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There are many many good resources available to guide you through the
components of a neighborhood or community-wide master plan, the steps to
take to prepare one, and tips to help you run a successful process. Included
here are some good starting guidance materials from the Commonwealth and
other public and private groups around New England. Remember: these are
resources, not recipes—the best process to follow is the one that speaks to your
community and mobilizes people to get involved, regardless of what the experts
say.

Contents

1. Massachusetts General Law, c. 41 §81D, Components of a Master Plan in
Massachusetts

2. Selected sections from “Building Vibrant Communities: Linking Hous-
ing, Economic Development, Transportation, and the Environment,” pub-
lished by the Commonwealth of Massachusetts (multiple offices), 2000.
The complete Guide is available online at http://commpres.env.state.
ma.us/booklet/book_website/index.htm. Note: this guide was issued
as part of the state’s “Ezecutive Order 418" calling for the creation of
local Community Development Plans; this specific program s no longer
wmn operation, but the challenges, principles, and practices discussed in the
attached materials are still relevant in our communities.

3. “Getting Started” and “Basics of Planning Theory” from Preparing a
Master Plan for Your Community, published by the New Hampshire Of-
fice of Energy and Planning and the Southern New Hampshire Planning
Commission, 2004. Although this comes from the other side of the bor-
der, it is really an excellent resource for designing and undertaking a
community master plan process. The complete guide is available on-
line at http://www.nh.gov/cep/resource-library/planning/, and in-

*Department of Urban Studies and Planning, Massachusetts Institute of Technology, 77
Massachusetts Avenue, Cambridge, MA 02139; eglenn@mit.edu; 617.253.2024.



cludes an very thorough bibliography on visioning, citizen participation,
and other aspects of preparing a comprehensive plan.

. “How to Conduct a Community Visioning Process”, also from the New
Hampshire Office of Energy and Planning and the Scuthern New Hamp-
shire Planning Commission.

. Selected sections from “The Open Space and Recreation Planner’s Work-
book”, published by the Commonwealth of Massachusetts Executive Of-
fice of Environmental Affairs, 2008. Although this guide is specifically
intended to address the creation (or update) of an Open Space and Recre-
ation Plan under the requirements of the Division of Conservation Ser-
vices, many of the lessons and strategies for structuring the planning
process and coordinating stake-holder involvement are worth consider-
ing. The complete Workbook is available online at http://www.mass.
gov/eea/docs/eea/dcs/osrp-workbook08 . pdf

. “What Will Become of the Land We Love” and “A Symphony of Solutions”
from Community Rules: A New England Guide to Smart Growth Strate-
gies, published by the Conservation Law Foundation, 2002. The complete
report is available online at http://vnrc.org/resources/smart-growth-resources/
smart-growth-publications/community-rules-chapter-downloads/.



MASSACHUSETTS GENERAL LAW

PART I. ADMINISTRATION OF THE GOVERNMENT

TITLE VIL CITIES, TOWNS AND DISTRICTS 7

CHAPTER 41. OFFICERS AND EMPLOYEES OF CITIES, TOWNS AND DISTRICTS
IMPROVED METHOD OF MUNICIPAL PLANNING

Chapter 41: Section 81D. Master plan; economic development supplement

Section 81D. A planning board established in any city or town under section eighty-one A shall
make a master plan of such city or town or such part or parts thereof as said board may deem
advisable and from time to time may extend or perfect such plan.

Such plan shall be a statement, through text, maps, illustrations or other forms of
communication, that is designed to provide a basis for decision making regarding the long-term
physical development of the municipality. The comprehensive plan shall be internally consistent
in its policies, forecasts and standards, and shall include the following elements:

(1) Goals and policies statement which identifies the goals and policies of the municipality for its
future growth and development. Each community shall conduct an interactive public process, to
determine community values, goals and to identify patterns of development that will be

consistent with these goals.

(2) Land use plan element which identifies present land use and designates the proposed
distribution, location and inter-relationship of public and private land uses. This element shall
relate the proposed standards of population density and building intensity to the capacity of land
available or planned facilities and services. A land use plan map illustrating the land use policies
of the municipality shall be included. _

(3) Housing element which identifies and analyzes existing and forecasted housing needs and
objectives including programs for the preservation, improvement and development of housing.
This element shall identify policies and strategies to provide a balance of local housing
opportunities for all citizens.

(4) Economic development element which identifies policies and strategies for the expansion or
stabilization of the local economic base and the promotion of employment opportunities.

(5) Natural and cultural resources element which provides an inventory of the significant natural,
cultural and historic resource areas of the municipality, and policies and strategies for the
protection and management of such areas.

(6) Open space and recreation element which provides an inventory of recreational and resources
and open space areas of the municipality, and policies and strategies for the management and
protection of such resources and areas.

(7) Services and facilities element which identifies and analyzes existing and forecasted needs
for facilities and services used by the public.



(8) Circulation element which provides an inventory of existing and proposed circulation and
transportation systems.

(9) Implementation program element which defines and schedules the specific municipal actions
necessary to achieve the objectives of each element of the master or study plan. Scheduled
expansion or replacement of public facilities or circulation system components and the
anticipated costs and revenues associated with accomplishment of such activities shall be
detailed in this element. This element shall specify the process by which the municipality’s
regulatory structures shall be amended so as to be consistent with the master plan.

Such plan shall be made, and may be added to or changed from time to time, by a majority vote
of such planning board and shall be public record. The planning board shall, upon completion of
any plan or report, or any change or amendment to a plan or report produced under this section,
furnish a copy of such plan or report or amendment thereto, to the department of housing and
community development.

A city or town which has an established master or study plan under section eighty-one A and
applies for a state grant from the commonwealth shall prepare and keep on file within such city
or town an economic development supplement; provided, however, that such city or town shall
not be required to prepare such supplement if such city or town has a supplement on file. Such
supplement shall be at least one page in length and shall contain the goals of the city or town
with respect to industrial or commercial development, affordable housing, and preservation of

parks and open space.
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CREATING A COMMUNITY VISION

Understanding a community's past, analyzing its
present, and articulating its residents’vision for the future:
these three elements make up a process known as
"Visioning." This process is a key step in creating a
Community Development Plan.

The purpose of the Visioning phase is to identify
the points on which residents agree and disagree, and
to build a common framework through listening and
dialogue. That framework will shape the subsequent
stages of the community planning process.

PLANNING BASICS

In any community, change is inevitable. You can either seek to
guide change, or you can just sit back and let it happen. Choices must
be made, because "not to decide is to decide."

Goal-setting is an essential element of good planning. The more
clearly you can define the needs of your community, the more effective
the entire planning process will be.

During the "Visioning" phase of the Community Development
Planning process, the community develops a set of goals and priorities.
No matter what your specific needs are determined to be, awareness of
the following basic plannmg themes will help to focus the Visioning
process:

*  Develop a community-based planning process with broad
participation. '

« Promote interlocal cooperation.

+ Provide housing across a broad range of income levels.

 Protect environmentally sensitive areas, conserve open space,
and preserve the historic built environment.

*  Promote sustainable economic development.

+ Provide for transportation that focuses on the movement of

people and goods rather than automobiles; increase the
use of alternatives to automobiles, including bikeways
and pedestrian ways.
+  Build on the character and individuality of Massachusetts
' communities.




CREATING A COMMUNITY VISION

Getting started

Here are some suggestions to help you get your community's
planning process underway:

+ Form a Planning Committee that is inclusive and representative of
your community. If there is a Comprehensive (Master Plan)
Committee in place and its members adequately represent the
community’s diversity, this committee could serve this function.

+  Make GIS maps, buildout analysis and the community data profile
(See Chapter A “Buildout Analysis, GIS Map and Community
Data Profile for Your Community”) available to committee
members and residents.

*  Decide if you want to hire a facilitator to help you in the Visioning
process (See Section E "Choosing a Consultant”).

+ If you opt to self-facilitate, decide on the appropriate planning tool(s):
brainstorming, charrette, etc., to develop your community's vision
and goals and objectives (See Appendix AA "Facilitation
Techniques for the Visioning Process”).

Creating the Assets and Liabilities Inventory

An Assets and Liabilities Inventory is a way of depicting the current
state of affairs in your community. It defines the current assets the
community values and wants to preserve, and it can highlight weak
or unfavorable aspects that the community wants to change.

An Assets and Liabilities Inventory should:

« Function as a "visual tour” of your community, to quickly
communicate what citizens view as “assets” and “liabilities”.

« Use maps, pictures, titles, graphs, and explanatory text to
create a portrait of present conditions.

* Involve a broad group of citizens in gathering images and working
together to develop the inventory.

* Serve as a tool to generate consensus support for planning goals.

The Assets and Liabilities Inventory is an excellent initial step in
the community Visioning phase. The inventory will help you to focus
on your community's current condition within the framework of the

Community Development Plan'’s four

core elements.
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CREATING A COMMUNITY VISION

EXAMPLES QF POSSIBLE ASSETS AND LIABILITIES,
WITHIN THE FRAMEWORK OF THE CORE ELEMENTS

(@01 RIDNIEE POSSIBLE ASSETS | POSSIBLE LIABILITIES

HOUSING

New development that is

Affordable housing
not affordable across a broad

Historic homes

Elderly housing income range
Accessible housing * New homes built on Jarge lots
Cluster Development + Deteriorated/vacant

housing

OPEN SPACE * Open Space” « Contaminated former
B« Water supply+ i(ndustrial land

37 « Farmland “Brownfields”)

} ROTECTION » Parks * Threatened water supply

Rivers + New construction on formerly
protected open space

TRANSPORTATION

Downtown congestion
Bridges needing repair
Underutilized mass transit
Land use inconsistent with

Commuter rail stop
Bus and/or rapid transit
Access Lo highways
Employer shuttle buses

s = s @

= & & ® o

Park and Ride lots transportation objectives
or existing infrastructure
ECONOMIC * Downtown + Vacant storefronts
DEVELOPMENT business areas * Vacant factories
¢ Major employers * Car dependent locations
+ Industry + Improperly sited growth
» Village Centers * Growth incompatible with
+ Usable Industrial and community’s character
Commercial space + Long commute to

avallable jobs

Spemﬁf whether protected or unprotected
+ May be located in neighboring town

Developing the community's Vision Statement

The Visioning process culminates in an overall community
“Vision Statement.” The Vision Statement should be a very brief
document -- usually not more than one to two pages -- that expresses
the community's priority goals and objectives for each of the four core
elements of the Community Development Plan: housing, economic
development, open space and resource protection, and transportation.

While the development of the Vision Statement may be guided by
the community's Planning Committee, it will require participation from

the full range of community stakeholders. If the community has not
.chosen a professional consultant to act as facilitator, refer to Appendix

AA “Facilitation Techniques for the Visioning Process” for examples of
facilitation techniques that should be helpful in developing the Vision
Statement.




g CREATING A COMMUNITY VISION

Checking the reality of the Vision Statement

Once a community has gathered all relevant information, examined
and understood the buildout map and analysis, and drafted a Vision
Statement, it is time to check reality.

* Does the buildout analysis information and other data collected
support the Vision Statement?

 Can the community realistically afford to reach the desired future?

