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VIRGINIA
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THE 
COMPREHENSIVE 

PLAN IN VIRGINIA

Serves as the core policy document

However, it is not self-implementing

Should be a legislative “to-do” list

A plan for the physical development of the locality, 
guiding future development

An advisory or guidance document for development of 
ordinances, programs, and development

Where have we been, where are we now, and where are 
we going
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REQUIREMENTS

The State Code requires:

Every local government must adopt 
a comprehensive plan.

The locality must review that plan 
every five years. 

The locality must meet procedural 
and substantive standards. 
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EXISTING 
COMPREHENSIVE 

PLAN



EXISTING VISION OF NEW MARKET’S FUTURE

The comprehensive plan is guided by a vision of a future New Market that includes:

•A historic district that is protected from adverse changes and with new construction throughout 
the town that is compatible with and sensitive to New Market’s historic character and that 
contributes to the aesthetic quality of the community. 

•A high quality of life which includes healthy residential neighborhoods, adequate open space 
and recreational facilities, strong schools, and a well-designed transportation system. 

•A residential community centered on tourism as its major business. 

•A strong and lively downtown area that serves as a focal point for community activities. 

•An ideal location for industry that is compatible with our residential / tourist atmosphere.
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In terms of usability, how would 
you rate the existing 
comprehensive plan?



In your official role, what suggestions 
would you have for making the 
Comprehensive Plan more user-
friendly? As local officials, what 
format would best help you make 
decisions.



DISCUSSION Calibrating feedback
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IN YOUR OFFICIAL ROLE, WHAT SUGGESTIONS WOULD YOU HAVE FOR 
MAKING THE COMPREHENSIVE PLAN MORE USER-FRIENDLY? AS LOCAL 
OFFICIALS, WHAT FORMAT WOULD BEST HELP YOU MAKE DECISIONS.

Unfettered use by town officials and staff to facilitate prompt actions rather than “talking an idea 
or proposal to death”. Existing format of public hearings, recommendations to Council, action by 
Council.

The phase “living document” is time worn but can apply here. If it is comprehensive it shouldn’t start 
and start but flow one into the other.

I think we should explain and refer to the plan more frequently

I think an accessible website format would be best so that's it's direct and transparent. I hope for 
better data points within it too, highlighting 5 yr histories. It is very hard to do data driven decisions 
in New Market because of the lack of long-term data.



DISCUSSION Calibrating feedback
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WHAT ARE THE TOP ISSUES 
IN NEW MARKET? DESCRIBE 
SOME OF THE HOT TOPICS.



WHAT ARE THE TOP ISSUES IN NEW MARKET? 
DESCRIBE SOME OF THE HOT TOPICS.

No more conservation 
easements in the Town of 

New Market.

Bringing new businesses to 
the town, specifically a 

grocery store, a hardware 
store, a variety store and 

a drug store.

Getting new businesses to 
come to town. Need a 

grocery store and 
hardware store.

affordable housing, need 
for better retail

Growth of the business 
district, economic 

challenges facing the 
town.

Land locked and 
continuation of businesses 

being opened and 
development

Economic Development



WHAT TOPICS 
NEED THE MOST 

ATTENTION?

Housing

Economic Development

Land Use and Development 

Community Services and Infrastructure

Transportation
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DISCUSSION Calibrating feedback
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DESCRIBE A SUCCESSFUL 
ENGAGEMENT PROCESS.
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HOW WOULD YOU DESCRIBE 
A SUCCESSFUL 
ENGAGEMENT PROCESS? 
WHAT IS YOUR MEASURE OF 
SUCCESS?

When a plan is adapted make sure it is legal and properly followed.

Established priorities are identified and the measure of success is 
bringing priorities to fruition.

We come up with an area to grow the housing in town and get a 
grocery store, maybe a hardware store.

a rating system

Getting new citizens involved who offer potential solutions, understand 
limitations and are willing to work in a community centric way.

Continual development and whether individuals are moving from new 
market due to the lack of accessibility to grocery stores, pharmacies etc

Engaging events, not just lectures. Events for specific KIDS: Lego build 
outs, etc



DISCUSSION Calibrating feedback
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DESCRIBE A SUCCESSFUL 
PLANNING PROCESS.

