the outcome of the investigatory work and 
eventual vote, bond funding doesn’t seem appropriate to use at the feasibility stage. 

xviii

xvii However, Metro 
may be able to identify and use other more flexible funds to pay for project development.  
 
Where exactly the project development funding will come from is something yet to be determined. 
Options include Metro internal funding and/or external funding through fundraising by Participatory 
Budgeting Oregon. If Metro internal funding sources are decided upon to fund the project development 
costs, appropriations will need to be added through an upcoming budget amendment in advance of 
launching any project development effort.xix 
 
If Metro is able to identify and use other more flexible funds, Metro could use the money to pay for any 
of the below methods to support project development: xx 
a) Offer funding to project implementers (parks providers or partners) to cover the costs of the 

development of projects “by key government staff or contractors for those governments… with 
budget delegates (sub-committee)” xxi; 

b) Offer contractor support to project implementers (parks providers or partners) to support the 
development of projects to supplement staff capacity and technical assistance; and/or  

c)      Offer the support of Metro landscape architects, construction project managers, real estate 
negotiators or similar professions to project implementers (parks providers or partners) to support 
the development of projects to supplement staff capacity and technical assistance. 
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Project development if Metro is not able to secure alternative funding 
Metro could ask others to support project development through a Request for Proposal (RFP). Project 
development would transfer the funding of the project development to the project implementers (park 
providers or partners).  
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Participatory Budgeting Glossaryxxii 

Participatory Budgeting (PB): Participatory Budgeting is a deliberative democratic process where 
ordinary community members design and vote on projects using a portion of a public budget. 

 
Figure 1: The Participatory Budgeting Cycle. Source: https://www.participatorybudgeting.org/what-is-pb/ 

Develop proposals 

Budget Delegates (For the Capital Grants Pilot, working groups or sub-committee of the Program 
Design and Review Committee): Community members who are recruited/volunteer during the Idea 
Collection step. Budget Delegates take the ideas that were generated in Idea Collection and sort them 
into categories. They then form subcommittees to begin the process of project development where 
they work with government staff to refine and develop viable project ideas into feasible projects.  

Project Proposal Vetting: Key government staff work with budget delegates during the project 
development step. Their role is to advise on what is possible, estimate project cost, and to educate 
budget delegates on relevant internal processes (i.e. procurement policies, spending restrictions, etc.).  

Project Proposal Development: The step of the process where Budget Delegates work with government 
staff to develop ideas collected from Idea Collection to develop a predetermined number of projects for 
the ballot. This happens through a series of facilitated work sessions, meetings with staff (Project 
Vetting), and site visits.  

Additional Resourcesxxiii  
 
Below you will find a list of additional resources funding applicants may wish to consult as they identify 
and prioritize projects and otherwise meet the bond measure criteria. Metro will add to this list as 
additional resources become available.  
 
Metro 2019 Bond Measure to Protect and Connect Nature and People (Relevant text in Exhibits A and D) 
Strategic Plan to Advance Racial Equity, Diversity and Inclusion  
Community Engagement in the 2019 Metro Parks and Nature Bond Measure 
IAP2 Public Participation Spectrum  
Spectrum of Community Engagement to Ownership  

https://www.oregonmetro.gov/sites/default/files/2020/02/04/Resolution-19-4988_20190603.pdf
https://www.oregonmetro.gov/sites/default/files/2017/10/05/Strategic-plan-advance-racial-equity-diversity-inclusion-16087-20160613.pdf
https://www.oregonmetro.gov/public-projects/parks-and-nature-bond-measure/community-engagement#:%7E:text=Nov%2016%2C%202021-,What,-is%20meaningful%20community
https://www.iap2.org/resource/resmgr/pillars/Spectrum_8.5x11_Print.pdf
https://movementstrategy.org/wp-content/uploads/2021/08/The-Spectrum-of-Community-Engagement-to-Ownership.pdf
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Oregon Statewide Comprehensive Outdoor Recreation Plan (SCORP)  
The Oregon Parkland Map application  
Intertwine annual trail count program  
Construction Careers Pathways Regional Framework 
 
Racial Equity, Diversity and Inclusion Action Plan 
 
In June 2016, the Metro Council adopted an agency-wide Strategic Plan to Advance Racial Equity,  
Diversity and Inclusion. The Metro-wide strategy focuses on goals that cross all areas of Metro’s work. 