* Isit feasible to accomplish the goals over the projected timeframe?

The DHCD website includes a " Growth Impact Handbook”
http.//www.state.ma.us/dhcd/publications/impac2.pdf designed to allow
your community to examine its future, Data from your town accountant,
which is filed each year with the Department of Revenue, will allow you
to tailor your reality check with the actual relevant cost data.

Communities are strongly encouraged to work with professionals
and volunteers in the community as they conduct the reality check. The
results of the reality check should lead to identification of the gaps
between the current plan and the desired future.

Review other local and regional planning documents to see if any
of them have addressed the gaps you have identified. If one of the plans
or studies does address the gaps, and the plan meets the criteria specified
in Chapter D “Creating a Scope of Services”, that plan can be submitted
with the proposed Scope of Services for the Community Development
Plan.

At the conclusion of the r.ea].ity check process, the community
should reexamine the Vision Statement, make any necessary changes,
and include the statement in the CD Plan.
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FACILITATION TECHNIQUES

FOR THE VISIONING PROCESS

SlAKEHOLDERS AND FACILITATORS

Community Visioning is a group decision-making process.
In order to achieve popular support for the CD Blan, everyone who will
be affected by it (the "stakeholders”) should be invited to participate in
the Visioning process. A hired or designated facilitator is essential to
efficiently guide the process and keep it from bogging down.

Stakeholders can include:

* Municipal officials (e.g. Planning Board, Conservation Commission,
Board of Selectmen, Mayor).

* Residents across the full spectrum of age and income levels.

» Advocates in housing, the environment, economic development,
and transportation.

* Members of civic organizations.

* Religious community.

* Local businesses.

* Developers and builders.

* Humman and social service providers Community Development

- Corporations (CDCs}), realtors, municipal employees

(public safety, teachers, highway department, etc.).

* Seasonal residents.

The facilitator will:
* Remain neutral in the discussion.
* Elicit participation from all members of the group.
* Guide the group through a series of questions.
* Manage the way information is presented.
* Periodically summarize what has been said.
* Keep the discussion focused. .
« Listen for and help resolve what is unclear.
* Help the group draw inferences and conclusions from
the ideas generated by the group.

METHODS FOR SHARING INFORMATION AND IDEAS
WITHIN THE GROUP

The first step in the Visioning process is developing a method for
sharing information and ideas within the group. Such methods include
brainstorming and charrettes.

Whatever process is selected, it should not be used as a forum
for political debate, placing blame for past actions, individual posturing,
or procrastinating. Rather it should be regarded as a first step. toward
. collaboration, balance, progress and action for the coming years.

In Visioning, every idea offered by the stakeholders is worthy of
consideration because all members are equally entitled to influence group
outcomes. - This process is most valuable when participants come with an
. open mind, a willingness to participate wholeheartedly, and a desire to
contribute their time and energy to making this step in the plannmg
process a Success.




FACILITATION TECHNIQUES

FOR THE VISIONING PROCESS

Brainstorming

Brainstorming is an effective tool for expanding the thinking of

a group and for identifying dimensions of an issue. It is used to create
as many ideas as possible in a short period of time.

Brainstorming can be either structured or unstructured. In the
structured method, a round robin process is used where each group
member in turn is asked for an idea. The process continues until
everyone has "passed” and no additional ideas are offered. In the
unstructured method, group members voice ideas in a random pattern.
It is a less formal and more relaxed process. The difficulty is that
the most vocal group members may dominate the process.

Rules of brainstorming:

* Never criticize an idea - either in words or body language.

« Write down every idea on a flip chart or blackboard. This allows
everyone Lo see the words and may generate other ideas. Put
down the words as expressed by the speaker - don't interpret.

* There is no such thing as a foolish or stupid idea.

» It is okay to piggyback on other ideas or join ideas into a new
statement. ‘

* Do it quickly - 10 to 15 minutes works well although this time

guideline is somewhat dependent upon the number of participants.

Charrette

A charrette is an intensely focused work session to generate
input from concerned citizens and officials. What distinguishes a
charrette from brainstorming is that in a charrette, ideas are expressed
visually through sketches, diagrams, and maps as well as through words.
This means that architects and planners (either citizen volunteers or
professional consultants) participate in the charrette, so that they
can help the participants express their ideas in visual form.

The charrette can help to identify critical issues needing further
in-depth analysis and to develop recommended strategies of action.

Methods for determining priorities

The group participating in any one of these exercises can review
a broad range of suggestions and identify priorities by using any of the
following methods: nominal group technique, voting dots, and consensus.
Such methods can be used individually, or (more often) in combination.

Nominal Group Technique

- This technique is useful for eliciting and clarifying opinions, and
developing group recommendations. The nominal group technique can
be used for a small group or for a larger group that is broken out into
small groups.

i%eﬁ'ﬁsjhg these -
{edmrquese pmwa‘e




FACILITATION TECHNIQUES

FOR THE VISIONING PROCESS

Each small group is given the same question to address, and
each has a facilitator. Participants begin by individually writing down
responses to the question. As in brainstorming, participants go around
the group, each person stating one item from his or her list, and going
around repeatedly until all items have been covered. The rules of
brainstorming apply as well.

The facilitator writes each item verbatim on a flip chart; the

_ group holds off on discussion. Items are then discussed, clarified, and

numbered. The ideas may be combined if the people presenting the
comments agree. Using index cards -- one card for each item -- each
participant writes down his or her top ten items, ranking them from 10
(top priority) to 1. The facilitator collects the cards and records the
number of "votes” each item received. The group discusses the results
and then each participant ranks the 10 highest-scoring items, using
the same procedure as before. If more than one group is involved, each
facilitator gives his or her group's results to the meeting coordinator.

As an alternative to shorten the process, the group may be asked
to consider fewer than ten items. Divide the total number of items on
the flip chart by two and add one to determine the number of items to
be prioritized. For very long lists or a short time frame divide by three.

To combine the priority lists created by smaller groups, reassemble -
the large group, present the different priority lists, and vote to adopt one.

Key issues:

» The nominal group technique elicits opinions that might otherwise
go unvoiced, by giving participants equal time.

» This technique lets people with different backgrounds communicate
their views and together clarify issues; however, this and other
techniques that rely on writing and reading skills may
marginalize people who lack these skills.

+ Important issues may not make the final cut. (One possible solution

‘might be to rank within but not across categories. Another
solution might be for participants to rate all items as low, medium,
or high priority using scores of 1, 2, and 3, respectively. The scores
are then totaled for each item.) :

Voting Dots

An alternative-or supplement to the nominal group technique,
the "voting dots" method uses small, colorful adhesive dots available at
school and office supply stores.

Large wall charts are posted listing the different items under
consideration. All participants are given the same number of dots and
told to vote for the items they think are the most important. They may
choose to "spend"” all their dots on one response, or they may spread
them around. The items are then ranked according to the number of
dots received. Discussion of the results may follow.




PPENDIX FACILITATION TECHNIQUES
-4 FOR THE VISIONING PROCESS

For very large groups, it may be necessary to break into smaller
groups and run the process concurrently in several different rooms. The
process occurs in the same manner, and the voting results are added
together. Some validity is lost, however, because like items from the
different groups are combined by the facilitators without the
participants' input.

Key issues:

» Participants need reasonably good reading skills for the voting
procedure.

» Because the voting procedure is not anonymous, participants may
feel pressure to vote for some responses over others.

* With a limited number of dots, people must make forced choices
and a few dominant issues may receive most of the dots.
To lessen this problem, people may be given several dots in
different colors to use within different thematic categories,
such as environment, housing, economic development,
and transportation.

Consensus

Consensus is an alternative to a voting process. With consensus
there are no winners and no losers. Through discussion, the entire group
reaches a point where participants are willing to allow something to go
forward even if they do not enthusiastically support it.

The technique works best when a decision is under discussion.
The group leader should ensure that every voice has been heard on the
issue under consideration.

Each participant receives three file cards (red, green, and yellow).
When ready to check consensus, the group leader asks each person to

raise one of his/her cards to demonstrate where he/she is on the decision.

Like a stoplight the colors indicate:
* Red: I do not agree and will block the decision.
* Yellow: I agree but I'm not really enthusiastic about the decision.
» Green: I can give an unqualified “yes" to the decision.

Participants are asked to keep their cards raised until everyone
has viewed the display. If no red cards are displayed, then a general
consensus has been achieved and no participants will block the decision.
If a red card is shown, then more discussion is needed and other
problem-solving activities such as listing pros and cons might
help to move the decision forward.

Key Issues :
* Some groups that value consensus spend large amounts of time
talking about an issue with no way to move forward.
-» Use of the cards demonstrates when the group can move forward.
+ Using this model, one individual can block consensus.

COMMUNITY
PLANNING PROFILE




CHAPTER 4

This chapter explains Phase I of the
planning process — getting started. It
describes how to begin and what should
be considered in the development of a
work plan. This is the initial planning
work that needs to be done before
embarking on the eight basic steps of
the master planning process.

Step A: Deciding to Plan
and Commit Resources

1. Recognize When It’s Time to Plan

Your planning board has a duty and
responsibility, as required by state law,
to prepare and/or update the communi-
ty’s master plan. It is generally accepted
by planning professionals that after five |
years most existing master plans could
stand to be updated. However, if your _
plan 1s over seven years old and your |
city or town has experienced significant
change, your community most likely needs a new
plan (click here for guidance about when you should
update an existing plan). There may also be pressing
wssues facing your community that need to be
addressed, and preparing a new plan or updating
your existing plan provides an opportunity to
address them. Ultimately, it is the responsibility of
vour planning board to determine when it is time to
prepare, amend, or update your master plan. Your
board should be aware of this responsibility and of
the importance of maintaining a viable plan.

2. Seek Public Support

Do not assume that everyone within your commnu-
nity recognizes that preparing a master plan is nec-
essary or desirable. While it is ideal to have public
support, it is not required in order to proceed.
Obviously, however, public support is important
and strongly encouraged.

Chapter 4

Phase I: Getting Stated

One of the best ways to obtain public support is
through education. This can be accomplished by
reviewing the master planning requirements of the
state statutes and explaining the benefits of planning
(for guidance in this area, refer to the sections on Why
Communities Plan and Why Should Your
Community Want to Prepare a Master Plan in
Chapter 9, “The Basics of Master Planning Theory™).

Ultimately, public support for the development of a
master plan in a small town will be reflected by a
vote of approval to proceed at town meeting, or ata
public meeting of the planning board or board of
selectmen. For larger towns and cities, this may not
be necessary, as the commitment to proceed is strict-
Iy a decision of the planning board and/or the

city council.

29



Southern New Hampshire Planning Commission

3. Prepare Cost Survey and Preliminary Budget

The master planning process begins when the plan-
ning board and elected officials in a community
make the commitment to prepare a new master plan
or update an existing plan and the townspeople vote
to appropriate the funds. Typically, the planning
board conducts an imtial survey of expected costs
and prepares a preliminary budget and timeline. The
governing body then makes a recommendation that
the town should vote to support it. As part of this
process, the planning board must also determine
how the plan should be prepared — by volunteers, by
stafl, by consultants, or by a combination of all
three. Additionally the board should determine the
type of master plan it wishes to prepare and what
chapters should be included (refer to Chapter 3,
“What Should Be Included in Your Master Plan,” as
well as the section on Different Ways to Plan in
Chapter 9, “The Basics of Planning Theory™).

