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Neighborhood Conservation (NC) Program Review | DRAFT Work Plan 
A framework for discovery that supports informed responses to program evaluation questions and development of emerging recommendations    
 

About This Document: This tabular document represents an intended path for the County Manager-appointed working group, core staff team and other community efforts for the Neighborhood Conservation Program Review initiative. It is 
organized by discrete topic areas pertinent to the program.  For each topic area, this document first lists a series of discovery questions that will be important for the working group to better understand so that they have the context, 
information and knowledge to thoughtfully consider the evaluation questions in an informed manner.  The evaluation questions include a revised set of questions originally outlined in the draft Working Group Charge document originally 
drafted in fall 2018, updated through May 2019.   Finally, the final column will detail the anticipated format and type of recommendations that could potentially be included as part of the Neighborhood Conservation Program Review final 
report. Given the iterative nature of this review process, it should be noted that the proposed discovery questions and anticipated methods of analysis listed in this document may be refined over time based on information learned along 
the way or other adjustments in the process.   
 

TOPIC AREA  DISCOVERY QUESTIONS 
 

EVALUATION QUESTIONS PRELIMINARY/EMERGING RECOMMENDATIONS 
 

A. 
Policy and Planning 
Considerations  

1. Why was the NC Program created in 1964, and how have its goals and 
objectives evolved over the history of the program? 

 

1. Do NC Projects contribute to an appropriate 
balance between neighborhood and Countywide 
infrastructure goals and objectives? 
 

 

 

2. What is the overall process for how NC projects are selected and funded, 
including the points/ranking and petitioning components of it? (aka “Deep Dive 
into the NC project process”) 

 
3. What adopted County plans and policy documents are used to inform the 

identification and inclusion of street, streetscape, public space and similar 
infrastructure projects into the Capital Improvement Plan? 

 

2. What processes or decision criteria should help 
inform an appropriate balance between addressing 
Countywide infrastructure deficiencies versus 
prioritizing locally driven, specific NC Projects?  

 4. How are Neighborhood Conservation Plans developed, and then used, by civic 
associations, County staff, and the County Board, and how do they generally 
express neighborhood priority projects? 

 
5. Besides adopted plans, policies and the NC Program, what other means or 

methods may inform the identification and implementation of specific capital 
projects?  

 

3. Should NC Plans continue to be developed and 
updated into the future, and if so, should the role 
of such plans in determining future NC projects be 
changed?  

 6. In instances of conflict between projects driven by County policy/plan 
objectives versus projects driven by neighborhoods through the NC Program, 
how are such conflicts resolved? 
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EVALUATION QUESTIONS PRELIMINARY/EMERGING RECOMMENDATIONS 
 

B. 
Infrastructure Delivery 

Programs 
 
 

1. What are all the County (and other pertinent) programs that can partially or 
fully deliver the range of community infrastructure project types typical of NC 
Projects (e.g. Neighborhood Conservation, WalkArlington, Neighborhood 
Complete Streets, Transportation Maintenance Capital, Parks Maintenance 
Capital, etc.)? Were there programs that used to serve a similar purpose but 
have been eliminated so that NC is now the only option? 

 

1. How can the relationship between the NC Program 
and Neighborhood Complete Streets Program be 
structured to best serve County infrastructure 
needs in neighborhoods? 

 
 

 
 

2. For each County program identified in Discovery question B.1, what are the 
general processes involved in the identification and advancement of related 
projects toward design and construction?  

3. Are there infrastructure delivery programs that have areas of overlap, are 
potentially redundant, or otherwise create potential confusion in the 
community as to the appropriate path for pursuing the implementation of a 
specific project?  

2. Should changes be made to the types of capital 
projects implemented through the NC Program, 
and if so, why?  Relatedly, should NC funds be 
focused on 1) replacement of existing capital 
infrastructure, 2) adding new improvements, or 
3) a mix of both? 
 

4. For project types that can be pursued/implemented via various paths or 
programs, what are the tradeoffs (pros/cons) in pursuing one implementation 
path or process versus another?   

