Comprehensive Plan Implementation Tracking Tool
Virginia Association of Counties
2012 Information Technology Award
Judges Overview:

James City County completed an update to its comprehensive plan, Historic Past, Sustainable
Future, in November 2009. The plan examines ten topical areas and embodies the guidance of citizens,
businesses, officials, boards and committees, and County staff. The end of each topical area presents a
list of adopted goals, strategies and actions (GSAs) which provide a mechanism for turning the written
guidance of the plan into tangible steps that can affect positive change in the County. The GSAs include
20 different agencies that are responsible for reporting progress, and many GSAs have primary and
secondary responsible agencies. After plan approval, the daunting task of coordinating and tracking the
implementation of the nine goals, 57 strategies and 435 actions and reporting progress on those GSAs to
the public fell to the Planning Division.

To streamline and improve the transparency of progress reporting, staff developed an innovative
web-based Implementation Tracking Tool which allows updaters to sort the GSAs by responsible
agency so that they instantly see only the GSAs that they need to update and implement. Updating is
handled electronically with updaters entering their information directly to the site so Planning staff does
not have to manually enter data. The site also archives all previous entries so that progress on a specific
GSA can be tracked over time. Individuals can export data to an Excel spreadsheet or print pre-packaged
reports to view status updates and to determine which GSAs are complete and which need to be included
in future department work programs. The Implementation Tracking Tool has been used successfully for

two GSA progress reports and Planning Commission Annual Reports since its launch in 2011.
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Background Information:

James City County completed an update to its comprehensive plan, Historic Past, Sustainable
Future, in November 2009. The plan examines ten topical areas ranging from the environment and
community character to transportation and land use and embodies the guidance and direction of citizens,
the business community, elected and appointed officials, appointed boards and committees, and the
professional staff of the County. The end of each topical area presents a list of adopted goals, strategies
and actions (GSAs) which collectively provide a mechanism for turning the written guidance of the plan
into tangible steps that can affect positive change in the County. The GSAs were reorganized during the
most recent update into a new Implementation Schedule at the end of the comprehensive plan document.
Each GSA in the schedule is assigned a stakeholder (i.e. County, business or related agencies or
neighborhood/non-profit), a timeframe for completion (i.e. ongoing, 0-5 years, 6-10 years or 10+ years),
a priority (i.e. low, moderate or high), and a responsible agency (i.e. Parks and Recreation, Office of
Economic Development, Community Services, etc.). The responsible agency is the division or
department in the County that will be held accountable for completing a particular strategy or action and
that field of the tool is only for internal County use. The Implementation Schedule includes 20 different
responsible agencies, and many GSAs have primary and secondary responsible agencies. GSAs for
which different agencies are responsible can also span across multiple sections. For example, the
Department of Parks and Recreation is not only responsible for many GSAs in the Parks and Recreation
section of the comprehensive plan, but is also responsible for some in the Population Needs and
Transportation sections.

The Challenge:
The Planning Division, with the assistance of the National Research Center, Inc. and ICMA,

conducted a random citizen survey in advance of the 2009 Comprehensive Plan update. In the survey,
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85% of respondents indicated that James City County was a “good” or “excellent” place to live.
However, only 30% felt that the County government did a “good” or “excellent” job of listening to
citizens, falling below the benchmark for similar localities nationwide. Through open public comments
staff also heard that people wanted a simplified way to view the GSA data and manipulate or search it to
more easily find the GSAs in which they were interested. The Planning Commission and Board of
Supervisors also called for increased accountability to make sure that GSAs are remembered and are
being implemented in a timely fashion. The Planning Division conducted the 2009 update with this in
mind and with the goal of establishing better communication, accountability and reporting for the GSAs
to show that the County government does listen.

The Planning Division coordinates a progress update to the GSAs annually; however, the number
of GSAs has made this difficult, and past results have largely been kept internally by County
Administration or used to respond to specific citizen inquiries. A select few updates were also used in
annual progress reports, which are developed for the Planning Commission and outline the work
accomplished in the Planning Division over the most recently completed year. Unfortunately, the
timings of the update to the GSA progress and the annual progress report were not coordinated so
department heads were asked for the same types of updates at multiple times during the year for
different purposes. Additionally, previous GSA updates were time intensive. The update process
involved generating a digital list of all the GSAs in a Word document (often more than 40 pages) and
forwarding it to department managers to type-in updates. This format involved a lot of paper and it was
difficult to search for and identify items that each manager was responsible for updating without having
to read the entire document. Planning staff then had to manually assemble the input from the various

responsible agencies, which was a very time-intensive task.
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The Solution:

In response to the challenge posed by members of the public, elected officials and agencies
responsible for updates, County staff developed an innovative web-based Implementation Tracking
Tool. Updaters can sort the GSAs by responsible agency so that they instantly see only the GSAs that
they need to update and implement. Updating is handled electronically with updaters entering their
information directly to the site so Planning staff does not have to manually enter data. The site also
archives all previous entries so that progress on a specific GSA can be tracked over time. Individuals can
export data to an Excel spreadsheet or print pre-packaged reports to view status updates and to
determine which GSAs are complete and which need to be included in future department work
programs.

The Implementation schedule described earlier was also developed to address the public input
concerns. Not only is the Schedule a static document in the plan text, but an interactive version is
available to any member of the public with an internet connection. The public site, available at

http://planning.jccegov.com/default.aspx, allows citizens to search for key words and sort by topical

area, stakeholders, priority and timeframe and then print reports of the data.
Originality and Innovation:

The Comprehensive Plan Implementation Schedule is an innovative way to create connections
between various goal-setting, work programs and vision documents for the County and allow key staff
to update the GSAs electronically. The tracking tool was developed in conjunction with the County’s
Information Technology Division using Microsoft’s SharePoint software. This project was one of the
first in the County to use this collaboration software but also required some changes in order to develop

a tool that met the project scope. Since creation of this software, the County has increased use of
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SharePoint for updates to other County-wide systems such as key work program items and performance
measures that are reported through the annual budget.

The publically available portion of this system also directly responded to the requests from the
public and elected officials to create an interactive tool that caters reports about GSASs to the individual’s
interests. It has made the plan more accessible to citizens and increased governmental accountability and
transparency regarding implementation of the Comprehensive Plan.

Transferability:

Virginia requires every locality to have a comprehensive plan. In order to turn these plans into a
tangible reality, it is crucial to be able to manage, sort and track the plan’s goals, strategies and actions.
As such, the Implementation Tracking Tool is very transferable and a potential model for other
localities. It also improves transparency of comprehensive plan implementation to demonstrate to the
public that the locality is making progress towards completing the GSAs that their initial input helped to
develop. This will ultimately benefit the planning profession by emphasizing the important role that the
comprehensive plan plays in all aspects of local government operations and in creating a quality
community.

Development costs were minimized by using pre-existing and readily-available Microsoft
software and using internal staff to tweak it to meet the County’s needs. The project would have been
much more costly had the County contracted with an outside software developer to design a custom
product. As a result, any interested locality could obtain the software necessary to develop its own
tracking tool.

Staffing and Collaboration:
The Implementation Tracking Tool was a collaborative effort with staff from Information

Technology and the Planning Division. Planning spearheaded the effort to create this tool, developed a

Comprehensive Plan Implementation Tracking Tool 5



plan for how the tool should function, tested the tool before it was released and coordinated a series of
training sessions for those employees who input GSA updates. Given their expertise, Information
Technology physically developed the coding changes necessary to fit the SharePoint software to our
needs.

Discussions among staff from different departments during the development of the tool helped
lead to a wider awareness of the importance of the comprehensive plan and enabled staff to draw
connections between GSAs and other County projects and programs including individual department
master plans and the County’s key work programs. Information Technology staff develops many
software tools for various departments and is aware of all such projects going on in the County. Through
developing the Tracking Tool, Information Technology was able to help staff connect various software
programs. As mentioned earlier, staff is working to connect the Implementation Tracking Tool with a
similar SharePoint site that tracks performance measures and key work program items for the County.

On an annual basis, planners also assemble the GSA updates into the Planning Commission
Annual Report. Many citizens and industry professionals are interested in the rate of growth and
development that the County experiences. As a result, the Annual Report is widely considered by
members of the public as a check on what has been happening in the County.

Effectiveness and Results:

The County has now been through two sets of updates using the Implementation Tracking Tool
and it has proved to reduce staff time spent on these updates. It has also allowed staff to collect
information every six months rather than annually and put together two quality Planning Commission
Annual Reports that track GSA implementation from year to year. As with any program, there is room
for improvements and it will take some adjustment from staff updaters. One improvement that was

recently completed is linking the Implementation Schedule to County key work program items so that
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updaters can input information for both purposes simultaneously, and more readily see linkages between
the comprehensive plan and daily departmental tasks. Key work program items dictate specific work and
service goals for each County department to complete during the next budget cycle. The County is also
looking at building in work flows that will allow staff to update a GSA and then alert a supervisor to
visit the site to review, edit and approve the update for publication.