A
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IMAGINE THAT THE 
COMPREHENSIVE PLAN 
UPDATE IS COMPLETE, 
AND THE TOWN IS 
CELEBRATING A 
SUCCESSFUL PLANNING 
PROCESS. DESCRIBE 
WHAT MADE THIS 
PROCESS A SUCCESS. 
WHAT HAPPENED THAT 
CAUSED THAT 
CELEBRATION?

Input from a variety of sources that were reasonably 
feasible. Implementation of projects derived from the data 
supplied by the various sources.

We find a way to attract new business to town

Involvement, integration, initiation across citizen population 
of New Market.

The staff. Town council and constituents

I hope folks are invited through the process to join ALL the 
empty board seats in council



DISCUSSION Calibrating feedback
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NEXT STEPS
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STEERING COMMITTEE

The Citizen Steering Committee will be an advisory 
group. Their general responsibilities are to:

 Advise on a clear and effective direction for the planning 
process.

 Inform town staff and consultants on information, plans, and 
other activities that could overlap with or augment the process. 

 Recruit community members into the engagement and 
outreach. 

 Review the draft plan materials. 
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COMMITTEE 
RECOMMENDATIONS

Limit the committee to about eight people

Include Planning Commission members (at least 2)

Consider a Council Liaison

Appoint members that represent high-priority areas:

 Housing 

 Economic development 

 Local service providers

Consider a roster that would be representative of the community. 

Who is commonly missing from the table?
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SCOPE OF WORK

Assemble the steering committee

Begin to collect and analyze data

Develop an Engagement Plan

Begin a robust and diverse engagement process

Launch an online presence 

Develop communications materials

Identify community needs
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QUESTIONS AND 
DISCUSSION
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WHAT OTHER FEEDBACK 
WOULD YOU LIKE TO 

PROVIDE TO GUIDE THIS 
PROCESS TO GUIDE STAFF 

AND THEIR CONSULTANTS?



WHAT OTHER FEEDBACK WOULD YOU LIKE TO PROVIDE TO GUIDE 
THIS PROCESS TO GUIDE STAFF AND THEIR CONSULTANTS?

Have an open mind and think “out of the box”. Anything is 
possible, Be willing to compromise.

Look at successful towns and see what works for them.

Develop some KPIs for the different departments in Town.



COMPREHENSIVE 
PLAN 

PERFORMANCE 
MEASURES



WHAT IS COMPREHENSIVE 
PLAN IMPLEMENTATION?

A comprehensive plan is 
a long-term policy guide 
that outlines a locality’s 
growth and 
development.

Implementation ensures 
that the plan's goals 
transition from vision to 
reality.

Successful 
implementation requires:

Clear goals and priorities.

Funding mechanisms and 
partnerships.

Regular evaluation and public 
accountability.

Integration into local 
ordinances and capital 
planning.

Without implementation, 
a plan remains just a 
document, not a 
roadmap for action.



WHY DOES IMPLEMENTATION 
MATTER?

PREVENTS THE “SHELF PLAN” SYNDROME: ENSURES PLANS RESULT 
IN ACTION, NOT JUST REPORTS.

GUIDES LOCAL DECISION-MAKING: HELPS COUNCILS, 
COMMISSIONS, AND STAFF PRIORITIZE INVESTMENTS.

BUILDS PUBLIC TRUST: DEMONSTRATES THAT COMMUNITY INPUT 
LEADS TO TANGIBLE IMPROVEMENTS.

SUPPORTS FUNDING APPLICATIONS: MANY GRANTS REQUIRE 
PROOF OF IMPLEMENTATION EFFORTS.

LEADS TO BETTER OUTCOMES: ALIGNS ZONING, 
INFRASTRUCTURE, AND DEVELOPMENT IN A COORDINATED WAY.



BEST PRACTICES IN 
IMPLEMENTATION

Establish Clear Metrics & Indicators – Define measurable benchmarks for tracking progress.

Use Implementation Matrices – Assign tasks to responsible agencies with timelines.

Annual Progress Reporting – Require reports to councils and commissions on implementation status.