4. Seek Budeet Approval

In most small towns, funding for master plan devel-
opment requires voter approval of a warrant article
at town meeting, In large towns and cities, funding
must be appropriated in the municipality’s annual
budget. Some communities carry funds over, year to
year, to build up a reserve account in an amount suf-
ficient to undertake the project. Large cities often
appropriate the necessary funding within the plan-
ning board’s or planning department’s budget. It is
not uncommon for small towns to establish a mas-
ter plan fund within their capital improvement
program (CIP).

Step B: Preparing a Work Plan and
Sharing It with Elected Officials
and the Public

Once the decision is made to proceed and the com-
munity votes to commit funding to the planning
process, the planning board prepares a work plan
that it shares with elected officials and the public. A
work plan helps with organization and management
of the planning process. It also helps in the develop-
ment of a request for proposals (RFP) if a commu-
nity finds that it needs consulting services.

Chapter 4

Bveryone has limited time and resources and needs
to plan wisely how to use them. It is important to
remember that (1) there may be other plans and
planning studies already prepared, and (2) the mas-
ter planning process in New Hampshire is governed
by state laws and local codes. Accordingly, the initial
preparation work requires a thorough understand-
ing of past studies and of the state’s legal require-
ments. The action steps for developing a work plan
are described in the following pages. A summary is
also provided at the end of this section.

Action 1: Search Out and Examine Past
Plans and Planning Studies

Before setting out to prepare your plan, collect and
examine past plans and planning studies that have
been prepared for your community. It is possible
that the same problems and issues that confront the
community today were recognized as problems in
the past, and that the recommendations and solu-
tions for addressing those problems are still applica-
ble today.

Take time also to review the current regional plans
prepared by the regional planning commission and
other regional planning studies and reports that
might have a bearing on your community. These
plans can provide a broad framework upon which to
develop an effective local plan.

Action 2: Research Applicable State Laws
and Your Local Codes

This is an absolute necessity. This handbook con-
tains the text of all the New Hampshire planning
statutes (RSA 674:1 through 674:4) related to the
preparation, adoption, and amendment of a master
plan (click for link to NI planning statutes found

at: http:/mh.gov/oep/laws/index.htm). These

statutes are:

» RSA 674:1 Duties of the Planning Board
» RSA 674:2 Master Plan; Purpose
and Description
* RSA 674:3 Master Plan Preparation
* RSA 674:4 Master Plan Adoption
and Amendment

30



Action 3: Understand the Planning Process
and the Different Types of Master Plans

It is absolutely essential to gain an understandmg of
the variety of ways that a master plan may be pre-
pared. There is no one right way; there are several
ways to plan and several tvpes of master plans.
‘What works best for one community may not be
ideal for another. Every community is different and
has its own specific needs. It is the responsibility of
the planning board to determine what type of plan
would be best for the community and how to go
about preparing it.

The traditional approach to preparing a plan is the
basic five-step process outlined by the NH OEP (see
NH OEP Technical Bulletin 3, Master Planning,
Summer 2003 ). The first step is community vision-
mg. The second step is data collection and invento-
ry. The third step is analysis and evaluation. The
fourth step is plan preparation, including the evalu-
ation of alternatives and the development of recom-
mendations. The fifth and final step is implementa-
tion of the plan, which may include revisions to zon-
ing ordinances or adoption of a capital improve-
ment program. This traditional process is generally
sequential, with each step begun only after the pre-
ceding step has been completed.

The contemporary approach is to bring citizens into
the planning process early on, to identify key issues
and to engage n discussions about the community’s
future through community visioning and other citi-
zen participation techniques. The process continues
with the bulk of the data collection and analysis tar-
geted at key issues identified through the public dia-
logue. This process seeks to achieve consensus early
on. It may seek approval of some implementation
actions before other issues are even addressed. As a
result, various 1ssues are identified and addressed at
different tirnes while the plan is being prepared. It is
a revolving, continuous process that does not appear
to have a beginning or an end.

The continuous planning process has several advan-
tages. People are actively engaged around high pri-
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ority issues, without having to wait for data collec-
tion and analysis. Further, the continuous process
uses implementation as both a learning experience
and a reward mechanism. As people see things
accomplished, they gain satisfaction and, as a result,
are more likely to stay with the planning process.

The disadvantage is that this approach may lose one
mmportant characteristic of the master plan — the
comprehensiveness that draws the connections
between all the elements and policies in the plan.
Some would argue that true comprehensiveness is
never achieved. We live in. a dynamic world with too
much change ever to achieve a grand comprehensive
linkage among all the parts.

The planning process will most likely be influenced -

by the type of professional assistance that is
employed. Professional staff may end up following
the revolving, continual process by necessity, since
they are frequently interrupted by crises and the put-
ting out of brush fires. A consultant, on the other
hand, has a block of uninterrupted time that makes
the traditional sequential process more realistic.

This is not to suggest that one planning process is bet-
ter than the other, or that the characteristics of staff
and consultants might not be reversed upon occasion.

It is important to be aware of the different types of
master plans that can be prepared so that the best
type of plan is selected for the community. There are
five basic types of master plans: (1) the comprehen-
sive master plan, (2) the small area master plan, (3)
the functional master plan, (4) the strategic master
plan, and (5) the abridged master plan (for more
information about each type of plan, refer to the
section Different Ways to Plan in Chapter 9, “The
Basics of Planning Theory”).

While it is not an absolute requirement to select one
type of master plan over another, it is helpful to have
a certain type in mind. Because there are advantages
and- disadvantages associated with each type of
plan, it is important to consider each one carefully
and select the one that will be most suitable.
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. Action 4: Research and Determine the
Contents of Your Plan

As part of the development of your work plan, it is
essential to research and decide upon the contents —
the types and number of sections to include in your
plan. Other than the vision and land use -sections,
which are mandatory, there are thirteen other sec-
tions that can be mcluded, ranging from regional
concerns and smart growth to neighborhoods and
community design (for a complete description of
these sections and advice on what to include or not
include in your plan, see Chapter 3, “What Should
Be Included in Your Master Plan”).

Action 5: Research the Merits of

Citizen Participation

Another important task is to educate the planning
board about the merits of different types of citizen
participation. Citizen participation is essential if the
planning process 1s to be successful. An inability to
achieve public consensus about the future of the
community is often a fundamental reason why plan-
ning fails. To be successful, planning must reflect the
needs and desires of the citizens who live and work
in the community. Thus, one of the primary chal-
lenges facing a planning board involves developing
an effective strategy for getting citizen input during
the planning process.

Citizen participation is an emerging field. There are
many models, which may or may not work, depend-
g on the characteristics of the community and the
-nature of the issues it faces. A planning board can
choose among a broad range of options when
deciding on a citizen participation strategy. What is
clear, however, 1s that the older models of the plan-
ning process — those that rely almost exclusively on
experts — do not work. Success depends on the
members of the planning board and other commu-
nity leaders whose knowledge and political skills are
essential. There are certain roles in the planning
process that only you can do.

One older model of the planning process is drawn
from the design professions. A planning consultant is
hired to prepare a plan for the community in the same
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way that an architect is hired to design a building,
After some preliminary meetings and mput from the
client, the planner retreats to the office and prepares
“the plan.” Then, at a public hearing, it is revealed.
After its acceptance, the plan is ultimately forgotten.

The 'I.e,s_';w}z to Be Learned: When there are no plan-
ning roles for those who must implement the plan, it -
typically ends up on a shelf, collecting dust. ~

With this in mind, the most effective citizen partici-
pation strategies involve the public and elected offi-
cials at the very beginning of the process. Citizens can
be recruited to serve on an ad hoce task force or citizen
advisory committee charged with completing a par-
ticular section of the master plan. This particular
strategy has enjoved broad support because of its
simplicity and ability to deliver quality citizen input.

Another citizen involvement technique is the commu-
nity survey (for more information, see Chapter 10,
“Tools and Techniques™). Click here for examples.
Depending upon the methodology used, a community
survey has the potential of reaching a large number
of citizens. This can yield a tremendous amount of
mnput and opinions on a broad range ofissues being
studied by the planning board.

Still another widely used technique involves the
planning board working directly with specialized
groups or target audiences, such as farmers, devel-
opers, environmentalists, or small-business owners.
By grouping persons with like interests, a planning
board can capitalize on their accumulated knowl-
edge and perspective. In some cases, this form of
citizen participation is essential because of the
influential nature of the target audience or special
interest group within the community.

Planning boards can also reach out to the public in
new, innovative ways. For example, the use of two-
way interactive television is gaining popularity.
Airtime can often be secured as a public service, at
little or no cost to the community. As more people
find it difficult to attend meetings, two-way interac-
tive television may well become the preferred medi-
um for citizen involvement in the future.
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The charrette, long a mainstay of design profession-
als as an idea generator, is also gaining acceptance as
a citizen participation strategy. Highly interactive
and participatory, a charrette can be designed to
present citizens with a real world view of planning
and the choices their community must make when
deciding about future growth and development. The
PLLAN NH charrette has become a very popular
and effective program for communities (see
http/fwww.plannh.com/). It brings experienced
design professionals to a community at little or no
cost, to produce a plan of action that deals with a
particular design issue or concern. The community
design charretteis typically held over a weekend and
begins with a walking tour of the site in question.

At the other end of the spectrum is an inclusive pub-
lic participatory process, often called community
visioning (for more information, see Chapter 5,
“Phase 1I: Community Visioning,” as well as Chapter
10, “Tools and Techniques”). As a prelude to
the traditional master planning process, a growing
number of communities are engaging their citizens

in a structured visioning process. In mostcases,

the process 1s designed to provide answers to
such key questions as where the community is head-
ed, what values its citizens find most important, and
what kind of future they hope to create. As with a
charrette, a visioning forum has the potential to pro-
duce a tremendous amount of information, as well as
civic energy and spirit.

The visioning process also goes to great lengths to
achieve consensus and to build public support. A
number of good sources are available on this sub-
ject, and the American Planning Association has
produced a video on community visioning called
“Building Vision and Action” (see Chapter 12,
Bibliography/Resources). Another good source is
the publication called “Swamp Yankee Planning” by
Philip Herr, a former M.I'T. planning professor.
This twenty-five-page publication is not about
swamps or even Yankees, as the title suggests, but
about the inherent good sense of community resi-
dents and how they need to be involved in the plan-
ning process. It is particularly enlightening on the
structure and preparatory steps necessary to have a
successful participatory process.
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Philip Herr and other planners often point out the
need to broaden participation beyond the usual city
or town hall “regulars.” There are various techniques
for doing this, such as citizen surveys by mail or tele-
phone; use of local press and cable television; task
forces; visioning sessions; use of facilitators and
mediators; focus groups; and a variety of neighbor-
hood, civic, religious, cultural, and fraternal organi-
zations. Even teenagers can parti¢ipate (see also
Chapter 10, “Tools and Techniques™). More extensive
participation (beyond that of the usual insiders)
is intended to educate the public about local
government issues, to generate fresh ideas about
old problems, and to improve the political climate by
increasing trust. These citizen participation techniques
concentrate on finding out what citizens like and
dislike. Planning board members listen and attempt
to find consensus rather than try to sell a

particular proposal.

