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Integrating Lead Service 

Line Replacement into 

Capital Improvement Plans 
 

Lead service line replacement (LSLR) and your capital improvement plan (CIP) are 

inherently complementary. The CIP provides the forward-looking framework needed to 

sustain coordinated, cost-effective, and minimally disruptive replacement efforts over time. 

Embedding LSLR within a CIP helps institutionalize infrastructure investment coordination 

and capture investment efficiencies across multiple years. This embedded approach 

reduces redundant construction setup, excavation, and restoration costs, while improving 

project sequencing and minimizing disruption to residents. Integrating LSLR into a CIP 

requires upfront planning, but the effort pays off—it creates a clearer, more 

predictable implementation and funding pathway and positions municipalities to 

complete replacement work more efficiently over the long term. 

This guide outlines key considerations and practical steps for integrating lead service line 

replacement into a capital improvement plan. 

The Case for Incorporating Lead Service Line Replacement into a 

Capital Improvement Plan 

Many municipalities already align LSLR with other capital projects, such as road 

resurfacing and water main replacements. Using CIPs as a tool to do this provides 

several benefits: 

Cost Savings: Embedding LSLR in capital improvement planning provides a 

structured framework to coordinate investments and sequence capital projects to 

systematically reduce overall project costs. The CIP framework helps ensure 

efficiencies are identified early and carried through project planning, budgeting, 

and implementation. Savings can come from using one contractor or firm to 

oversee the entire project, one set of traffic control measures, and one round of 

pavement and landscape restoration. When this work is planned together, 

construction can proceed more efficiently and at a lower overall cost.  
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Securing a Skilled Workforce: Another efficiency gain from adding LSLR in a CIP is 

the clear picture of the workforce needed for LSLR. Many municipalities face 

challenges finding the appropriate workforce or contractors to complete 

replacement activities. Having LSLR in a CIP allows municipalities to coordinate 

early with contractors to secure a skilled workforce. Learn more about how LSLR 

can support workforce development here. 

Resident Disruption: Coordinating LSLR with other infrastructure work can also 

reduce disruption to residents. When projects are completed separately, 

neighborhoods may experience multiple rounds of construction activity, traffic 

impacts, and service interruptions. Completing related work at the same time can 

limit these disruptions and help strengthen public understanding of, and support 

for, municipal infrastructure investments. 

Improved Coordination: Including LSLR in the CIP strengthens project planning. It 

allows departments to coordinate schedules earlier, identify efficiencies and 

redundancies, align funding and procurement decisions, and streamline 

communication with residents and other community stakeholders about 

anticipated work. 

Community Outreach: When LSLR planning is included in a municipality’s broader 

capital planning process, outreach can begin sooner, and project timelines can be 

communicated with greater accuracy. Municipalities know community outreach is 

critical; incorporating LSLR in a CIP allows this communication to be planned and 

executed earlier and more efficiently. This improves trust and relationships with 

residents and allows greater cooperation before, during, and after the replacement. 

Learn more about effective engagement for LSLR here. 

Identify Administrative Needs: As listed, there are many steps and considerable 

coordination needed to manage an LSLR program. Municipalities have identified 

outreach and recordkeeping as requiring more staff support than originally 

anticipated. Planning by assessing current staffing skills and capacity can prevent 

potential bottlenecks and staff stress. 

https://www.cookcountytap.org/news/lslr-report-workforce
https://www.cookcountytap.org/engage
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What is a Capital Improvement Plan? 

A capital improvement plan is a strategic, multi-year (generally with a five- to ten-

year time horizon) planning document that municipalities use to identify, prioritize, 

schedule, and fund major infrastructure investments. A CIP links projects to 

anticipated timing, estimated costs, and potential funding sources across 

departments. CIPs vary by municipality; in some communities, the CIP functions 

primarily as a planning document, while in others it is closely tied to adopted 

budgets and financing decisions.  

A strong capital improvement plan helps municipalities align infrastructure 

spending with long-term goals (e.g., growth, equity, economic development); 

improve financial discipline (i.e., avoid “reactive spending”); support budgeting and 

rate setting; and increase financial transparency, including where money is going—

and why. 