Tie Planning to Budgeting – Connect comprehensive plan goals with CIP and funding strategies.

Use Public Dashboards & Citizen Engagement – Make implementation progress accessible to the community.

Designate an Implementation Oversight Committee – A formal team ensures accountability.

Regular Plan Review & Adaptation – The plan should be updated as conditions change.

Leverage Digital Tools – Spreadsheets, GIS dashboards, live trackers, and real-time reporting improve efficiency.



USING THE COMPREHENSIVE 
PLAN FOR IMPLEMENTATION 
& TRACKING

•The Comprehensive Plan is not just a vision—it is a 
policy tool to guide decisions. 

•Implementation requires consistent reference to 
the plan in day-to-day government actions. 

•Key areas where the plan actively shapes 
decisions: 

•Land Use & Zoning Decisions 

•Capital Improvement Planning (CIP) & Budgeting 

•Public Facility Siting (VA Code § 15.2-2232) 

•Infrastructure & Utility Expansion 

•Environmental & Conservation Policies



COMPREHENSIVE PLAN & 
LAND USE DECISIONS

Legal Basis for Decision-
Making – The 

Comprehensive Plan 
provides justification to 

approve or deny 
development proposals. 

Staff Reports Must Assess 
Compliance – Proposals 
must be reviewed against 
the Future Land Use Map 

(FLUM) and Comprehensive 
Plan policies. 

Decisions Must Be 
Defensible – A locality can 
legally deny a rezoning or 
special use permit (SUP) if 

it does not align with the 
plan. 



HOW THE 
COMPREHENSIVE 

PLAN GUIDES 
DEVELOPMENT 

REVIEWS

Rezonings

•Evaluates if the requested zoning aligns with the 
FLUM & policy goals.

•Assesses impacts on public facilities (roads, schools, 
utilities, emergency services, etc.).

•Ensures rezonings support the plan’s vision for 
growth, preservation, or economic development.

Special Use Permits (SUPs)

•SUPs allow certain uses only if they meet criteria 
established in the plan.

• The plan helps determine if the use is appropriate for 
the location & surrounding area.

•Considers impacts on traffic, environment, and 
public services before approval.

By explicitly tying rezonings and SUPs to the 
Comprehensive Plan, staff reports and decision-
makers ensure land use changes support long-term 
community goals and remain legally defensible.



THE FUTURE LAND USE 
MAP (FLUM) IN ACTION

•Serves as a decision-making tool for rezonings, 
subdivisions, and land development proposals.

•Helps evaluate if a proposal supports planned growth 
areas or conflicts with long-term goals.

•Used by: 

• Planning Commission & Elected Officials in 
review of land use changes.

• Developers & Property Owners to align projects 
with community expectations.

• Residents & Advocacy Groups to understand 
future land use patterns.



COMPREHENSIVE PLAN & 
ZONING CODE UPDATES

Zoning Text Amendments

•Plan recommendations guide changes to zoning 
ordinances & subdivision regulations. 

•Ensures development regulations reflect the 
community’s vision. 

Overlay Districts & Form-Based Codes

•Comprehensive plans help justify special zoning tools to 
protect character & encourage desired growth patterns.



PUBLIC FACILITY SITING 
& VA CODE § 15.2-2232

•State law mandates that new public facilities 
be consistent with the Comprehensive Plan. 

•Includes: 

•Schools, libraries, and fire stations. 

•Utility & infrastructure expansions (water, 
sewer, broadband). 

•Energy & data centers, including solar farms 
and high-voltage transmission lines. 

•Planning Commission reviews facility 
proposals for consistency with long-term growth 
strategies. 



CAPITAL IMPROVEMENT 
PLANNING (CIP) & 
BUDGETING

The plan informs long-term investments in:

•Roads & transportation networks. 

•Parks & recreation facilities. 

•Water, sewer, & stormwater management. 

Ensures funding is prioritized for projects 
that align with the plan.

Ties land use decisions to financial 
planning for sustainable growth.



INFRASTRUCTURE EXPANSION 
& PUBLIC SERVICE AREAS

•Public utilities & road networks must align with the plan’s growth 
projections. 

•Determines: 

•Where new development should occur (growth areas vs. rural preservation). 