5. For each of the above programs, what are the potential sources and types of 
funding that can be applied to specific project types? 

 

C. 
Prioritizing Projects to 
Advance 
 
 
 
 
 
 

1. For NC Projects, what is the process for deciding which specific projects to 
fund, including:  
 Points committee ranking 
 Funding rounds and County Board Review 
 Limits/concerns with process 
 Neighborhood Priority Projects 
 Balance between transportation / public space projects 

 

1. Should the existence of an NC Plan always be a pre-
requisite for consideration and approval of a 
neighborhood’s proposed NC Project and 
associated funding? 

 

2. For Non-NC Projects, what is the process and criteria for deciding which specific 
projects to fund, especially across various DES Divisions and Department of 
Park and Recreation?  

 
 

2.  Should project elements be specifically identified in 
NC Plans, or should plans more generally refer to 
desired improvements to be accomplished through 
projects that are subsequently specified in the 
future? 
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C. 
Prioritizing Projects to 
Advance 

3. Is there any discernable relationship between the factors that inform the 
County Board approved funding levels for NC projects and Non-NC Projects in 
any given year/CIP cycle? 

 

 
 

4. How closely do NC projects generally align with County priorities, and are the 
points system and project qualification process effective in elevating projects 
where neighborhood and County priorities intersect? 

 

5. In instances where there are inherent conflicts between capital projects 
(whether NC or non-NC project) and County policies, what processes are 
currently in place to help resolve such conflicts?  

 

3. What should be the appropriate relationship 
between the NC Program and Arlington Public 
Schools? 

6. What have been the typical community infrastructure needs/delivered 
projects associated with school projects/campus improvements, and how are 
they typically prioritized and implemented?  

D. 
Project Execution 
 

1. Once an NC project is identified and approved, what are the typical 
components and timing of subsequent phases for NC projects compared to 
other projects, especially within neighborhoods – and particularly when 
factoring in the Six-step Public Engagement Guide for Capital Projects?   

 

1. What other delivery models exist (i.e. program 
implementation approach vs. project 
implementation approach), and what are the 
outcomes of such models, in comparison to the 
current model of delivering NC projects?  

 

2. What is the current structure of County staffing resources for NC, in CPHD, 
DES, and DPR, and what are the opportunities and constraints of such a model 
(specifically addressing scoping, design, construction and operational phases 
of a project)? 

 

2. Should the NC Program be reframed to employ 
more economical, innovative and emerging urban 
design solutions?  

3. Does the staffing model allow for easy scaling up/down as funding varies from 
year to year, or are there implications on the staffing/contractor model 
employed to complete projects? 

 

3. Should policies or protocols be established or 
improved to help clarify funding and planning 
responsibilities for addressing unforeseen ancillary 
improvements that emerge during project 
execution?  

4. If cost estimates increase during the design phase, do the staff further engage 
the neighborhood about value engineering (or scope adjustment) to bring the 
project closer to budget before the project is bid  

 

5. When they occur, what are the past trends and typical impacts of surprises 
encountered and not anticipated in the course of project instruction, what 
have been the effects on project delivery/cost burdens on business units, and 
how are such impacts mitigated or escalated?   

 

 

6. What service delivery models are other benchmark communities employing 
to design and implement similar infrastructure in their communities?  
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E. 
Funding, Costs and 
Timing: Then and Now 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

1. Since the early 2000s (or other starting point as data are available), what 
trends are evident in the costs and timelines of NC projects implemented in 
this window? How have additional regulatory requirements (i.e. 
stormwater, ADA, changing design standards, etc.) played a factor in cost 
and timeline trends?  

 

1. Should strategies be employed to scale up/down 
the NC Program to align with variable annual fiscal 
realities, and if so, what might they be?  

 

2. How does any growth in the average cost of NC projects compare in 
particular to growth of construction costs in like, non-NC projects, and are 
such cost increases associated with any broader trends? 