The tool will help to create a record of several years’ worth of updates and will be an effective
way of determining when focus needs to shift to work on different GSAs. This will eventually be a
gauge of how effective Historic Past, Sustainable Future has been in effecting change. Additionally,
when it is time for the next comprehensive plan update, staff can use the updates in communications
about the state of the County and to determine what GSAs need to be carried into the update, amended,
or have been completed.

More importantly, the tool sets a standard for the County in terms of transparency and
accountability to the public. There has already been some acknowledgment of the usefulness of the tool
to the public and positive feedback about the implementation status reports that have already been
assembled. It is staff’s hope that this feedback will be reinforced when staff conducts the next citizen
survey and can test whether County ratings for listening to citizens have improved to meet or exceed
national benchmarks.

In summary, the Implementation Tracking Tool is an important and unprecedented step towards
accountability and transparency during implementation of Historic Past, Sustainable Future and has
raised the bar for future updates. The tool has provided Planning staff with a mechanism for more
efficiently soliciting and recording updates to more than 400 GSAs from multiple responsible agencies
and then reporting those updates to the public and Planning Commission in a timely manner. With this

innovation, staff from other County departments and the public can see how important the
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comprehensive plan is to general County operations and overall quality of life. They can also more
easily track the status of the GSAs that interest them and follow the progress to see that staff is actively
pursuing implementation. For its distinction in innovative use of technology, transparency, efficiency
and response to the public and elected and appointed officials, the James City County Comprehensive
Plan Implementation Tracking Tool merits consideration for the VACO 2012 Information Technology

Award.

Attachments:
1. Screenshots of Implementation Schedule Tracking Tool
2. Sample of Implementation Schedule Tracking Tool report

3. Excerpt from the 2011 Planning Commission Annual Report
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Attachment 1:
Screenshots of the Comprehensive Implementation Tracking Tool

Example of view of Tool showing filtering capabilities and links to County Vision statements

Responsible Agenc - Pr Link to Visio
”~
= Comp Plan Section : C ity Character (49) z

232 CC 1. CC 1. Preserve and enhance Strateg . Mo
entrance corridors and roads (Empty)
that promote the rural, AD - County Administration
natural, or historic character of
the County. Business

233 CCL1. CC 1.1, Expectthatdevelopment Action €5 - Cammunity Services Ongoing High We have a Mo
along Community Character CSV - Citizen Services spedial
Corridors (CCCs)protects the DM - Development Management character
natural views of the area; promotes Fire
the historic, rural or unigue X X
character of the area; maintains the FMS - Finance & Managerial Services
areenbelt network; and establishes Greater Wiliamsburg Chamber and Tourism Aliance
entrance corridors that enhance the G5 - General Services
experience of residents and visitors.

Health Department

234 CC 1.2, CC1.2. Apply for the designation Action 10+ years  Low We have a Mo
of roads that serve as entrance HR. - Human Resources spedial
corridors to the County or have JCSA - James City Service Authority character
historical or special significance as y
Virginia Byways. Develop specific Non-profit
quidelines to quide development QED - Office of Economic Development
that occurs along these roads and in Office of Virginia Coorporate Extention {ead)
these areas. PR - Parks & Recreation

235 CC1L3. CC 1.3. Designate CCCs as Action VDOT 0-5years  Moderate \Wehavea No
wooded, urban and suburban, or B N X - spedal
open/agricultural, Create separate e o C character
standards and tools for each of the
different situations that may occur
along CCCs, induding standards and
tools for protecting wooded areas,
open/agricultural areas, scenic
vistas, urban and suburban areas,
and other areas as appropriate.
Consider the adoption of &
Community Character Overlay

Page showing a summary of GSA updates by various responsible agencies




Screenshot of detail screen for a specific action from Economic Development. Two sets of updates
have been recorded for this action item and new updates can be added by clicking the “Create a new
Status Update Entry..."” link

=i New Item | 3Edit Item | X Delete Item | B3Manage Permissions | (¥ Workflows | Alert Me

