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Proposed County Manager Charge for the Neighborhood 

Conservation Program Review (NCPR) Working Group  
 

 

1. Introduction 
 

Arlington County’s Neighborhood Conservation Program (NC Program) helps improve and 

enhance neighborhoods across the County. The NC Program is a nationally recognized, unique 

asset to Arlington and has been used to help preserve residential neighborhoods for over 50 years. 

When created in 1964, one of the program’s main goals was to empower residents to collectively 

discuss and share ideas for improving their neighborhoods. In effect, the NC Program serves as a 

grassroots planning effort that relies on neighborhood volunteers to help plan their communities, 

and funding is provided through the program to implement a variety of physical improvements. 

As an outgrowth of the collaboration between residents and the County, the Neighborhood 

Conservation Advisory Committee (NCAC) was established in 1977 and charged with advising 

the County Board on all aspects of the program which includes assisting neighborhoods in 

developing plans, fostering education within the community, recommending funding sources for 

the program, and setting priorities for use of those funds. 

 

Neighborhoods participating in the program commit to conserving and improving their 

communities by preparing and updating Neighborhood Conservation Plans, reflecting community 

needs and serving as a guide for future planning efforts. These plans can aid with the 

identification of potential projects in the neighborhood, that can potentially be implemented 

through a competitive process for funding such projects Countywide. The NC Program entails 

robust civic engagement activities and methods towards implementing neighborhood-based, 

physical public improvements, including:  
 

▪ Installation of sidewalks; curbs and gutters; 

▪ Installation of streetlights; 

▪ Park improvements and renovations;  

▪ Neighborhood art;  

▪ Beautification;  

▪ Traffic management;  

▪ Pedestrian safety improvements;  

▪ Neighborhood signs; and 

▪ Stormwater management 

 

 

2.  Purpose of Study (Problem Statement) 
 

There is an overall need to understand if the types of projects currently funded through the NC 

Program are still appropriate. Over time, the program has come to rely on one funding source 

(General Obligation Bonds), which limits the project types delivered through the NC Program. 

Given current (and anticipated near-term) operating and capital budget constraints facing the 

County, the County Board has directed the County Manager and staff to conduct a thorough 

assessment and review of the NC Program. Several recently completed NC projects have 

experienced unanticipated cost increases, often associated with unforeseen needs to address 

failing infrastructure or meet then current standards incidental to the scope and implementation of 

specific NC projects. Relatedly, the NC Program also faces challenges associated with the total 

length (duration) of project implementation, civic engagement challenges resulting from regular  

turnover in neighborhood composition, geographic distribution of projects that often correlate 

https://projects.arlingtonva.us/neighborhood-conservation/
https://commissions.arlingtonva.us/neighborhood-conservation-advisory-committee/
https://commissions.arlingtonva.us/neighborhood-conservation-advisory-committee/
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with the most civically organized neighborhoods, and the cumulative budget impacts on 

increasing costs for a portfolio of projects in the face of declining resources for such projects.      

 

This NC Program review will address a broad range of subject areas and considerations, as 

further outlined in the following Scope of Work (Section 3). The review will evaluate how the 

program is meeting a key goal of funding and delivering community infrastructure in an efficient, 

cost-effective, equitable and timely manner. Additionally, given the full range of the NC 

Program’s mission, significant , this review will also consider its civic engagement components, 

along with other related considerations.  

 

 

3.  Scope of Work 
 

Over the past 15 years, the NC Program has transformed into a full-scale neighborhood 

infrastructure program. Given the continued demand for residential safety projects, and the 

limited options for residents to pursue those projects, there is a need to think strategically about 

how the County can deliver smaller scale, tactical projects and other types of neighborhood 

improvement projects. In parallel with projects is the work NCAC does with civic engagement, 

where there is potential to leverage the core network of activists that participate in the program. 

This effort should also consider the appropriate role of NC Plans, the guiding documents for 

residents in many neighborhoods.  Should consistently lower funding levels become the future 

new normal, answers to the following questions should guide potential refinements and 

adjustments to the NC Program.  (NOTE: These questions reflect tentative areas of inquiry, and 

may evolve and be refined through the review process.) 

 

The Mission 

▪ Are the goals and objectives of the NC Program still valid and applicable in today’s 

environment, and are they being achieved?   

▪ How can the NC Program best continue to advance its core mission, even if equipped 

with more limited resources?  

▪ What should be the County’s obligation and appropriate level of support for 

neighborhood infrastructure, and how should that be addressed?  

 

Project Planning and Implementation Processes 

▪ What is the correlation (if any) between implemented NC Projects and accepted NC 

Plans? 

▪ What are the factors that should help determine whether refinements or revisions to the 

NC Plan process are appropriate?  

▪ Do NC Projects achieve an appropriate balance between neighborhood and county-wide 

goals and objectives?  

▪ Does the current NC Plan process engage or dissuade emerging communities from being 

able to access NC funding streams? 

▪ What are the past trends regarding project cost and implementation period (from 

conception) associated with NC Projects? 

▪ What are the past trends regarding incorporation of ancillary repairs and activities not 

anticipated as part of NC projects, what have been the effects on project delivery/cost 

burdens across programs, and how can policies be set or improved to help clarify funding 

and planning responsibilities in such instances? 

▪ How do program outcomes across the County relate to factors such as geographic 

distribution, socioeconomic conditions, housing tenure, and neighborhood type (single-
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family vs. multi-family)? Is the implementation of NC projects achieving results in an 

equitable manner across all segments of the community?  