In August 2017, a Parks and Nature team began creating a department-specific plan. Finalized in spring 
2019, the plan includes a series of actions to help institutionalize racial equity in our work and involves 
every staff member and team. 

Sample case studies1 
 
NYC 2019-20 
New York is the most prominent and one of the longest running US-based examples of PB. New York is a 
useful case study because of the size of the investment (each councilor must contribute between $1-2 
million for their district to participate), its example of an accessible online platform, and how PB can 
become institutionalized within government processes. 
 
Bayview Community-based Transportation Plan PB 
A PB process as part of a larger public engagement plan. Included here as a good example of a 
conventional PB process, but also one that asked for matching funds from local governments.   
 
Philadelphia 
 
Nashville 
 
Chicago Better Blocks: Chicago is known as the first US city to implement PB. This case study is an 
expansion of their ward-based PB that used tax incremental financing (TIF).  
 
Oakland: PB using Community Development Block Grants  
 
Tacoma-Pierce Health Department PB: A relatively small, youth-based process that provided pass funds 
to 3 different school campuses located within zip codes that had poor social determinants of health.  
 
It’s Our Money (Youth citywide NYC): Coming out of New York’s Civic Engagement Commission, this 
process happened during the pandemic, while many other processes went on hiatus. While the pot was 
comparatively small ($100k), it is interesting because five youth-serving organizations were selected 
through an RFP to receive $20k each and worked with youth through the proposal development phase.  
 
Your Voice, Your Vote (Seattle PB): A parks & streets focused PB process, ongoing since 2017 but 
currently on hiatus due to COVID. This case study is relevant because of the focus on parks and the 
comparable dollar amounts. However, there are a lot of critiques from local PB practitioners on this 

                                                           
 

https://www.oregon.gov/oprd/PRP/Pages/PLA-scorp.aspx
https://www.arcgis.com/apps/webappviewer/index.html?id=d15b063126e247979d8c78d8a26adca6
https://www.oregonmetro.gov/intertwine-trail-counts-and-survey-data
https://www.oregonmetro.gov/construction-career-pathways
https://www.oregonmetro.gov/strategic-plan-advance-racial-equity-diversity-and-inclusion
https://www.oregonmetro.gov/strategic-plan-advance-racial-equity-diversity-and-inclusion
https://www.oregonmetro.gov/strategic-plan-advance-racial-equity-diversity-and-inclusion
https://metronet.oregonmetro.gov/dept/parksnature/blog/SiteAssets/Parks-and-Nature-Racial-Equity-Diversity-and-Inclusion-Action-Plan.pdf#search%3Dparks%20and%20nature%20racial%20equity%20diversity%20and%20inclusion%20action%20plan
https://council.nyc.gov/pb/wp-content/uploads/sites/58/2019/10/PBNYC-Cycle-9-Rulebook-2019-2020.pdf
https://www.sfmta.com/sites/default/files/reports-and-documents/2018/11/bayview_cbtp_participatory_budgeting_rulebook.pdf
http://www.pbchicago.org/uploads/1/3/5/3/13535542/tif-pb-toolkit-june-2016.pdf
https://pboakland.org/page/about
https://phnci.org/journal/introducing-participatory-budgeting-to-public-health-departments
https://www.participate.nyc.gov/processes/itsourmoney
https://www.seattle.gov/neighborhoods/programs-and-services/your-voice-your-choice
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process, particularly on the lack of grassroots support and the process's history of having projects that 
represent the needs of more privileged/affluent community members.  
 