All citizen participation efforts take time, money,
and know-how. They should not be done in a super-
ficial or half-hearted way because they can raise
expectations beyond the ability to deliver. That will
result in greater cynicism about local government.

Action 6: Develop a Budget and Timeline

As the work plan is prepared, a timeline identifying
project milestones and priorities must be developed.
Think about this process as budgeting; after you
have developed an estimate of the time needed to
prepare your plan, triple it. It always takes longer to
prepare a master plan than one thinks. An actual
budget will also need to be prepared.

Action 7: Set Aside Equal Time at Planning
Board Meetings

A planning board can not spend the same amount
and kind of time on site plans, subdivisions, and
other regulatory matters and get much accom-
plished on a master plan. There are two principle
points to remember about time management. First,
a planning board needs to spend equal time on both
applications and planning. This can be done, in
most cases, without dramatically increasing the
number or length of meetings, by establishing time
limits within meetings. '
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Second, greater discipline can.be brought to the
application process. Planning boards can require
that developers provide complete and correct plans.
Otherwise their applications can be considered
incomplete and returned.

Action 8: Research Basic Background Data
about Your Community

In order to plan for the future, a planning board
needs to understand the community’s past and pres-
ent. The collection and analysis of background
information is an essential early step in the plan
development process. Typically, a planning board
will conduct studies or gather information about the
community’s demographics, natural environment,
economic base, housing stock, transportation sys-
tems, community facilities, and land use. The plan-
ning board will then be in a position to analyze
trends and draw conclusions about the community.

It is important to note that citizen board members
can begin to research some of the basic data needed
for the plan. This can done by assigning each plan-
ning board member the task of researching one
topic and then presenting her or his findings to the
board. If your community has an existing master
plan, each planming board member can also be
assigned a section or chapter of that plan to review.

The regional planning commission can provide pop-
ulation projections and basic housing studies. The
town’s annual report may have data on housing con-
struction, or the building inspector can provide this
mfonnatjon.

He@ﬁd Hmt: Some, or most of tkts baszc res arch

| wztfz other. zrendv';mv‘”he =eémm__ ¢

Action 9: Understand the Role of Policies,
Goals, Objectives, and Strategies

Whether one is preparing a master plan from
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scratch or updating an existing plan, it is important
to find, record, and evaluate the community’s exist-
mg policies, however obscure. Prior and current
plans, planning documents, zoning and subdivision
ordinances. and site plan regulations are important
sources of information. Rarely are the policies sum-
marized all in one place, except perhaps in the mas-
ter plan. A municipality 1s likely to have many more
policies than is commonly realized.

A policy is generally defined as a statement express-
ing an adopted position. It sets forth a definite
course of action to guide and determine present and
future decisions.

Another important consideration in plan develop-
ment involves the prediction of future conditions in
the community. When findings are generated as a
result of background studies, the plan will begin to
reflect an orientation toward the future. In most
cases, this orientation will be represented in the
plan’s vision and goal statements which, when
implemented, will bring the plan to life.

The challenge of articulating a community’s future
through words should not be trivialized. For exam-
ple, there might be agreement on the overall goal of
“improving our community,” but no agreement on
how this will be done. Planning board members
must ask themselves whether such a goal carries any
real meaning with it. In recognition of the critical
role words play in planning, it is important that
planning board members and other community
officials understand the differences between goals,
objectives, and strategies.

* A goalis a general statement of a future condition
considered desirable for the community; it is an end
towards which actions are aimed.

* An objective is a statement of a measurable activity
to be accomplished in pursuit of the goal; it refers to
an aspiration that is reasonably attainable,

* A strategy is a specific proposal to do something
that relates directly to accomplishing the objective;
it identifies the how, the where, and the amount to
be done.
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As past and current policies are researched, it would
be equally wise to find and record all of the com-
munity’s past and current goals, objectives, and
strategies and compare them, looking for similarities
and differences.

Action 10: Establish a Master Plan
Advisory Committee (Optional)

It is critical that the planning board involve a wide
cross section of boards, committees, and depart-
ments in the master planning process. Planning
involves a number of fields and stretches across a
variety of local government activities.

The technique most commonly used is to appoint a
master plan advisory or steering committee to guide
the master planning process. Generally, it should
include all or most members of the planning board,
representatives of other boards and committees,
department heads, and elected officials, as well as
members of the public. The size of the committee
should be kept in mund, too. The larger the commit-
tee, the more work it will take to manage it.

As a rule, the planning board chair will seek nomi-
nations and appoint committee members. Ideaily,
the master plan advisory commuttee should consist
of key representatives from the following boards,
commissions, and departments:

* the planning board
* clected officials (board of selectmen, town
or city council, the mayor)

+ the city manager or town administrator
+ department heads (fire and police chiefs,
building inspectors, and heads of the

departments of public works, parks and
recreation, and health)

« the superintendent of schools and

. school board

s the conservation commission

» the zoning board of adjustment

* the historic commission (if available)

* the economic development council
(f available)

+ the parks and recreation commission
(if available)
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+ the budget committee

the regional planning commuission*
* local citizens
+ town or staff planners (if available)*

*Regional planning cormmissions, staff, and town
planners should be classified as resource personnel
and not as voting members of the committee.

Step C: Ensuring That Your
Resources Are in Place

1. Double-check Funding Sources and
Staff/Volunteer Commitments

‘When the work plan has been accepted, the next step
is to make sure that resources, funding, staff, volun-
teers, consultants (if needed), and equipment are in
place. This includes working with the town planner
and/or finance department or town administrator to
vertfy funding and to make sure that all necessary
contracts for professional services have been properly
secured. Also verify that volunteers are committed to

+ the process and ready to participate.

The existence of planning staff and equipment will
vary from town to town. Some communities employ
a professional town planner or planning staff, who
may have the time to facilitate and direct the master
plan preparation process. However, for the majority
of small towns in New Hampshire, a town planner
does not exist. Therefore, it becomes the job of the
planning board to organize and facilitate the master
planning process.

The main equipment needed includes a facility where
people can meet, a computer, a telephone, and map-
ping capabilities. Today, geographic information sys-
tems (GIS) provide the bulk of the mapping work
required for most master planning efforts. If the com-
munity does not have GIS capabilities, often these
services can be provided by the regional planning
commission or by a consultant for a fee
Knowledgeable volunteers within your community
who have GIS experience may be willing to donate
their time and expertise as a service to the community.
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2. Have the Master Plan Advisorv Committee

Review the Work Plan (Optional)

Once the work plan has been completed, the master
plan advisory comrmuttee can review it with volun-
teers, staff, and/or consultants working with the
community. Responsibilities can then be assigned,
including organizing the community visioning
process and preparing the community assessment,
described in the following chapters.

Summary of Actmn Steps for Developmg Your Work Plan

Action 1: Scarch out and examine past pla:ns and planmng SthJES prepa:red for your commumty

: ~ aswellas current reglonal plans, such as the h@usmg needs assessment, the tmnsporta-
tion nnprovement program (T IP), and other reglona] transportatxon plans prepared by

o your mgzonal pIanmng comrmssxon that may have a bearmg on your cornmumty

5 Actlon D Research a]] apphcable state laws and local codes related to the preparauom adoptxon '

: and amendmant of a mastez p]an

Gam an understandmg of t'he p]anmng pIOCGSS and the dlﬂ‘_erent types of master plans,
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o HAPTER 9

Basics of Planning Theory

What Is Planning?

Everybody plans —we all make financial plans, trav-
el plans, and work plans to help us achieve personal
goals and objectives. Organizations and firms plan
for strategic reasons and to gain a competitive edge.
Plans help us to organize our time and to work
toward our goals in a step-by-step fashion.

Planning is a widely used process that typically
includes the steps below.

The Planning Process

Problem Identification

Y

Goal Setting

Y

Design of Alternative Solutions
[

Y
Evaluation of Potential Impacts

Y

Decision-Making

Y

Implementation

People from all walks of life, and communities as
well, use this method to prepare for the future, solve
problems, clarify needs and objectives, set priorities,
and achieve goals. Here are two definitions of com-
munity planning.

Planning is a process of preparing in advance, and in
a reasonably systematic fashion, recomunendations for
programs and cowrses of action to attain the common
objectives of the community. — (Anthony Catanese)

We define planning as a process for determining

appropriate future action through a sequence of
choices. — (Davidoff & Reiner, A Choice Theory of
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Planning, Journal of American Planning
Association, 1962) '

Professional planners use the planning process as a
procedure to address a broad range of issues in a
pragmatic, impartial, and rational way.

A planner may use the planning process when
addressing a single subject or a wide range of sub-
jects, such as capital improvements, housing, or
transportation. Comprehensive planning covers a
wide range of interrelated topics that are of concern
to the community. Documents that result from this
process are called comprehensive plans, general
plans, or master plans.
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Community volunteers and planning board mem-
bers can employ the same planning process that pro-
fessional planners use. As the definitions above sug-
gest, when communities engage in planning, they
seek answers to such fundamentally important
questions as

* What are the common goals and objectives
of my community?

+ What might happen to my community in
the future?

« What do we want to happen?

¢ How best can we achieve the future outcome
we desire?

Why Do Communities Plan?

Communities plan in order to improve the quality of
public choices and decisions. Some communities do
not plan until they encounter a crisis that demands
an immediate public decision; then they hastily con-
struct their plans after considering only a limited
number of actions.

Having a master plan is worthwhile for the
following reasons:

1. Planning is a means of preparing for the future.

Planning enables us to look before we leap and
avoid costly and sometimes embarrassing mistakes.
Through planning, we come to understand what
must be done now and in the future to achieve our
goals,

2. Planning makes sense. For a community, plan-
ning mvelves working together to balance compet-
ing interests. Planning also forces people to think
and organize their time, resources,and efforts.

3. Planning helps the community recognize its pri-
orities. With a master plan, local officials can
address the most urgent needs first.

4. Planning is intended to serve the public interest.
Planning does not attempt to stop or replace mar-
ket forces of supply, demand, and price, but to
guide those forces by establishing rules for develop-
ment and growth.
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5. Planning helps the community set sound policies
for development. A master plan makes it easier for

private developers and builders to respect and
understand community desires and public policies
as they develop their individual projects.

6. Planning helps identify both the positive and
negative aspects of a community. What is good
should be protected; what is bad should be
changed; what is possible should be done.

7. Planning helps to maintain a satisfactory quality
of life. In towns with a decreasing population, plan-
ning may offer ways to maintain a positive quality
of life and revitalize the community. In growing
communities, planning offers a way to protect and,
if possible, enhance the quality of life.

§. The planning process is a means of educating
people about their community. Developing a mas-
ter plan provides an opportunity for public partici-
pation in the decision-making process.