•Whether public water/sewer should be extended or limited to encourage 
compact growth. 

•Coordination between state, regional, and local agencies for infrastructure 
planning.



COMPREHENSIVE PLAN & 
LAND PRESERVATION 
TOOLS

•Conservation Easements: Must receive letters of compliance 
with the comprehensive plan. The plan can direct 
preservation efforts to priority areas or limit easements in areas 
designated for future economic development.

•Agricultural & Forestal Districts (AFDs): The comprehensive 
plan guides where AFDs should be designated, extended, or 
reduced, ensuring farmland and forest conservation align 
with broader land use goals.

• Transfer of Development Rights (TDRs): The plan establishes 
sending and receiving areas to manage growth, directing 
development to preferred locations while preserving critical 
lands.

•Strategic Planning for Preservation: The plan can set clear 
policies for where long-term rural preservation is appropriate 
versus where growth should be encouraged.



ANNEXATIONS & 
COMPREHENSIVE 
PLAN GUIDANCE

•The Comprehensive Plan provides criteria for town and city 
annexations, ensuring: 

•Annexations occur in planned growth areas rather than in a 
scattered or reactive manner. 

•Public services (water, sewer, roads) can be efficiently extended 
to newly annexed areas. 

•The fiscal impact is considered—ensuring tax revenues can 
support expanded municipal services. 

•Annexation Criteria in the Plan May Include: 

•Proximity to existing town infrastructure to reduce service costs. 

•Alignment with the Future Land Use Map (FLUM) and growth 
projections. 

•Impact on adjacent county land uses and preservation areas. 

•Helps localities avoid conflicts over boundary expansions by 
setting clear, predictable annexation policies. 



CASE STUDY - 
RICHMOND 300

Implementation Framework

• Adopted in 2020, guides city growth through 2037

• 2021 APA Burnham Award Winner for outstanding comprehensive 
planning

• Citywide Metrics for Benchmarking Progress 

• Tracks housing growth, business development, 
infrastructure investments

• Metrics provide an overall snapshot of progress, not just 
linked to specific goals

• Annual Implementation Reports 

• Published each year and presented to Planning 
Commission & City Council

• Ensures public accountability and continuous progress 
evaluation

• 5-Year Review Process 

• Required check-in and strategic adjustments based on 
data trends

• Ensures plan remains a living document



CASE STUDY - 
RICHMOND 300

Plan in Action

•Used in rezonings & land use decisions 

•Example: Rezoning of Manchester & Shockoe 
Bottom districts for mixed-use growth 

•Guides special use permit approvals 

•Projects must align with the Future Land Use Map 

•Capital Improvement Plan (CIP) Alignment 

•Greenway & trail expansions prioritized in key 
mobility corridors 

•Public transit expansion tied to designated high-
density areas 

•Used to Secure Grants & Public-Private 
Investments 

•Example: Bus Rapid Transit funding request 
backed by Richmond 300’s multimodal goals



CASE STUDY - 
WINCHESTER 
COMPREHENSIVE PLAN

Commitment to Implementation

•2022 Comprehensive Plan Update

•Emphasizes action, not just vision: 

• Plan states: “Winchester does 
not want a plan that gathers 
dust on a shelf.”

•Implementation Chapter assigns 
~100 specific projects & policies 

• Each action has a designated 
responsible party (staff, 
agencies, community groups)

•Annual Implementation Report 
required 

• Report details status of each 
action

• Identifies which initiatives are 
progressing, delayed, or 
completed



CASE STUDY - 
WINCHESTER 
COMPREHENSIVE PLAN

How Winchester Uses the Plan Daily

•Guides rezoning & development review 

• Example: Rezoning downtown for higher-density 
housing & commercial uses

•Capital Investment Priorities 

• Infrastructure investments focused on designated 
growth areas

• New schools, roads, and parks aligned with projected 
population growth

•Public Engagement & Accountability 

• Annual reports made accessible online & via public 
meetings

• 5-year review includes citizen advisory focus groups



CASE STUDY - 
CHESTERFIELD COUNTY 
MOVING FORWARD PLAN

Chesterfield’s Action-Oriented Implementation 
Plan

• Implementation Chapter includes a detailed 
“Action Plan Matrix” 