 

i PBO graphic 
ii Memo, Policy Framework Capital Grants Pilot, September 27, 2021. 
iii Adapted from Participatory Budgeting Oregon glossary of August, 25 2021. 
iv Adapted from Participatory Budgeting Oregon glossary of August, 25 2021. 
v Adapted from Participatory Budgeting Oregon glossary of August, 25 2021. 
vi Memo, Legal Guidance, Capital Grants Pilot, August 24, 2021. 
vii Resolution No. 19-4988, Exhibit D. 
viii Resolution No. 19-4988, Exhibit D. 
ix Resolution No. 19-4988, Exhibit D. 
x Email, Melissa Weber, March 2, 2021. Adapted from Local Share Handbook. 
xi Resolution No. 19-4988, Exhibit D. 
xii Resolution No. 19-4988, Exhibit D. 
xiii Resolution No. 19-4988, Exhibit A. 
xiv Email, Metro Finance, Adapted from Local Share Handbook, March 2, 2021. 
xv Local Share Handbook, March 2021. 
xvi Resolution No. 19-4988, Exhibit D. 
xvii Memo, Policy Framework Capital Grants Pilot, September 27, 2021. 
xviii Memo, Policy Framework Capital Grants Pilot, September 27, 2021. 
xix Memo, Policy Framework Capital Grants Pilot, September 27, 2021. 
xx Memo, Policy Framework Capital Grants Pilot, September 27, 2021. 
xxi Adapted from Participatory Budgeting Oregon glossary of August, 25 2021. 
xxii Adapted from Participatory Budgeting Oregon glossary of August, 25 2021. 
xxiii Local Share Handbook, March 2021. 

                                                           



Today’s Goals:

● Revisit our conversation on targeted 

populations & PB themes

● Explore principles to guide the 

establishment of participant eligibility

● Discussion on Project Development & 

Matchmaking



PROCESS GOALS
★ General process goals for Metro:

○ Activate & develop new community leaders

○ Increase transparency in decision making process

★ Once geography is established, 

○ Clearly define and establish what communities on which 

the project is being centered

○ Through a community-led process, develop process goals 

and establish how to measure for successful outcomes



TARGETED POPULATIONS
❖ Committee recommendations for targeting participants & investment

➢ Environmental Justice: Communities that are impacted by pollution, 
environmental hazards, and/or impacted by or vulnerable to climate 
disasters

➢ Neighborhoods that have been historically redlined, underinvested, 
and/or gentrified

❖ Instead of focusing on a particular population (e.g.  youth or people with 
disabilities), use a targeted universalist approach:

➢ Bring in the general population for crowdsourcing ideas, then engage 
underserved voices to ensure their voices are being heard

➢ Engage multi-generational audiences to get a complete understanding 
of the community’s needs.



PARTICIPATION

RESOURCE 
INVESTMENT



PARTICIPANT ELIGIBILITY
★ Best practices are to establish rules detailing eligibility based on:

○ Census data (demographics)

○ Your lived experience as a member of the community

○ Your knowledge of the community’s needs









GRANT APPLICATION OVERVIEW

● Who is the grant applicant?

● What does the application look like?

● What role have the community & community-based 

orgs played in the grant application?



MATCHMAKING

● How could the Capital Grants Pilot help the community 

identify agencies and/or organizations for project 

implementers?



MATCHMAKING
● When should the 

Capital Grants Pilot 

engage project 

implementers in the 

process? 



MATCHMAKING

● Could community based organizations help support 

the PN Bond meaningful community engagement and 

racial equity goals? If so, how?



MATCHMAKING

● How should project implementers request funding 

for the Capital Grants Pilot project development 

costs?



QUESTIONS ABOUT 
FUNDING?

Share your questions or thoughts about 
funding the process, or the option of issuing 
an RFP for the process stages



Nature in Neighborhoods Capital Grants Pilot

February 2022



Design process 

Develop 
proposals

Brainstorm 
ideas



Nature in 
Neighborhoods 
Capital Grants

Brainstorming 
Ideas



• Projects
– Target community? (e.g., youth, people with

disabilities)
• *Cannot be a protected class*
• Recruitment for additional Committee members

(or a sub-committee) from target community?