 

2. Should additional funding resources be considered 
to support the program, and if so, which ones?  

3. How has the funding/budget for the NC Program (or projects) as a 
percentage of the County’s overall budget varied over time? 

 

 

4. Based on available data, how do costs for NC projects compare and 
benchmark with that of non-NC projects? What are the results of other 
project delivery methods, and what are the outcomes of those methods for 
similar and/or different types of projects? 

 
5. Based on available data, how do costs for NC projects compare with that of 

like projects in neighboring jurisdictions? 
 
6. What are the “soft costs” for NC projects in comparison to other projects of 

similar scale, and how do they compare when factoring in the Six-Step Public 
Engagement Guide for Capital Projects?  

7. Since the early 2000s, how does the amount of time needed to complete an 
NC project compare with other projects of similar scale over the period of 
time noted?  

8. What has been the trend over time related to the availability of NC bond 
funds in a given year and requested project queue?  How has that bond 
money been leveraged with other programs to create economies of scale? 

 

F.  
Spatial Distribution and 
Equity Aspects of  NC 
Projects 

1. Where and how have completed NC projects been distributed across 
Arlington County, by civic association geographies (given available data)?  

 

1. Should resources allocated through the NC 
Program towards capital project implementation 
be distributed in a different manner to achieve 
more equitable results Countywide?  

 

2. Where and how have funds associated with completed NC projects been 
distributed across Arlington County (given available data)?  
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Spatial Distribution and 
Equity Aspects of  NC 
Projects 
 

 

3. How does the distribution of completed NC projects relate to adjacent land 
use, condition of existing infrastructure, transportation safety data, and 
multimodal usage needs? 

4. How does past County expenditures on funding NC Projects relate to a 
variety of current demographic, socioeconomic and development conditions 
( such as household income, housing tenure, population density, housing 
density, housing values, race, foreign born populations, housing types, land 
use, etc.)? 

 
5. What sources of funding are available within specific geographies to support 

implementation of community infrastructure projects across the County (i.e. 
are there certain types of funding for infrastructure that can only be used in 
specific areas, etc.)? 

 
6. For areas that do not participate actively in the NC Program and/or projects, 

do capital projects get built in their areas through other means, or do they 
have significant infrastructure needs that are not being met? 

 

G. 
Civic Engagement 
Elements of NC Program 

 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 

1. Broadly, how does the NC Program generally function regarding civic 
engagement processes involving citizenry across the County? 

 

1. What are the connections/conflicts between the 
NC Program’s civic project generation and 
prioritization process and the full loaded costs of 
street improvement projects?  

 
 

2. To the extent they can be determined, what are the barriers to entry for 
those neighborhoods that are not actively participating in the NC Program? 

 

2.   Should processes other than the current NC 
process for building consensus prior to County 
Board approval be considered for determining what 
projects to advance and when? What are the 
connections/conflicts between the NC Program’s 
civic project generation and prioritization process 
and the full loaded costs of street improvement 
projects? 

3. How does the NC Program and other County Programs serve as an engine 
and provide opportunities for nurturing and developing civic engagement 
capabilities and resources within the community? 

 

3. Should the make-up of participants in the NC 
Program change, based on persons/groups served 
by resulting projects? For example, should relevant 
advisory commissions play a greater role? 

4. What information is available that sheds light on whether the civic 
engagement foundation of the NC Program and project process leads to more 
consistently successful project execution? 

 

4. Should the NCAC adopt a program of outreach to 
and education of civic associations without 
representatives on the NCAC to encourage greater 
participation?  
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G. 
Civic Engagement 
Elements of NC Program 
 

5. What is the estimated County cost of the civic engagement process for NC 
programs, and how does that relate to engagement costs for different 
County programs used to developer other infrastructure projects? 

 

5. Should the strong network of volunteers 
associated with NCAC have a modified role to 
more effectively engage with the County and 
neighborhoods they serve on NC Projects and 
related matters? 

6. What methods of public outreach and education are currently pursued to 
increase general awareness of the program, and how does this compare 
with past trends? 

 

 

    
 
 