AutoMum 114.00
GSA_ID ED 1.3.
Item Description ED1.3. Continue to emphasize the benefits of locating new business

and industry within the County’s Enterprise Zone.
Responsible Agency OED - Office of Economic Development
Stakeholder County, Neighborhood/Non-FProfit
Timeframe Ongoing
Priority High
Link to Visions We have a special character
Is this Comp Plan Action No
complete?
NOTE: To mark this action as complete, click on the 'Edit Item' button in the

toolbar.
Created at 6/14/2010 10:53 AM by Erigitte White
Last modified at 3/7/2012 5:07 FM by Leanne Reidenbach
GSA_ID Status Update Entry Date Modified By Modified
ED 1.3.  »Regularly promote Enterprise Zone incentives to a variety of prospects and inguiries 1212011 12:00 Steven Yavorsky — 1/21/2011

AM 340 PM
ED 1.3. * DED is actively working with companies who have qualified for EZ incentives to assist them with  1/10/2012 12:00 Kathryn Sipes 1f10/2012
the required paperwork in collecting those incentives. AM 1:40 PM

# OED is collaborating with the Building Safety Division to identify those companies with significant
building investments to determine their eligibility for incentives.

# OED is conducting workshops for businesses located in the EZ to market the benefits of the EZ
to those businesses,

# Benefits of locating in the EZ are induded in marketing efforts to prospective new businesses,

Create a new Status Update Entry...

Screenshot of detail screen for a creating a new GSA status update




Screenshot of the public portal to the Implementation Tracking Tool

P i | This Site: Comprehensive Plan | [B] |~
City Comprehensive Plan =
~ounty ) Implementation
W Schedule
1607
Comprel Plan ation Schedul. | GSAStatus Updates | Site Maintenance | GSA Data View Cite ACLIOnS -
ﬁl:omprehensm: The Comprehensive Plan of James City County is a guidance document and a tool to be used in the everyday
—— decision-making process. This document embodies the guidance and direction of citizens, the business
community, elected and appointed officials, appointed boards and committees, and the professional staff of
® Helpful Hints the County. The Comprehensive Plan provides a blueprint for the future development of the County. It
T guides land use decisions, development and growth patterns, and standards for the facilities and services
that the County government provides to its citizens.
Discussions
Sites Most of the sections of the Comprehensive Plan include goals, strategies, and actions (GSAs) which
Contact Us collectively provide a mechanism for turning the written guidance of the Comprehensive Plan into tangible
= JCC Planning Division steps that_can affect positive change in the County. & I\sting o_f these by Comprehensive_ Plan sectio_n is 0
. b_elqw‘_ It is important to n_ote that t_hese GS_As_may not immediately lend themselves to |mp|ementat|0n.
Limitations, such as financial constraints, limits in needed resources, and Board of Supervisor's and County
Site Support Administration priorities can delay or change the implementation of a given goal, strategy, or action.
& Recycle Bin

There are several elements in the implementation schedule:

Goals, strategies, and actions- defined for and listed by each section of the Comprehensive Plan;
Stakeholder- the group most directly affected by and/or responsible for completion of the action.
May be the County government, a business or related agency, a neighborhood or non-profit group, or
some combination thereof;

Timeframe- (in years) the approximate period of time in which the action is planned to be
undertaken. If the action is projected to be continual or ongoing, it is placed in the “"Ongoing”
category.

Priorities make it easier to rank work items for inclusion in year-to-year work programs and the Board
adopted Strategic Management Plan.

The 2009 Comprehensive Plan was adopted by the Board of Supervisors on November 24, 2009 and more
information is available on www.jccplans.org.

Status updates on the GSAs are provided annually in the Planning Commission's Annual Report.

hedul

tation Scl

AutoMum  GSA_ID Goal, Strategy or Action Priority

[ Comp Plan Section : C ity Character (49)

H Comp Plan Section : Economic Development {52)

H Comp Plan Section : Environment (65}

© Comp Plan Section : Housing (42)

© Comp Plan Section : Land Use (77)

H Comp Plan Section : Parks & Recreation (52)

H Comp Plan Section : Population Heeds (39)

© Comp Plan Section : Public Facilities (44)

Hl Comp Plan Section : Transportation (47)




Example of public site search results for the term “bikeway”

Example showing how GSAs can be exported into Excel to enter updates, edit, or sort and filter

H9-¢-2a)s

Bookl - Microsoft Excel

a5l
]
: Home Insert Page Layout Formulas Data Review View Developer Add-Ins
D L Page Break Preview Ruler ¥ Formula Bar Ci ] E = New Window [ Split
13| Custom Views Y| Gridlines V' Headings — Arrange All t Hide FE
MNormal | Page Zoom 100% Zoomto Save Switch Macros
Layout =l Full Screen Message Bar Selection || 4 Freeze Panes + [ Unhide Workspace Windows ~ -
Workbook Views Show/Hide Zoom Window Macros
15 - I \ %
H | d B
1
CC1. Preser d enh: i that p the I, natural