– Themes

Brainstorm Ideas: 
Important Considerations

• Submission
– Accessibility and Engagement
– Balancing of in-person events and online

submission
– How are ideas submitted?
– Who can submit ideas?



Capital Grants Pilot will 
implement the guidebook 
in the Metro region.

Metro leadership may 
choose:
- Metro-wide
- Smaller geography 

Considerations
– Metro leadership decision
– Adapt guidebook to any

geography

Known Unknown: Geography



Program 
Design

Goals and 
Values

Bond Purpose, 
Principles, 
Criteria

How?

What we heard: Equitable 
Access to Nature



Brainstorming Ideas: A 
Community-Centered Event

Some ideas just to start the 
conversation:

• Community workshop

• Design charette

• Capital grants tour

• Virtual treasure hunt

• Design competition

• Online submission



Nature in 
Neighborhoods 
Capital Grants

Develop 
Proposals



Project 
Development 
Workflow



Goals and Criteria, Matchmaking

• Define goals and criteria of the project 
development phase within the 
boundaries established by the PN Bond 
framework and then outlining a 
collaborative project development 
process with project implementers and 
Budget Delegates. 

• Determine how the project implementers 
are identified, and how project 
implementers and Budget Delegates
work together

Committee Role in 
Project Development



Outreach and engagement

• How does the Capital Grants Pilot
foster partnerships between
government agencies and
community organizations?

• Could community based
organizations help support the PN
Bond meaningful community
engagement and racial equity goals?

Committee Role in 
Project Development



Review: Capital Projects

Capital Grants can only be used to 
fund capital projects.

Tribal governments, public schools, non-profits, 
community-based organizations, local governments and 
special districts can apply for grants.

Note: Tribal governments, non-profits, and community-based 
organizations would have to partner with a state or local 
government to be eligible for the Capital Grants.

To maximize the impact of investments, projects must 
demonstrate strong partnerships between community-
based organizations and public (non-federal) agencies.



Review: Capital Projects

Capital Grants can only be used to 
fund capital projects.

• Owned by the public and capitalized by a non-
federal public entity

• Expenses must be a capital expense

• land acquisition, design, planning and 
construction

• Administrative costs

• Capital costs

• Direct project costs



Land acquisition
Would privately owned property in 
your community make the next 
great neighborhood natural area?

Urban transformations
Can a redevelopment project in your 
community go the extra step to 
integrate nature and habitat if more 
funding is available?

Restoration
Is there a degraded stream, wetland 
or other habitat that needs to be 
restored in your neighborhood?

Neighborhood livability
Can schools, parks or other public 
land in your neighborhood become 
a place for people to experience and 
enjoy nature?

10



• Project development is a fundamental 
stage of participatory budgeting processes.

• However, the Oregon Constitution and the 
2019 Bond do not allow Bond funding to 
be spent on project development, as such 
spending may not result in a capital asset 
(if the project is ultimately not funded).

• Open Questions

– Where will this funding come from?

– How does the funding source affect the 
project development process?

Funding Challenge for 
Project Development



Project development using non-Bond Metro 
sources or community fundraising.

• Options

– Offer funding to project implementers

– Offer contractor support

– Offer Metro staff support

• Appropriations would need to be added 
through an upcoming budget amendment 
in advance of launching any project 
development effort.

Known Unknown: Alternative 
Project Development Funding



Project development using request for 
proposal

• Transfers project development funding 
responsibility to project implementer

• Could limit potential partners with 
necessary capacity and funds

• Could limit potential projects

• Others may not be willing to fund 
without guarantee of grant funding

Known Unknown: Alternative 
Project Development Funding



Community engagement: Humberto 
Marquez Mendez, 
humberto.marquezmendez@oregon
metro.gov

Capital grants: Crista Gardner, 
crista.gardner@oregonmetro.gov

Key contacts



Questions?
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