Key Implementation Considerations  

Realizing these benefits requires municipalities to incorporate LSLR into the CIP 

thoughtfully and consistently update the plan each year. Here are key tips to keep 

in mind: 

1. Interdepartmental coordination: Establish a shared planning process 

among water, public works, engineering, finance, and other departments so 

project schedules, resident outreach, funding decisions, and construction 

timing are coordinated early to reduce redundant projects. 

2. Project prioritization: Dynamically plan lead service line replacement with 

other capital projects such as water main replacement, sewer improvements, 

or street resurfacing projects. Putting this into practice might involve 

replacing an entire block’s service lines alongside water main replacement, 

followed by a road resurfacing project. This step is central to capturing the 

cost and efficiency benefits of incorporating LSLR into the CIP. 

3. Funding strategy: Municipalities structure CIP funding in different ways, but 

it is a best practice to identify both existing and anticipated funding sources 

for LSLR. When a municipality secures grant funding for a related 

infrastructure project, such as water main replacement, and has LSLR 

funding programmed in the CIP, it is better positioned to 
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complete both efforts together. This approach can reduce costs, improve 

construction efficiency, and support a more reliable timeline because 

funding has already been incorporated into the broader capital planning 

process. 

4. Equity and access: Establish clear policies for replacing the portion of the 

service line on private property, support resident participation, and conduct 

public engagement so vulnerable populations are not left behind. 

Municipalities should consider how prioritization criteria, communication 

practices, and participation requirements may affect different 

neighborhoods. 

5. Construction standards: Coordinate procedures that minimize fragmented 

or emergency work that can increase long-term costs. To increase efficiency, 

prioritize full lead service line replacement with procedures for leaks and 

breaks, and water main condition assessment. Including these needs in the 

CIP helps municipalities evaluate dependencies in advance and sustain 

project coordination over multiple years. 

How to Develop or Improve a Capital Improvement Plan with Lead 

Service Line Replacement 

To incorporate LSLR into a municipal CIP—or to strengthen an existing LSLR plan—

the process can begin with a few basic steps. The goal is to create a shared, multi-

year roadmap for infrastructure decisions so projects can be sequenced, funded, 

and coordinated more effectively. 

1. Compile capital needs: Gather project needs from water, public works, 

engineering, finance, and other departments, including known regulatory 

requirements and infrastructure condition. 

2. Estimate costs and timing: Develop preliminary cost estimates, identify 

likely project years, and note where projects may be coordinated 

geographically or by asset type. 

3. Identify funding sources: Match projects with likely funding 

mechanisms, such as utility revenue, bonds, grants, state revolving funds, 

or other local sources. 

https://www.cookcountytap.org/legal
https://www.cookcountytap.org/legal
https://www.cookcountytap.org/planning
https://www.cookcountytap.org/LSLR-Funding
https://www.cookcountytap.org/LSLR-Funding
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4. Prioritize projects: Rank projects based on factors such as public health, 

community equity, regulatory compliance, asset condition, and 

coordination opportunities. 

5. Review and update regularly: Revisit the CIP annually so cost estimates, 

schedules, and funding assumptions stay current, and new coordination 

opportunities—including LSLR—can be incorporated. 

Next Steps for Municipalities 

Municipalities don’t need to start from scratch to incorporate LSLR into their capital 

improvement plans—they can build on practices already underway and take a few 

practical steps to make that coordination consistent and long-lasting. The steps 

outlined in this article turn coordination from a one-off success into a sustained 

strategy—helping municipalities deliver LSLR programs that are not only more 

efficient, but more predictable, cost-effective, and responsive to residents over the 

long run.  

To learn more about how communities are incorporating LSLR into their CIP, check 

out the “Do Your Homework: Prioritization Plan” for examples of how communities 

are incorporating capital improvement planning into their LSLR plan. 

 

This article was written by Liam Mickus, a 2026 intern on Elevate's Water Programs team. 

https://www.cookcountytap.org/planning

	Integrating Lead Service Line Replacement into Capital Improvement Plans
	The Case for Incorporating Lead Service Line Replacement into a Capital Improvement Plan
	What is a Capital Improvement Plan?
	Key Implementation Considerations
	How to Develop or Improve a Capital Improvement Plan with Lead Service Line Replacement
	Next Steps for Municipalities