• Lists specific projects & initiatives

• Each action is assigned a Project 
Lead (responsible department)

• Timeframes & expected outcomes 
identified

• Annual Implementation Report required 

• Presented to County Administration, 
Planning Commission, & Board of 
Supervisors

• Tracks progress on zoning updates, 
infrastructure investments, and 
growth management

• Oversight & Coordination 

• Designated Implementation 
Coordinator in County 
Administration

• Helps align departments & agencies 
toward shared goals



CASE STUDY - 
CHESTERFIELD COUNTY 
MOVING FORWARD PLAN

Chesterfield’s Plan in Action

• Used in rezoning & land use applications 

• Example: Restricting suburban sprawl in rural conservation zones

• Subdivision ordinance amendments based on the plan 

• Example: Adjusting minimum lot sizes to match rural & suburban 
character

• Capital Improvement Plan (CIP) Prioritization 

• Road & utility expansions only approved in planned growth corridors

• Public facilities like fire stations & schools strategically placed

• Plan Integration with Budgeting & Strategic Planning 

• Tied to county’s long-term financial plan & economic development 
strategy



CASE STUDY - 
ARLINGTON AFFORDABLE 
HOUSING PLAN

Arlington’s Affordable Housing Strategy & Goals

• Part of Arlington’s Comprehensive Plan: The Affordable Housing Master Plan 
(AHMP) guides housing policies and programs.

• Key Housing Goals: 

• Increase Committed Affordable Units (CAFs) for low-income households.

• Reduce housing cost burden for low- and moderate-income residents.

• Ensure housing affordability across Arlington’s neighborhoods.

• Implementation Approach: 

• Uses zoning tools, financial incentives, and public-private partnerships to 
meet goals.

• Coordinates housing efforts with transportation, schools, and economic 
development.

• Annual Monitoring & Reporting Plan keeps policies data-driven and adaptable.



CASE STUDY - 
ARLINGTON 

AFFORDABLE HOUSING 
PLAN

Arlington’s Affordable Housing Monitoring & Reporting Plan

• Tracking Progress & Public Accountability

• Annual Housing Report evaluates housing affordability, production, 
and preservation.

• Defined Metrics & Targets: 

• Number of Committed Affordable Units (CAFs) 
created/preserved.

• Housing cost burden rates for various income levels.

• Changes in rent and income levels compared to 
affordability targets.

• GIS Mapping & Trend Analysis visualize neighborhood-level housing 
changes.

• Impact on Policy & Budgeting

• Data informs zoning changes, land use decisions, and housing 
trust fund allocations.

• Helps refine developer incentives & funding priorities to meet 
goals.

• Supports adjustments to affordable housing policies based on real-
world trends.

• Public Accessibility & Transparency

• Online dashboard provides real-time access to data and trends.

• Public engagement opportunities ensure ongoing input into housing 
decisions.



CASE STUDY – 
SHENANDOAH COUNTY 
COMPREHENSIVE PLAN

Shenandoah 2045: Internal Implementation Tracker

• Comprehensive Plan Linked to a Live Tracking System

• Internal Excel-based Implementation Matrix organizes all plan actions.

• Can be sorted by responsible agency, timeline, and status (Not Started, In Progress, 
Completed).

• Departments update progress directly within the system.

• Live Public Dashboard for Transparency

• Automatically updates online for residents to track implementation.

• Real-time status updates show progress toward plan goals.

• Enhances accountability by making implementation efforts visible to the public.

• A Model for Tracking & Accountability

• Helps county staff prioritize actions and coordinate across departments.

• Ensures the plan remains a living document rather than a “shelf plan.”

• Supports continuous adaptation as conditions change.



CASE STUDY – SHENANDOAH COUNTY 2045: 
A FUTURE TOGETHER COMPREHENSIVE PLAN

Shenandoah 2045: Public Engagement & 
Implementation Tools

• Multiple Tools for Ensuring Implementation Success

• Action Plan Matrix: Links policies to funding sources & zoning 
regulations.

• Community Action Toolkit: Resources for local organizations to assist in 
implementation.

• Annual Progress Reports: Keeps leadership & residents informed.