As suggested in Planner or a Disc, there are a number
of practical reasons why communities should prepare
a master plan or update an existing plan. Here is an
abridged version of some of those reasons.

to ensure that growth and development is

orderly and predictable

to save taxpayers money by avoiding premature

development and costly sprawl

* to plan efficiently for capital improvements

* to circumvent frivolous legal challenges and law
suits by minimizing their likelihood

* to provide greater certainty to property owners
and developers regarding what to expect with
regard to growth and development

* to protect environmental resources and

aesthetic qualities

to strengthen local identity

to ensure that basic infrastructure and public

facilities and services will keep pace with

new development

¢ to make local decision-making more open

and democratic

to ensure fairness and avoid favoritism

to ensure that development meets local needs
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Why Should Your Community Want
to Prepare a Master Plan?

A master planning effort should be undertaken only
when the community understands the purpose,
needs, and benefits of planning. As stated in Planner
on a Disc, a master plan should be

¢ descriptive in articulating the desires of the
community into a vision statement

* productive in setting forth goals and objectives
for the community’s future

* part of a continuous planning process that is
timely and responsive to the needs and desires of
the community

* prescriptive in defining the legal basis for land
use regulations and a capital
improvement program

How Much Will It Cost to Prepare a
Master Plan?

Unfortunately, master plans cost money. If your
town or city is unwilling to spend money preparing
a plan, then it will probably be difficult to prepare
one. The amount of money required can vary con-
siderably, depending on the type of plan you prepare
and the nature and duration of the planning process
vou follow.

One way to estimate how much you should budget
is to evaluate the plans that neighboring, or other
similar-sized communities, have recently prepared
and then find out how much each of those commu-
nities spent on preparing its plan. Another approach
1s to ask a planning consultant or your regional
planning commission to give you a rough estimate.
This estimate can then be refined based on what you
decide to include in your plan.

Most planning consultants charge in the range of
$50 to $100 an hour, depending upon their level of
expertise and how far they have to travel to reach
your community. Determining the number of hours
can be difficult. Unfortunately, there is no general-
ized rule of thumb to estimate the cost, which could
vary anywhere from $30,000 to $50,000 to prepare a
new master plan for a community with a population
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of under 10,000, and $50,000 to $100,000 for a
large municipality.

As described in Planner on a Disc, some of the fac-
tors that affect the cost of preparing a master plan
are as follows:

* the amount of citizen participation and the num-
ber of community and/or neighborhood meetings
and events held during the planning process

» the level of agreement or disagreement in the com-
munity (that is, how fragmented or divided the com-
munity is on key issues)

» the geographic specificity you want your plan to
achieve, and the amount of work that needs to be
done to prepare digitized maps and upgrade GIS
to that level

» the extent to which newsletters and mailings are
used to keep citizens informed and involved in the
planning process

* the amount of effort put into different methods
of disseminating information to the citizens at all
stages of the planning process, and the number of
different methods employed

* the extent to which the community uses computer
technology to increase citizen

mvolvernent in the planning process (by creating an
interactive webpage and/or making use of email)

* the nature and content of. the final plan — how
comprehensive it is and the level of detail required
» the form in which the plan is published, the num-
ber of copies of different versions (full versions and
executive summaries), whether it contains color
maps and photographs, and whether copies of the
plan are given away or whether a fee is charged

» the length of time allotted to the planning process

As the above list suggests, many of the factors that
affect the ultimate cost of preparing a master plan
are directly or indirectly related to the amount of
time and effort expended in involving citizens in the
planning process, in keeping people informed, and
in making sure that important policy decisions and
choices are publicly and openly discussed. Thus,
there are very real risks in trying to prepare “cheap”
master plans. The less money you budget for the
important task of involving and informing citizens,
the greater the risk that you will end up preparing a
plan that lacks broad-based public support.
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Helpfid Hint: Before determmmg your budget Jirst
decide on the contents of the plan, the type of master
plan you would like 1o prepare, and what plannmg
approach would worl: best for vour comnumity. ( For
information about what should be included, the differ-
ent types of master plans, and the various - approaches
10 pIannmg see Chapter 3, ‘What Should Be Included

m Your Master Plan” and the section on Dz?"ferem
Ways 1o le w:rhm thzs :hapzer )

How Long Will It Take to Prepare
a Master Plan?

The type of master plan vou prepare and the
amount of data you collect will have a direct bear-
ing on the length of the planning process.
Comprehensive master plans typically take much
longer to prepare than plans that focus on a limited
number of key issues or that pertain only to a limit-
ed part of your community. Some communities have
taken three or more years to prepare a comprehen-
sive plan; others have succeeded in preparing com-
prehensive master plans in six months to a year.

As stated in Planner on a Disc, when thinking about
how long the planning process will take, keep in
mind that the length of time it takes to prepare a
plan can be affected by

+ the geographic size and diversity of your
municipality

+ the complexity of the land use and development
issues your community faces

« the degree of agreement or disagreement within
your community regarding pressing problems,
priorities, and possible courses of action

* your community’s track record or degree of past
success in plan-making

+ the degree to which local elected officials
understand and support the need for planning

» the extent to which local citizens feel that local
government representatives and local
government boards and commissions under-
stand their concerns and represent their interests

Once work has begun, there is a tendency for the
people mvolved to feel that it is imperative to get the
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plan finished as quickly as possible. Often this feel-
ing of urgency is based on a fear of what might hap-
pen 1n the interim, while the plan is being prepared.
The desire to complete the plan quickly can also be
motivated by a desire to reduce the cost. But if you
make the planning process too short, you may under-
mine public support for the plan in the long run.

Helpful Hint: Take as much time as needed. to pre-
pare your master plan, so that everyone can be proud
of it and it has broad-based public. support. But don't
take so long that you lose momentum. [ For more
 information about the dz}j"erenr 1y pes of master plans
- and the various approaches to preparing your - plan,
- refer to the section on Di ffereni Wﬂ}/b to Plan wzzkm
' thz.s chaprer ) : e

Is Hiring a Professional Planning
Consultant Necessary?

You may assume that a master plan can only be pre-
pared by a professional planner. Professional plan-
ners have a great deal to contribute to the planning
process. But the planning process is essentially a
process of translating community values into public
policy for the future. You can’t hire someone to do
that for you.

Planning board members, whether elected or
appointed, are important political leaders in their
community. Working in conjunction with the politi-
cal leaders on other boards and committees, they
can articulate the community’s values and recom-
mend policy. There is a lot you can accomplish, and
have the responsibility to accomplish, without defer-
ring to professional planners.

In contemporary thinking, a community does not
hire a professional planner to “prepare a plan for
us.” The professional planner, whether a hired con-
sultant or public staff, should assist the leadership of
the community in identifying common goals and
policies. It would be presumptuous for a planner to
state what they are. Whether you have a planner to
work with or not, community goals and policies are
uniquely in the province of the planning board.
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The strengths of professional planners are best uti-
lized during the steps that occur before and after the
plan formulation — in technical analysis and tech-
niques for implementing the master plan. They can
perform a number of studies that identify trends
affecting your community; and the professional
planner 1s particularly skilled in the implementation
stage — identifying ways to carry out goals and poli-
cies. The planner can also point out the potential
mmplications of various alternatives. In the formula-
tion of the master plan, the professional planner is
best seen as a resource for policy makers.
Professional planners are skillful at outlining citizen
participation techniques, translating expressions of
community values into goals and policies, and the
technical draftsmanship of policies in the plan.

If you want to produce an effective master plan, it
makes sense to hire and make use of professional
planning assistance. Even cities and towns that have
full-time planners often seck assistance from profes-
sional planning consultants or the local regional plan-
ning commission in carrying out much of the related
work. There are a number of reasons to do so.

First, planners employed by the community have a
responsibility to administer and defend existing land
use regulations. It can be difficult to perform that
duty and, at the same time, propose a different set

of regulations. -

Second, when making major policy decisions in the
future, it may be necessary for citizens and elected
officials to face up to some hard choices. An inde-
pendent, outside planning consultant is in the best
position to objectively frame and put controversial
policy choices before the community without the
interference of political pressures.

Last but not least, hiring an outside planning con-
sultant is a way to introduce fresh perspectives and
viewpoints into the planning process.

Nevertheless, local staff planners should, and can,
play important roles in the process of preparing a
plan, and in managing and overseeing the work of a
planning consultant. If you have a full-time city or
town planner and choose to hire an outside planning
consultant, be sure to ask your planner to play a
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major role in drafting the scope of services for the
planning consultant and to participate m the plan-
ning process.

Some Helpful Hints in Preparing
Your Plan

As identified by the planners who prepared Planner
on a Disc, below are a number of helpful hints to
keep in mind as you proceed.

* Developing a plan is not easy, but it can be fun.
* Preparing a plan for the future requires leader-
ship and risk-taking.

* Planning is controversial — but so is not planning.
* People find it easier to say what they are against
than what they are for.

* Having a zoning ordinance is not the same as hav-
inga plan. Zoning is a tool that helps implement the
plan. Your plan tells why particular zoning provi-
sions are necessary and justified, and why they serve
a public purpose. Having a plan helps a communi-
ty defend its zoning ordinance when and if specific
zoning provisions are challenged in court.

* People who speak the loudest and are most vocif-
erous in calling attention to their views are not nec-
essarily representative of the community as a whole.
Make sure you devise a planning process that draws
out the views of a cross section of citizens.

» Striking the right balance and charting a middle
course is difficult, but possible. Look for “win-
win” solutions.

» Intergovernmental communication and coopera-
tion is essential in achieving land use planning
objectives. Consult and seek the advice of neigh-
boring communities before -adopting plans and
policies that may have an effect on those commu-
nities. If you do, then you have reason to hope and
expect that they will do the same when and if they
consider plans and policies that may have an effect
OI your community.

* Planning needs to be ongoing to be successful.
You can’t just prepare a plan and then forget about
it. For a plan to be effective, it needs to be referred
to and used as the basis for making land

use and development decisions.

* Revisit the plan from time to time and be sure to
evaluate how it is working.

90



Southemn New Harﬁpshi're Planning Commission

» Don’t allow your plan to become obsolete or inef-
fective, If it isn’t working as intended, change it! If]
after a certain length of time, parts of the plan are
no longer current, revise and update those portions.
Don’t allow the validity of an entire plan to be
undermined by allowing a portion of the plan to
become ebsolete.

When Should You Update an
Existing Plan?

Most communities in New Hampshire have some
form of an adopted plan. Whether it is an older
comprehensive plan or a relatively new master plan,
it does not really matter so long as it is being used
and implemented. If your plan is not being used,
you should find out why and proceed to update it or
replace it with a new plan.

Most planners agree that, if an existing plan 1s well
over seven years old and significant changes have
occurred since it was prepared, your community
may need a completely new plan. However, if your
existing master plan is about five years old, it may
only need to be revised or updated. It is usually less
expensive and less time-consuming to update an
existing plan than it is to prepare a new plan.

In fact, it is highly recommended that all master
plans be updated every five years. In some cases, all
that may be required is an updating of relevant data
and information, findings, and recommendations.
The overall goals of the plan and the visions for the
community may still be relevant. If your existing
master plan is in a loose-leaf binder or in electronic
format, the updating process can be easily accom-
plished without the expense of printing a new plan.