2 orhistoric character of the County.
CC1.1. Expect that development along Community Character Corridors [CCCs)protects the
natural views of the area; promotes the histeric, rural or unique character of the area;

Strategy

maintains the greenbelt network; and establishes entrance corridors that enhance the
2 |experience of residents and visitors.
€C1.2. Applyfor the designation of roads that serve as entrance corridors to the County

Action

ar have histarical or special significance as Virginia Byways. Develop specific suidelines to
& |guid
CC1.3. Designate CCCs a5 wooded, urban and suburban, or open/asricultural. Creste
separate standards and taols for each of the different situations that may accur aleng

that occurs thesze roads andin these aress. Action

COCs, including standards and tools for protecting wooded areas, open/agricultural
areas, scenicvistas, urban and suburban areas, and cther areas as appropriate. Consider
the adoption of 8 Community Character Overlay Districtduring the Zoning Ordinance
amendment process to promote commercial and residential development that reflects
the strategies for preserving and creating community character standards for set forth in
5 |the Comprehensive Plan. Action
CC1.4. Seek funding for the underground utility escrow fund, with pricrity on Jamestown
Road, John Tyler Highway [Route 5, and portions of Richmond Road in Norge, Toano, znd
& Lightfoot.
CC 15 Recognize existing residential subdivisions and commercial properties that make beautification
7 improvements, especially along high profile corridors of the County.

Action

Action

CC16. Pricritize CCCs for the funding of the placement of existing utilities under ground, be autification
through sustainable landscaping or building changes, and the acquisition of easements and properties.
2 | The highest priority roads would be entrance corridars of thase in the progimity of histaric landmarks
CC 17, Moritor the status of billboards thraughout the County and pursue action, where possible, to
remave billboards using all currently available methods, and esplore and pursue any new methods as
3 they become available.
CC 18, Pursue the expenditure of public funds and the support of citizens to improve the appearance of
highly wisible Focal points of the County, including, but not limited ta County entrance caorridars, median

aranc inkarstate inkarchannas and nndatslnned narsels franking mn Hherssakt sres Cankings ke

Action

Action

County

County

County

County

Ongaing

10+years

O5years

Ongaing

County;#Nzighbarheod /Non-Profi Gngaing

County

County

Ongaing

Ongoing

M 4 » M| owssvr(l)

High

Low

Moderate

Low

Moderate

Moderate

‘We have a special
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We have a special
character

We have a special
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GOALS, STRATEGIES AND ACTIONS ANNUAL REVIEW

Most sections of the Comprehensive Plan include goals, strategies, and actions (GSAs), which collectively
provide a mechanism for turning the written guidance of the Comprehensive Plan into tangible steps
that can affect positive change, either through action or by identification of areas where additional
resources are needed. The Planning Commission Annual Report provides an update on the progress that
has been made in implementing the GSAs.

Specifically, the report lists actions that have
been completed and their associated tasks. A
number of high priority items from the
Community Character (CC), Economic
Development (ED), Environmental (ENV),
Housing (H), Land Use (LU), Parks and
Recreation (PR), Population Needs (PN),
Public Facilities (PF), and Transportation (T)
sections of the Comprehensive Plan have yet
to be initiated and/or completed. Tasks may
not have been initiated and/or completed
during the past calendar year because of
Greenwood Christian Academy, a redevelopment project in Williamsburg financial constraints, Board of Supervisors
Crossing Shooping Center direction, available manpower, County
Administration decisions and other limiting factors that play a crucial role in determining when GSAs get
implemented. Other tasks may be high priority items with a 0-5 year timeframe, but have yet to be
started even though they are still on schedule to be completed within the timeframe established in the
Comprehensive Plan. The Board of Supervisors further prioritizes projects, based on available funding
and resources, through the annual budget and Strategic Management Plan processes. For a list of the
complete Implementation Schedule with all GSAs and the associated priority and timeframe, please visit
the following link: http://planning.jccegov.com/default.aspx

Note: The list below focuses on completed high priority actions, as referenced in the 2009 Comprehensive
Plan Implementation Schedule, and current in-progress tasks related to the 2010 Zoning Ordinance
Update. The list does not include actions slated for future years.
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