• Interactive Online Tools

• Live Data Dashboards: Visualize key statistics on plan progress.

• GIS Mapping Tools: Show development trends & infrastructure needs.

• Ongoing Plan Adjustments

• Annual updates ensure the plan evolves with new challenges.

• Regular public engagement keeps implementation aligned with 
community needs.



CASE STUDY - BRISTOL 
COMPREHENSIVE PLAN
Bristol Comprehensive Plan: Focused & 
Implementable Approach

• The Plan Prioritizes Action Over Vision Statements

• Developed using the Implementable Comprehensive Plan 
Approach – focuses on real, relevant issues.

• Clearly defines responsibilities for each initiative.

• Emphasizes short-term, achievable actions alongside long-term 
goals.

• Implementation Structure

• Action Plan Matrix: Assigns each action to a responsible entity.

• Annual Progress Reports: Track status of implementation efforts.

• Public & Private Partnerships: Engage businesses and community 
groups in execution.

• Making Planning Relevant to Everyday Decision-Making

• Directly links land use planning to economic development, 
infrastructure, and housing initiatives.

• Ensures local policies align with long-term goals in the plan.



CASE STUDY - BRISTOL 
COMPREHENSIVE PLAN

Implementation & Tracking

• Implementation Action Plan

• Action matrix assigns responsible parties, 
timelines, and priority levels for each goal.

• Tasks categorized as short-term (0-5 years), 
mid-term (6-10 years), and long-term (10+ 
years).

• Annual Progress Reports & Accountability

• City staff produce an Implementation Status 
Report tracking completed, in-progress, and 
pending actions.

• Progress is reviewed by city leadership and 
informs funding decisions.

• Performance Metrics & Public Tracking

• Uses key performance indicators (KPIs) to 
measure success in housing, economic 
development, and infrastructure.

• Updates are shared with the public through 
annual reports and city website updates.

• Plan Integration with Budget & Capital Planning

• Guides Capital Improvement Plan (CIP) and 
funding priorities for infrastructure and 
services.

• Ensures comprehensive plan remains a living 
document influencing local decision-making.



THE IMPLEMENTABLE 
COMPREHENSIVE PLAN APPROACH

1

Focus on Real & 
Relevant Issues – 
Organize around key 
challenges, not just 
policy categories.

2

Provide Practical & 
Workable 
Recommendations – 
Clearly define action 
steps and responsible 
parties.

3

Recruit Key Partners 
Early – Engage local 
agencies, businesses, 
and nonprofits in 
execution.

4

Initiate Actions During 
the Planning Process – 
Don’t wait until adoption 
to start implementation.

5

Ensure Public & 
Political Buy-In – Keep 
elected officials and 
residents engaged 
throughout.

6

Use Digital Tracking 
Tools – Implement Excel 
databases, GIS 
mapping, live 
dashboards, and 
automated reporting.



LESSONS FROM EXISTING 
PLANS

SET CLEAR METRICS & 
TRACK PROGRESS. 

DEFINE BENCHMARKS 
AND TRACK 

PERFORMANCE 
REGULARLY.

MAKE 
IMPLEMENTATION AN 
ONGOING PROCESS. 

PLANS SHOULD 
EVOLVE OVER TIME, 

NOT BE STATIC.

TIE PLANNING TO 
BUDGETING. SECURE 
FUNDING FOR KEY 
ACTIONS WITHIN 

CAPITAL 
IMPROVEMENT PLANS.

ENGAGE THE PUBLIC 
CONTINUOUSLY. 

ENSURE RESIDENTS SEE 
TANGIBLE PROGRESS 
AND STAY INVESTED.

BE FLEXIBLE & 
ADAPTIVE. ADJUST 

STRATEGIES BASED ON 
REAL-WORLD 
CHALLENGES.

USE DIGITAL TOOLS 
FOR 

ACCOUNTABILITY. 
LIVE DASHBOARDS 

AND PUBLIC TRACKERS 
ENSURE 

TRANSPARENCY.

ENCOURAGE EARLY 
WINS. QUICK, VISIBLE 

RESULTS BUILD 
MOMENTUM AND 

POLITICAL SUPPORT.
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