Daniels, Keller, and Lapping in the Small Town
Planning Handbook (APA Press 1995), prepared the
following checklist (on page 92) to help communi-
ties decide when it is necessary to update an existing
plan. If your community meets these guidelines, do
not wait too long to begin the process of updating
your plan.
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Although the purpose and intent of planning is fair-
ly simple to understand, there are many different
ways to approach the task of preparing a master
plan. Before you decide which chapters to include n
your plan, you will need to ask: (1) Which planning
approach should I follow? and (2) What type of
master plan should I prepare? How you answer the
first question will determine how you proceed with
the next. The type of master plan that you prepare
1s directly related to the planning approach

you employ.

The Various Approaches to Planning

While there is no one right way to plan, there are
several ways to do it and several types of plans that
you can prepare. One aim of this handbook is to
help you decide which planning approach and what
type of plan would be best for you. There are five
generally accepted approaches to planning.

1. Comprehensive planning
2. Issue-oriented planning
3. Functional planning

4. Strategic planning

5. Vision-based planning

It is best to select an approach and stay with it as you
prepare your master plan. However, if you find that
that approach is not working, for whatever reason,
there is no reason why you cannot stop and change
direction. Moreover, you may find that a combination
of approaches is more useful than just one. Perhaps
you need to be comprehensive in your scope, but more
visionary or strategic in your goals and policies.
Flexibility in planning is important and often neces-
sary. Equally important is preparing the best and most
successful plan possible for your community (see chart
on page 102).
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When Is It Necessary to Lpdate an EXlstmg Master Plan?

% 1. - Your emstmg plan 1S more than ﬁve yeare old
PR ‘False : ,
2. Yourtowns pubhc Services are no Ionger able to meet current and pI'O_]BCth S
 futureneeds. S T
ST Traei o False o :
3o o e our emstmg plan does not contam an econormc: development chapter
S T A Falselid
4 oYonr existing plan does not address cmrent and future houbmg needs
: __-'True_-- o Falselo it :
5. Your existing pIa.n does not discuss community water quaht} and supply needs
S and sewage and solid Wa,;ste dlsposal el :
6.  Yourmap of emstmg land uses is not up to date
s e Balsoi B ' :
a7l S SR OUE:, zomng map does not agree w1th vour map of desn“ed future land uses.
e ot et S False i s : SoRat ;
B eYour zonmg ordmance 1s no longer consmtent w1th the goals and ob_]ectlves of
: .' yourplan : : B ;
; ey Sh i T e R
9. Yourexisting plan lacks : an mventory of ermronmental fea,tures such as natural

. areas, wildlife habltats, prime agncultural land Weﬂands, natural hazards and
~areas wﬂh development hmltatlons S

N e hme el S False i oe R
U= ol Nour plan laeks any maps of commumty facﬂmes and semce areas ;

e s

S update your emstlng plan

1. Comprehensive Plannirng

Comprehensive planning is the traditional approach
to town planning. It covers

* a broad range of topics
+ a wide geographic area
* a long time span

Comprehensive planning follows the traditional
four-step planning process: the identification of
problems and issues; the establishment of goals and
objectives; data collection and analysis; and plan
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5 If yoif answered‘true to a deonty of the above questlons, 1t is ];keb that you need to

preparation and implementation (see Chapter 2,
“The Master Planning Process,” and NH OEP
Technical Bulletin 3, Formulating the Master Plan,

Sumimer 2003).

The distinguishing features of comprehensive plan-
ning are that it covers a wide range of topics, is
ambitious in requiring numerous studies that take
time to complete, and is long range in scope (typi-
cally covering a 10- to 20-vear period). (For more
information about comprehensive planning, refer to
the reports and publications identified in Chapter
12, “Bibliography/Resources.”)

92



Southem New Hampshire Planning Commission

2. Issue-Oriented Planning

Some communities do not get around to planning
until a problem or a crisis has occurred. Issue-ori-
ented planning focuses attention on the problems
and issues of greatest concern to a community at a
particular point in time. This is an “old-fashioned
approach” to planning, in that it is designed to iden-
tify and address narrowly defined, specific commu-
nity problems and issues above all else.

What Is Involved?

Community members are brought together to identi-
fy and prioritize the pressing issues facing the com-
munity. There are many ways to bring people togeth-
er (refer to Chapter 10, “Tools and Techniques,” for a
variety of citizen participation examples). Once the
issues have been identified, you develop first a process
to rank them and then a plan to address the most
pressing issues.

Advantages of This Approach

This 1s the classic approach to defining the scope and
contents of a master plan; the reasons to plan are
well-documented. People are more naturally inclined
to support a community effort that addresses pressing
issues than they are a top-down approach that
imposes a process upon the community.

Does This Approach Make Sense in Your
Community?

An issue-oriented approach to planning makes the
most sense for a community that has a pressing land
use issue or problem, and when there is broad agree-
ment within the community that the problem needs
to be addressed. This approach is also effective for
communities that have little or no prior experience
in developing a plan. By focusing on a particular
issue, the community increases the likelihood of suc-
ceeding with its planning effort.

3. Functional Planning

It is not necessary to produce all of the chaptersina
master plan at one time. What is important is that
you make progress in addressing the important
issues and choices facing your community. Perhaps
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one or two topic areas are more important in your
commumnity right now than others. For example, a
lot of energy these days is being directed towards
addressing transportation concerns. Perhaps there is
pending a well-publicized transportation improve-
ment, a new highway or bypass, or a parking garage
that will take up precious space downtown. If this is
the case, it might make sense to address and com-
plete 1 or 2 chapters of your plan first, and other
chapters later on. This can be accomplished through
functional planning. In many ways, functional plan-
ning is a slower version of comprehensive planning.

Is This Approach Right for You?

This approach might be right for your community if
one or two issues are of pressing concern or if there
is a lack of support on the part of the local leader-
ship for comprehensive planning. It might also be a
viable option if there are insufficient funds to permit
the completion of a comprehensive plan.

4. Strategic Planning

Strategic planning is defined as “a disciplined effort
to produce fundamental decisions and actions that
shape and guide what an organization (or other enti-
ty) is, what it does, and why 1t does it” (Bryson, p. xii
and p. 5). It has also been defined as “the process of
the development of strategies for the accomplish-
ment of specified goals and objectives with respect
to a set of issues” (Kaufman and Jacobs).

There appears to be no widely accepted definition of
strategic planning as it is applied to local govern-
ment. However, strategic planning offers local gov-
ernment a new planning approach.

The strategic planning process begins with the identi-
fication of key decision makers in the community and
its “stakeholders” (those individuals or groups with
an interest in the outcome of the decisions made as a
result of the planning process). The next step in the
process is to identify strategic issues by making a “sit-
uation assessment,” sometimes known as the analysis
of “strengths, weaknesses, opportunities, and
threats” (SWOTSs). Major emphasis should be placed
on the selection and application of strategies to
resolve identified issues and attain desired goals. The
principal steps in strategic planning are
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‘1. Scan the environment and select key issues.

2. Formulate goals or missions for the key issues.

3. Analyze each issue, developing a list of
community strengths and weaknesses.

4. Develop strategies that are realistic and take into
account those strengths and weaknesses.

5. Implement strategies using public and
private resources.

6. Monitor and update the plan to
ensure implementation.

Strategic planning and traditional comprehensive
planning have a great deal in common. Both
processes are based on the concept of goal-setting
and the identification of decision makers and stake-
holders. Strategic planning tends to narrow the
range of stakeholders, while comprehensive plan-
ning tends to cast a wide net. This makes strategic
planning more manageable; it’s easier to reach a
consensus through strategic than through compre-
hensive planning. On the other hand, comprehen-
sive planning may develop a broader base of citizen
support. Neither planning approach is going to be
very successful in communities where there are wide
differences in values and positions among citizens.

Strategic planning appears to focus its data collec-
tion and analysis on situation assessment. What are
the issues? What forces bear on the issues?
Comprehensive planning, on the other hand, often
produces an insatiable appetite for data and data
analysis; it can become an expensive and time-con-
suming fetish. ' '

There appears to be little consensus as to the time-
line for strategic plans — some say it should be long-
range (20 years), and some say short-range (3 to 5
years). Comprehensive plans prepared by tradition-
al methods usually work on a long-range timeline,
though occasionally the timeline can be short-range.

The strength of strategic planning lies in its consid-
eration of the methods that are to be used to attain
the desired vision of the future, the goals of the
plan. In other words, emphasis is placed on plan
implementation. Strategic planning, in that sense,
can be considered “pro-active” and comprehensive
planning “reactive.” ; :
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Strategic planning is best applied when you are con-
centrating on one topic, or a few topics, at a time.
Comprehensive planning requires consideration of
a very broad range of topics that affect the quality
of life in a community, all at one time. It is probable,
therefore, that strategic planning can be accom-
plished more quickly and efficiently than compre-
hensive planning.

For these reasons, strategic planning is not well suit-
ed to the preparation of the traditional comprehen-
sive plan or to the contemplation of long-range
issues, which often evade clear definition, and which
involve a multitude of interrelated topics.

However, strategic planning appears to be well suit-
ed to the consideration of immediate problems and
to the identification of strategies to resolve them in
the near future. It therefore may be classified as
short-range in nature.

5. Vision-Based Planning

Vision-based planning, instead of looking primarily
at community issues and trying to solve them, imag-
ines what a community should look like in the future
and then develops a plan to achieve that vision. This
visioning process is unique, but it is often included as
an element of a variety of master plans. It is a posi-
tive approach to planning and can be very inspiring.

What Is Involved?

Your goal is to analyze past and current trends,
seeking to answer such questions as “Where have we
been?” and “Where are we going?” — then to step
back and ask the community, “Where do we want to
20?7’ You want to create a shared vision of the kind
of community you hope to achieve within a certain
number of years, Presumably there will be a differ-
ence between where you are going and where you
want to go, so you develop a plan to move the com-
munity toward its desired future.

Does This Approach Make Sense in Your
Community?

A vision-based approach to planning is likely to
work best in environments where people are willing
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and able to join collectively in group processes, to
share their views, and to listen respectfully to one
another. It does not work as well in hostile environ-
ments where people are antagonistic.

A vision-based approach can also work well in com-
munities where there are charismatic leaders who
are willing to serve as conveners, and in communi-
ties that have planning staff who are skilled in facil-
Itating group process sessions, charrettes, and the
like. (For more information about the visioning
process, see Chapter 5, “Community Visioning.”)

The Different Types of Master Plans

There are five types of master plans.

1. The comprehensive master plan
2. The small-area master plan

3. The functional master plan

4. The strategic master plan

5. The abridged master plan

Each type of master plan has distinguishing features
and characteristics, as well as unique advantages and
disadvantages in its development and application (see
chart on page 103).

1. The Comprehensive Master Plan

The comprehensive plan has three unique charac-
teristics: (1) it includes a broad range of master plan
elements (all fifteen chapters); (2) it encompasses the
entire municipality; and (3) it employs a long-range
view (usually 10 to 20 years into the future).