▪ What processes or decision criteria should help inform an appropriate balance between 

addressing Countywide infrastructure deficiencies versus prioritizing locally driven, 

specific NC projects?   

▪ What potential alternative service delivery models exist that may improve delivery and 

project costs typically associated with the NC Program?  

▪ How do we improve overall satisfaction for those that participate in the NC Program?  

▪ What’s the appropriate relationship between the NC Program and Arlington Public 

Schools? 

 

Innovation and Emerging Technologies 

▪ What are the connections/conflicts between the civic project generation and prioritization 

process and the full loaded costs of street improvement projects? 

▪ What opportunities might be appropriate for reframing the NC Program to employ more 

economical, innovative and emerging urban design solutions?  

▪ What potential relationship structures between the NC Program and Neighborhood 

Complete Streets might best serve both programs? 

▪ What factors can help inform decisions about the appropriate level of infrastructure 

spending in County neighborhoods? 

▪ What strategies can be employed to scale up/down the NC Program to align with variable 

fiscal realities?  

▪ What other funding resources, if any, could be considered for the program? 

 

Civic Engagement  

▪ Does the current NC process for building consensus before County Board approval 

reflect an optimal process, or should other processes be considered? 

▪ Who is currently involved in NC Program activities/initiatives, and who should be 

involved, based on the persons/groups served by resulting projects? 

▪ What are the civic engagement benefits and challenges associated with the NC Program 

and its associated processes? What is the appropriate balance between County staff and 

neighborhoods advising/influencing the location and timing of NC-funded capital 

projects? 

▪ How can the strong network of volunteers associated with the Neighborhood 

Conservation Advisory Committee (NCAC) most effectively engage with the County and 

neighborhoods they serve on NC Projects and related matters? 

 

 

4.  Neighborhood Conservation Program Review Working Group  
 

The makeup of a County Manager-appointed Neighborhood Conservation Program Review 

(NCPR) Working Group should encompass a broad representation of the community affected by 

the program, along with key staff. This broad perspective could include, but may not be limited 

to, the representation listed below. To keep the working group efficient and productive, staff 

recommends a target size of 16-17 NCPR members, supported by a core group of staff to serve as 

resources on an as needed basis, as detailed below. As the NCPR’s findings and 

recommendations presented to the County Manager and County Board should reflect collective 

thinking across community and staff members of the NCPR, the NCPR will be lead through a co-

chair model comprising one external, community member and one staff member. 
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NCPR Co-Chairs        Internal(I) / External(E) 

• Community Member       (1)  E  

• County Staff (CPHD)      (1)  I 

 
 
 
 
NCPR County Manager-Appointed Representation    Internal(I) / External(E) 
(to be self-selected by each group, except for at-large) 
 

• Neighborhood Conservation Advisory Committee members     (2-3)  E 

• Park and Recreation Commission member    (1)  E 

• Transportation Commission member     (1)  E 

• Neighborhood Complete Streets Commission member  (1)  E 

• Environment and Energy Conservation Commission member (1)  E 

• Civic Federation member      (1)  E 

• Planning Commission member    (1)  E 

• At-Large Representatives      (2)  E 

• Neighborhood Conservation staff (CPHD)   (1)  I 

• Engineering Bureau staff (DES)    (1)  I 

• Neighborhood Complete Streets program staff  (1)  I 

• Park Development Division staff (DPR)    (1)  I 
 

Other NCPR Internal Staff Resources (engaged as needed)  

• DES Transportation      

• DES TE&O       

• DES Stormwater  

• DES Water, Sewer, Streets  

• DPR, Parks and Natural Resources Division 

• CPHD Planning, Urban Design     

• CPHD NSD, Communication    

• DMF Budget and Management     

 
Meetings of the NCPR will be open to the public, with provision of advance public notice via 

notices at Bozman Government Center and on the County web site. A project web page will also 

be created on the County web site to offer information on project schedule, materials, and 

progress.  

 

 

 

 

 

 

 

https://projects.arlingtonva.us/neighborhood-conservation/nc-plan-program/neighborhood-conservation-program-review/
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5.  General Timeline  
 

The NCPR will return to the County Manager with findings and recommendations for County 

Manager and/or County Board action in time to inform development by the County Manager and 

action by the County Board on the FY 2021 annual operating budget, and the FY 2021-2030 

Capital Improvement Plan. To meet these targets, this process assumes NCPR meetings will 

generally be held approximately every three weeks, beginning in/around May 2019, and will 

follow a general timeline as outlined below (with ultimate timing subject to further refinement):  

 

 

 
Phase 0 |  Pre-Planning   

(March 2019 -April 2019) 
 

▪ NC Program staff initiate efforts to re-evaluate how the NC Program operates; 

▪ Consideration given to internal efforts to codify a formal approach to tactical measures 

and other types of neighborhood improvement projects.  

 

 

 

Phase 1 |  Discovery 

(May 2019 – September 2019) 
 

▪ NCPR review of baseline information and existing conditions analysis; 

▪ Preliminary summary of NC Program strengths, weaknesses, opportunities and threats. 

 

 

Phase 2 |  Emerging Findings, Concepts and Recommendations  

(September 2019 – January 2020) 
 

▪ NCPR formulation of potential strategies, refinements, adjustments to the NC Program. 

 

 

Phase 3 |  Final Report and Presentations  

(January 2020 – February 2020) 
 

▪ NCPR drafting of Final Report 

▪ Presentations to Pertinent Advisory Groups, County Manager and County Board. 

 


