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1. Short Overview of the Program
Multiple needs from various departments pertaining to county-owned properties became
apparent in 2013. From fiscal analyses to recording environmental standards
documents, accessing and maintaining information about our land was a county-wide
necessity. Thus, the Parcel Project was initiated to take a holistic evaluation of our
properties and the associated data management techniques.

Numerous county departments researched and collaborated to develop an internal
property management system that serves as the centralized location for all data
associated with Henrico’s parcels. The outcome of the Parcel Project was the in-house
developed Henrico County-Owned Property System, HOPS. By pulling data from
existing systems and allowing for user-generated information, HOPS has integrated and
streamlined every aspect of property management. Simple tasks like identifying a
parcel’s responsible department now takes minutes when it previously took a week of
never-ending email strings. HOPS has even led to the creation of a secondary internal
property management system.

2. Problem/Challenge/Situation
Essentially, there were three main needs the Parcel Project, and ultimately HOPS, had
to address – identify, organize, and categorize. First and foremost, Henrico needed an
efficient and effective manner to access all of our current and past land records. Prior to
HOPS, just identifying all of our current county-owned parcels took querying two internal
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systems and no less than two external systems. Archived records were not readily
available. Furthermore, each department had their own parcel data management
formats, such as a spreadsheet or entire separate system.

Additionally, trying to respond to a citizen inquiry, handle a maintenance issue, or record
environmental standards on most of our unutilized lots took approximately a week to
resolve. Numerous emails to varying departments was the main avenue of finding out a
parcel’s responsible department. The limited information available about Henrico's
parcels organized the properties by the legal owner, which could have been Henrico
County general government, School Board, or Economic Development Authority.

Finally, there was no categorization or prioritization of county-owned properties. Before
our property management plan and system, there was limited knowledge of how many
parcels were being utilized or had future plans on a macro level. Some of this
information was known only by the individual departments and maintained in many
different formats. Thus, an exact financial report or long-term land asset plan were not
readily available.

3. How the Program Was Carried Out
All of the differing needs pertaining to county-owned land led to the creation of the
Parcel Project, which was a project team with representatives from 16 departments
charged with developing a property system. The effort was led by staff from the County
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Manager’s Office and the Information Technology departments. Before any discussions
of a real-time digital database could begin, the team had to identify, organize, and
categorize all 716 parcels. After those initial three phases were complete, HOPS was
created and implemented.

To begin, the team reviewed each department’s individual property lists, evaluated our
county’s entire land database and neighboring localities database to compile a
comprehensive list of every county-owned parcel. This step involved numerous
meetings, site visits, and countless hours researching land transfer documents. Through
our analyses of department lists and various deed books, the project team then
organized every parcel by responsible department. Not only did every parcel need a
responsible department, but some parcels were shared between departments.
Additionally, some parcels did not have an obvious responsible department, leading to
undesignated lots. In addition to the use of physical sources, institutional knowledge
was critical assistance in these two particular situations. Thus, we further organized
properties by multiple responsible departments and designated one department to the
unclaimed parcels.

The third phase categorized or prioritized all 716 pieces of properties. With such a
significant inventory, it became even more apparent a long-term land asset plan was
vital. Every parcel was analyzed for utilization based upon certain criteria. Responsible
departments evaluated their property and grouped them into three different categories:
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in-use, future use, and surplus. In-use means the parcel is currently being used; future
use delineates a parcel has a proposed or planned project; and surplus means the
parcel has no use and can be disposed.

Once comprehensive lists were compiled, the Planning and Real Property departments
reviewed all of the surplus parcels to subgroup them based on ease of sale. The final
review and groupings then led to the implementation of Henrico’s land asset plan. The
plan outlines the acquisition and disposal processes, a prioritized disposal list, and
included funds to contract with a brokerage firm to help unload the surplus parcels.
Once our land asset plan was invoked, the development of HOPS begun.

The main objectives for HOPS are to provide accurate parcel information in a
centralized location with customized reporting capabilities. The property management
system contains both quantitative and qualitative data. The database pulls information
from three different sources: real estate data from Vision software, Geographical
Information System (GIS), and staff. Vision and GIS contain most of the county's parcel
data, such as acreage, assessments, and zoning. Data entry personnel are responsible
for the qualitative aspects, which include the parcel category, internal property
description or name, and comments. The comments not only allow us to capture
institutional knowledge, but it also allows us to identify any trends in maintenance issues
or citizen inquiries. When leaving a comment on a parcel, a user must select a category.
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These categories organize comments based on content, which can help departments
recognize patterns of maintenance issues or other concerns.

Since property management was so decentralized prior to HOPS, the Information
Technology and County Manager’s staff worked with all 16 departments to develop a
user-friendly platform and format for everyone. As you can see in Attachment #1, the
home/default page displays the county’s entire parcel inventory, which can be filtered,
sorted, and searched by seven different fields. A parcel’s detail page – Attachment #2 contains every piece of qualitative and quantitative information about that particular
piece of property, including contact information for the responsible department and an
interactive map. Links to the separate Vision and GIS databases are also included.
HOPS integration of GIS allows users to directly link to the full online mapping service
that includes dozens of layers of data. Furthermore, the comments made on the parcel
can be downloaded to a spreadsheet or formal report.