The preparation of a comprehensive plan is the most
ambitious undertaking of all plan types. It typically
takes more time and costs more than any other kind
of master plan. Yet it is the most common and tra-
ditional approach to planning. It addresses all the
relevant topics and issues affecting a community’s
future and may include chapters on such topics as
education, construction materials, open space, and
travel and tourism, as determined by the community.

Preparing a comprehensive plan may be right for your
conununity if the following circumstances apply:
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1. There is a good track record of past
planning success.

2. Your community already has a comprehensive
master plan in place.

3. Local leadership supports long-range planning.

4. There are a variety of topics that should be
studied on a community-wide basis.

5. There are no major planning issues or problems
that need immediate attention.

6. The community can afford to take a year or
more to prepare the plan.

The disadvantages of a comprehensive plan are

1. It is expensive and time consuming and
requires the collection of a wide variety of data
that must be analyzed.

2. The public participation processes may take a
long time to complete and may be difficult to
organize. It is usually much harder to get citizens
from a broad spectrum of the population to
consider a wide range of topics than it is to get
them to consider a narrow range of topics.

3. Sometimes the tendency to recommend actions
concerning the distant future closes off” options
better left open.

4. It is difficult to secure commitments for, and
participation in, long-term projects.

5. Long-range plans tend not to be useful as the
basis for compiling short-range capital inprove-
ment programs, as they tend to contain state-
ments of general policy rather than descrip-
tions of specific projects.

6. Long-range plans are not particularly well suit-
~ed to serving as guides for short-term zoning

decisions; this can cause problems, as zoning is
required to be consistent with the comprehen-
* sive plan.

7. The means to implement long-range plans are
often not apparent, or do not exist, while the
plan is being prepared or reviewed. This intro-
duces substantial uncertainty into the
planning process.

. Most people, including the public, have diffi-
culty conceptualizing future conditions. With
no clearly defined path, the public can become
bewildered when thinking about how to get
from where we are today to where we want to
be a generation from now.

o]
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9. Comprehensive plans are lengthy and often
contain more data and information than can
be easily read and digested. Also they are
costly to print and publish.

2. The Small-Area Master Plan

Small-area plans have the following unique charac-
teristics: (1) they address specific districts, neighbor-
hoods, or small geographical areas within a com-
munity; (2) they are generally mid-range (5 to 10
years) in scope; and (3) they cover multiple topics,
but tend to contain greater specificity on a small-
area basis than does a comprehensive plan.

1t is desirable to prepare small-area plans for all the
geographical areas of your community, if time and
budget permit. However, given limited resources,
small area plans should at least be prepared for
those areas where changes are either occurring or
anticipated, such as

« central business districts (downtown
revitalization)

* hustoric preservation districts

* threatened open space preservation areas

» redevelopment areas

+ high growth areas with many subdivisions, or
where a high concentration of commercial and
industrial growth is anticipated

* areas where there is a high interest in
community design

Because small-area plans contain specific develop-
ment recommendations for the area being studied,
these plans can then be combined to form one
complete master plan for your community.
Comprehensive plans often include small-area
plans that address certain regions, areas, or neigh-
borhoods within a community. In this fashion, all
of the fifteen sections of the master plan (see
Chapter 3, “What Should Be Included in Your
Master Plan”) can be addressed on both a com-
munity-wide and a small-area basis.

A small-area plan may be right for your commumty
if the following applies:
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¢ Planning for the entire municipality is not
feasible at one time.

* Your community already has neighborhood
plans in place.

* There is local leadership and support for
planning within each geographical area.

* Your community is highly fragmented (divided
both physically and socially).

+ Certain areas of the community are changing
more rapidly than others.

* You can combine your small-area plans into a
complete community-wide master plan.

The disadvantages of a small-area plan are

* You may not be able to combine your small-area
plans into a complete commumty -wide
master plan.

¢ It does not adequately address changes,
problems, or issues that are consistent across
the community and need to be addressed on a
community-wide basis.

+ It diverts attention away from community-wide
problems and issues and focuses most on
special areas.

3. The Functional Master Plan

Functional plans are plans prepared for one specific
topic, with tie-Ins to related subjects. Some examples
are flood hazard mitigation, mass transit plans,
bicycle paths, housing, and open space. Functional
plans have the following characteristics: (1) they
address one master plan element or subsection at a
time; (2) they may cover an entire community or a
sub-section thereof: (3) they may be either short-
range (1 to 5 years) or long-range (10 to 20 years) in
scope; and (4) they can stand alone as a separate
plan or be combined as part of the community’s
master plan.

Most long-range functional plans covering a specif-
ic subject or topic on a community-wide basis could
be appropriate as an element in a community’s mas-
ter plan. For example, a ground water management
and protection plan that covers the entire communi-
ty could be an element of the master plan.
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Short-range functional plans that address subsec-
tions of the community are often quite specific.
Local circumstances will usually determine whether
they are suitable for inclusion as elements of a mas-

te
al

r plan, or whether they should be treated as stand-
one plans. In either case, short-range functional

plans should be consistent with long-range func-
tional plans, and all functional plans should be con-
sistent with the overall community master plan
{Anderson, 1995).

Preparing a functional plan may be right for your
community if the following applies:

1. Planning for the entire municipality is not
feasible at one time.

2. It makes more sense to complete 1 or 2 mas-
ter plan elements first and then address the other
13 or 14 master plan elements later on.

3.Your community already has in place a number
of functional plans for various elements of your
master plan.

4.You can make better progress in achieving the
development of a community-wide master plan
one element at a time.

5. There are one or two issues or topics of major
concern in your community or there is a lack of
support on the part of the community power
brokers for preparing or updating the master
plan at one time. ‘

6.The financial support available for planning is
insufficient to permit you to develop a full-
blown master plan at one time.

- 7.You can combine your functional plans

into a complete community-wide master
plan in the future.

The disadvantages of a functional plan are that
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« It is a slow process that takes years to complete, if
at all.

* It does not adequately address changes, problems,
or issues that are consistent across the community
and/or need to be addressed on a community-wide
basis.

» It directs attention away from community-wide
problems by focusing on special problems or

topic areas.

« It may not address all fifteen elements of the mas-
ter plan, as provided for by state statutes (this does
not represent a legal concern,

however, as only two of the elements are mandato-
ry by state law).

4. The Strategic Master Plan

The strategic master plan is a version of the com-
prehensive plan. However, unlike small-area plans
and functional plans that can become component
parts of a composite master plan, the goal when
preparing a strategic master plan is to identify a
small number of issues that are the most important
to a community’s overall vitality, today and in the
future, and then take action on those issues to
ensure the best possible future for the community.

The basic characteristics of a strategic master plan
are: (1) it 1s narrowly focused on what have been
determined to be the most pressing and important
1ssues of your community; (2) it can be either short-
range (2 to 5 years) or long-range (10 to 20 years) in
scope; (3) it encompasses the entire area of your
community; and (4) the elements, or chapters, that
are included in the plan are based on the priority
issues identified by the community.

A strategic master plan may be right for your com-
munity because

* It does not try to address all issues. |

= It can employ either a short- or long-range
perspective.

« It mtroduces a regional perspective to local plan-
ning by forcing people to compare the relative
strengths and weaknesses of their community
with those of others in the region.

» It reminds participants that their community is
in competition with other communities in attempt-
ing to attract desired land uses, industries, invest-
ments, funding, and the like. The community must
devise and implement workable strategies.

o It can increase a community’s competitive
advantage by transforming perceived local weak-
nesses into strengths. Strategic planning is gener-
ally recommended in communities that are experi-
encing stagnation, decline, and/or diminishing
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investments and that need to think realistically
about their options and to develop practical
strategies in a regional context.

The disadvantages of preparing a strategic master
plan are that

o It is not truly comprehensive in that it diverts
attention away from less important issues and
problems that must be addressed on a community-
wide basis.

« It does not include all the sections of a compre-
hensive plan.

5. The Abridged Master Plan

Abridged plans consist primarily of the vision and
land use chapters, which are mandated by state law.
None, or only a few, of the traditional, now option-
al, elements of the master plan — such as an imple-
mentation section and a chapter on natural
resources — are included. As required by state
statute, the abridged master plan must be based on
a community visioning process. It must also be
based on studies of population, economic activity,
and natural, historical, and cultural resources, as
needed to prepare the land use chapter. Those stud-
ics are then used to complete a series of maps and to
develop goals.and action plans.

The general characteristics of the abridged master
plan are: (1) it primarily includes the two mandato-
ry sections of the master plan as required by state
statutes; (2) it encompasses the entire geographical
area of the community; and (3) it is mid-range (5 to
10 years) in scope. .

The abridged master plan is appropriate for com-
munities with fewer than 10,000 people, where no
professional planners are on staff, and where com-
munity volunteers and planning board members
can assume much of the work. It may be useful for
some communities of over 10,000 people, but those
communities may also be financially able to develop
long-range comprehensive plans with full-time pro-
fessional planners on staff.

The following guidelines are offered for the prepara-
tion of an abridged master plan:
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1. A planning process should be established that
allows community residents and volunteers to pre-
pare the bulk of the plan. Local residents should
be encouraged to offer ideas, conduct research,
collect data and prepare reports. A professional
planner may be helpful in preparing parts of the
abridged plan, especially the land-use section, but
it should not be required that a professional draft
the plan.

2. The municipality should ask for assistance from the
University of New Hampshire  Cooperative
Extension Office in conducting the community
visioning process through its Community Profile
Project. (Refer to Chapter 5, “Community
Visioning,” and Chapter 10, “Tools and Techniques,”
for more information about the community visioning
process and the UNH Cooperative Extension
Community Profile Project.)

3. The amount of information to be included in
the plan must be flexible and need only serve the
interests of the community and meet the basic
legal requirements of the state statute. Foremost
among these is that the plan should always include
aland use plan and maps that show both the pres-
ent and the future (desired) land use pattern in the
community. Click here to launch A Step-By-Step
Guide for How to Prepare a Future Land Use Map.
A flexible planning document will facilitate effec-
tive updates and express new community goals or
present new strategies for achieving current goals.

4. The plan must be a valid document upon which
to base (a) land use regulations and (b) advance
planning efforts to-aid in the efficient use of com-
munity resources, such as the capital improvement
program, community development initiatives, and
the revitalization of town centers.

5. The plan must be reasonably inexpensive to pre-
pare. It should no more than 50 to 100 pages in
length. The objective should be to produce a plan
for under $10,000, exclusive of printing costs.

The cost of an abridged master plan will tend to
increase with the size of the community and the
level of involvement by planning consultants
and/or regional planning commissions.
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Generally, the smaller the town, the lower the cost,
as fewer data sources are needed; but this is not a
hard and fast rule. Many communities with popu-
lations of fewer than 2,000 people do not have
readily available data, and it can be expensive to
collect. This handbook encourages communities
to make use of local volunteer help whenever pos-
sible. While professional assistance may be needed
in certain areas such as land use, natural resources,
and economic development, it is recommended
that you contact county, regional, and state agen-
cies and the cooperative extension service for
planning assistance. It is also recommended that
your community not overlook graduate and
undergraduate programs in community planning.
It might be possible to arrange for a small team of
students, under faculty supervision, to assist in
preparing your plan. Often volunteers are able to
provide the necessary information and services ata
much lower cost than would be cha,rged by a pri-
vate consultant.