Comments are not the only report HOPS provides, though. In fact, there are four other
reports that are possible for users to generate and download in spreadsheet form. The
Detail Parcel Report, shown in Attachment #3, provides the user with the 10 most
significant pieces of information about parcels, including any comments. Reports can be
filtered and generated by four different criteria giving users the ability to customize
reports.
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The second report, Parcel Statistics, serves as the dashboard for county-owned
properties. This report displays either basic information, such as acreage and
assessment values, on a county or department level. The Parcel Statistics – Attachment
#4 - is particularly useful as it provides an accurate overview of the county’s or a
department’s inventory in seconds. Prior to HOPS, this might have taken one or two
business days. The last land report, titled Archived Parcels, is an innovative approach to
maintaining our transfer land records. The system automatically runs weekly validation
checks between the other databases and HOPS. If there is ever a discrepancy, the
administrator is notified. Then based on the error the administrator either confirms a
parcel's record in HOPS or expires a parcel. When a parcel is expired, the usergenerated information, such as parcel category or comments, is saved along with the
responsible department and the unique identification code. Finally, to ensure system
utilization, a Usage Report was included. This report tracks the users and number of
page views within a month period.

The HOPS database application is built on top of an Oracle database that utilizes
Oracle Real Application Clusters (RAC) for a high level of current availability and flexible
scalability for future enhancements. All of the databases are on Oracle Database
Appliance (ODA) servers. The Spatial Database is built upon Microsoft SQL Server
2008r2 using Esri’s Spatial Database Engine (ArcSDE) version 10.2. The SQL Server
database utilizes Microsoft’s Active/Passive Clustering to provide a highly available
environment.
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4. Financing and Staffing
HOPS was developed and implemented entirely in-house with existing resources. No
outside assistance or development costs were utilized. In years past, the County would
have hired a consultant to handle the Parcel Project. The County Manager’s Office led
the Parcel Project team, and the Information Technology department worked tirelessly
with all of the departments to create a user-friendly environment with customized
reporting capabilities. All of the software and existing sources of information were
already in use and were not purchased for the sole use of this project.

5. Program Results
Prior to HOPS, there was no comprehensive list of county-owned parcels. If a list was
generated, it excluded certain parcels and was static. Now, we have a real-time
inventory that includes archived and out-of-jurisdiction parcels. Included in this inventory
is also institutional knowledge left in the comments. It is imperative to any project or
program that historical or pertinent paper-based information remain. Now, instead of
multiple meetings or days of research, those qualitative pieces of data are digitized and
can be readily accessed.

HOPS has significantly enhanced our efficiency and effectiveness in reporting and
concerns pertaining to parcels. Trying to generate a dashboard or overview of our
parcel inventory used to take one to two business days; it now takes minutes to
generate and download. Staff can now address a citizen inquiry or maintenance issue
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on a county-owned parcel in a day, the same inquiry would take up to a week just to
identify the responsible department.

Finally, HOPS has proven to be so effective it has led to the development of a
secondary system. The secondary system maintains specific stormwater compliance
data, and the responsible department – the most important piece of information – feeds
from HOPS. Knowing the responsible department is critical to meet the compliance
standards set by our environmental permits. Streamlining our reporting and recording
process will enable us to stay compliant with the state or federal regulatory agencies.

6. Brief Summary
It began as a simple meeting to discuss Henrico’s assets, and the end result was a
comprehensive review and enhancement of the county’s property management
practices. The scope of needs pertaining to county-owned land spanned from historical
information to environmental regulation reporting. A project team with representatives
from 16 departments was charged with the objective to identify, organize, and
categorize county-owned properties. After evaluating current property management
tools and processes, the team realized there was a demand for decentralizing property
information, too.

By pulling information from three different sources, the project team was able to identify
and organize more than 700 parcels. The organizational phase involved assigning each
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property to a county department. Once each parcel was claimed, the properties were
evaluated for current and future utilization. The categorization created a long-term
assets management plan for Henrico. All of this research and substantial amount of
data culminated to the development of HOPS, the centralized database for information
pertaining to county-owned properties. Users can search the entire database, create
customized reports, and add historical and qualitative information. HOPS is a one-stopshop for all information needed by agencies in the collaboration and management of
parcels owned by the county, and it has also become the foundation for other, specific
internal property management systems.

HOPS is much more than just a digital parcel database. It is the product of a countywide initiative to make data-driven decisions about one of our most valuable assets. It
has revolutionized how Henrico maintains property information and has positioned us
for success not only in property management, but various other fields as well. HOPS is
the epitome of the productive opportunities possible with technology. Our efficiency has
increased and reporting capabilities have come to fruition. More importantly, HOPS has
embodied a new way of problem solving and collaborative project management.
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Attachments Appendix
Attachment #1: Home/Default Page
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Attachment #2: Detail Page
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Attachment #3: Detail Parcel Report
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Attachment #4: Parcel Statistics