6. The final suggestion is that an abridged plan
should be timely. It should be completed within a
year, reviewed annually, and updated every 3 to 5
years. The best time to prepare the plan, especial-
Iy for communities of over 2,500 showing active
growth, 1s within the third to sixth year of each
decade. This is because the plan relies heavily on
data collected by the US Census of Population
and Housing. Preliminary census results are usu-
ally available one full year after the beginning of
each decade. This data will remain useful for sev-
eral years, but as time passes between census
counts, new estimates and prOJectlons will begin to
be needed.

The advantages of preparing an abridged master

pl

an are that

» It is relatively easy and inexpensive to create, and
community volunteers can perform most of the
work (thus, professional assistance may not be
needed).

» It is not necessary to address all fifteen sections of

. the master plan as described by state statutes. Only

Chapter 9

the two mandatory sections, on visioning and land
use, are required.

° It can employ either a short-range or a long-
range perspective.

= It can be initiated and carried out by local cit-
izens working with the planning board.

* It can be readily tied into local capital improve-
ment programs and other advanced planning
mitiatives.

¢ It can be easily updated.

A disadvantage of preparing an abridged master
plan is that it is not comprehensive.

No matter what type of plan is developed, your
community’s master plan should at least

* provide a concise baseline of data about your
town’s environment, natural and cultural resources,
population, housing stock, economic base, needs,
and opportunities ‘

* mnclude a description of the trends that have
affected your community and make projections
about how those trends might continue or change
in the future

» articulate a shared community vision of what
you want your town or city to be like in the future
+ outline the growth management policies and
objectives that are to shape your local regulations
and guide your public decisions.

Which Master Plan Makes the Most
Sense for Your Community?

Now that you have a good understanding of the dif-
ferent planning approaches and the basic types of
master plans, it should be much easier to determine
which master plan makes the most sense for your
community. The following charts on page 102 and
103 can help you in making this decision.

As summarized by the planners who prepared
Planner on a Disc, a master plan is generally
mtended to

* portray a vision for the future

+ establish goals and objectives for land use,
development, community facilities, and
infrastructure

99



+ examine the past changes and current trends to
project future trends

+ identify community-wide issues and concerns

« 1dentify a community’s weaknesses and strengths

« express the desires, aims, wishes, and ambitions
of the commumity

» chart a course for growth and change

* promote the public interest and core virtues of
the community

« build support and consensus around ideas

* identify alternatives

+ offer recommendations and guidelines for
decision-makers

+ shape growth policies

« establish a foundation for implementing land
use regulations

= set forth strategies, actions, and recommendations

« set forth guiding principles and concepts

Other Related Community Plans

Downtown Revitalization Plan

- Your community may have undertaken downtown
development projects or participated in a Main
Street Program that required some planning or doc-
umentation for a grant. If you have a solid down-
town plan that is supported by your community, you
should try to integrate the major components of this
plan into your master plan and concentrate on
implementing critical downtown strategies that will
benefit the community.

Economic Development Plan

A good economic development plan charts the course
for establishing or maintaining a sustainable local
economy that offers employment opportunities for
local residents, opportunities for existing and new
businesses, and a healthy revenue source for your com-
munity. Often these plans are prepared by your region-
al planning commission or your local economic devel-
opment commission on behalf of your community. If
your community has adopted such a plan, the major
elements and recomnmendations of that plan should
be included in your master plan, particularly in the
chapter on economic development.

Chapter 9
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Open Space Plan

Many communities across the state are developing
open space plans to ensure that adequate open land
— including natural areas, forests, playing fields, and
hiking trails —is protected in the future. Often these
plans are prepared by your regional planning com-
mission on behalf of your community. The major
components of these plans should be integrated into
your master plan, particularly in the chapters on
natural resources and recreation.

Tourism and Historic Preservation Plans

Quite often, detailed tourism or historic preserva-
tion plans have been prepared for your community
that identify needs and outline a course of action.
These plans have short- and long-term recommen-
dations that can be referenced or incorporated into
your master plan; they can save you many hours of
research and can help to establish your community’s
goals in the areas of economic development and cul-
tural and historical resources.

Transportation Corridor Plans

Your community may also have separate trans-
portation or corridor plans, indicating road pave-
ment conditions, road construction information,
right-of-way characteristics, traffic characteristics,
proposed improvements, and the like, which have
been adopted as formal reports. Some community
public works and highway departments maintain
less formal plans in the form of road condition
maps, upgrade and maintenance priority lists, or
historical road reports. Sidewalk plans, rail corri-
dors, and bicycle facilities are often incorporated
into transportation plans; in some cases, these may
be separate functional plans themselves. Large
development proposals may also require traffic
impact analysis to determine the future adequacy of
the local transportation network. All of these plans
can be useful in the transportation chapter of your
master plan.

Natural Hazards Mitigation Plan

See discussion on page 21.
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Master Plan Examples:

Provided below is a sampling of master plans from
various municipalities across the state. These plans
are identified for informational purposes only and
are not a list of recommended plans.

Comprehensive Master Plans

Goffstown Master Plan, Goffstown, NH, 1997
(see: http/iwww.townofgoffstown.nh.us/plan-
ning/masterplan.shtmi)

Town of Raymond, NH, Master Plan, 2002
(see: http:/fwww.raymond-nh.com/masterplan. pdf)

Small-Area Master Plans

Concord 2020 (in process)
(see: hitp:/f’www.onconcord.com/

Portsmouth Master Plan 2003 (in process)
(see: http//www.cityofportsmouth.com/master-

plan/index.html)

Functional Master Plans

City of Keene Master Plan, 1993-97
Not available on-line at this time.

Strategic Master Plans

Strategic Master Plan Update 2000, Bedford, NH
Not available on-line at this time.

Visionary Master Plans

Nashua Master Plan
(see www.gonashua.com)
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Basics of Planning Theory

Relationship Between Planning Approach and Type of Master Plan

Comprehensive ~ Small-Area Functional Strategic The Abridged

Master Plan Master Plan Master Plan Master Plan ER (8 HE]

Comprehensive *
Planning

Issue-Oriented * *
Planning

Single-Topic *
_Planning

Strategic * *
Planning ,

Vision-Based- * * _ * * *
Planning

*

Chapter 9
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Southem New Hampshire Planning Commission

Key Features of Master Plan Types

 Distinguishing |
Features =

Comprehensive

Master Plan

Comprehensive,
ambitious,

broad and general.
Encompasses the
entire community.

Small-Area
Master Plan

Focuses an small
areas or regions

of the community.
Individual plans

can be combined

to form a completed

Functional
Master Pian

Focuses on one or
two specific topics
or elements at a
time.

Individual plans
can be combined

Strategic
Master Plan

Realistic - does
not try to address
all issues or
elements, but
focuses on the
strategic issues

Abridged
Master Plan

Focuses primarily
on land use

Less ambitious,
more general.
Encompasses the
entire community.

master plan. to form a completed and elements that
AR master plan. are the most
o pressing.
- Scope Long-Range Middle-Range Middle-Range Short- (2-4 yrs) to Short- (2-4 yrs.) to
e - (10-20 yrs) (5-10yrs.) (5-10 yrs.) Long-Range Middle-Range
P (10-20 yrs.) (5-10 yrs.)

 KeyElements
- Chapters).

Includes most, if
not all, of the 15
elements or
chapters as
provided by state
statutes.

Includes most, if
not all, of the 15
elements or -
chapters as
provided by state
statutes.

Looks only at one
or two elements
atatimeona
comprehensive,
community-wide
basis. i

Includes some of the
basic 15 elements
but focuses mainly
on the key strategic
issues/topic areas.

Includes only the
2 mandatory
elements - the
vision and

land use sections.

High

Low to Medium

Low to Medium

Medium

Low

Long - 1 to 2 years
(depending on size
of community)

Short to Medium -
3 to 6 months

Shart to Medium -
3 to 6 months

Short to Medium -
3 to 6 months

Short to Medium -
3 to 6 months

Chapter
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How To Conduct A Community Visioning Process

Community visioning can be organized in many different ways utilizing a variety of
public participation techniques. However, creating a common vision requires several
actions to complete the process. While there are no hard and fast “rules” for this process,
each community will need to find its own pace, participants, and techniques that work
best. What this guide offers is an example process and a variety of tools that have been
used effectively in other communities just like yours.

Here is one example of how community visioning can be accomplished over the course
of several working sessions. It is based upon The Center for Rural Pennsylvania’s
Planning for the Future: A Handbook on Community Visioning. This example is neither
magical nor absolute and it can be modified to meet your own community’s needs.
REMEMBER: It is always advisable to provide refreshments at your community
workshops and to videotape all your working sessions.

The three basic elements of the proceés:

e Establish a Steering Committee. This committee should be responsible for
oversight and organization of the entire process.

o Community Workshops. Open public meetings that are used to inform citizens
about the visioning process, to discuss the progress being made and to discuss
issues affecting the community.

» Taskforces. Small groups that gather information on a specific issue affecting
the community and identify possible solutions.

Each of these elements are included in the following example. The timeframe in
developing a vision statement can range from 6 to 12 months depending on the level of
commitment of the participants. In general, your community visioning process should

proceed as follows:

1. Getting Started: Steering Committee forms and begins planning for the first
workshop.

2. First Community Workshop: Steering Committee provides an overview of the
visioning process and asks participants to identify issues affecting their
community.,

3. Establishing Taskforces: Steering Committee tallies results, develops list of
taskforces, and plans for second workshop.

4. Second Community Workshop: Steering Committee reviews activities to date
and breaks participants into small taskforces, giving each a specific issue to
examine in detail. :

5. Keeping on Track: Steering Committee ensures that taskforces are meeting
regularly and plans for the third workshop.

6. Third Community Workshop: Taskforces report major findings to the
community. Participants are asked to discuss what they want their community to
look like in the future.



7. Drafting the Visioning Statement: Steering Committee ensures that task forces
are meeting regularly and drafts a tentative vision statement.

8. Fourth Community Workshop/Celebration: Public unveiling of vision
statement and celebration of the community and its residents.

9. Marketing and Making the Vision a Reality: Steering Committee and
taskforces present the vision statement to community groups, local governments,
and other organizations for their formal approval of the statement. Committee
and taskforces request these groups to use the statement when making decisions
affecting the community.

10. Action Plan: Working with various community organizations and governments,
the Steering Committee develops an action plan by implementing the taskforces’
recommendations and other elements of the vision statement,

11. Annual Progress Report: The Steering Committee plans a meeting that reviews
the activities and accomplishments to date and what activities will be
implemented the following year.

Keep in mind in community visioning there is no absolute formula where step one will
automatically lead to steps two, three and four. The steps outlined here have worked in
many communities, but not all, so you should feel free to combine, rearrange, or even
eliminate steps as needed to expedite the process. The final measure of your vision’s
success is not how closely you follow this example, but how effective you are in
improving your community’s quality of life.

GETTING STARTED

In all communities, there are people and organizations that are respected and active.
Business owners, elected officials, members of non-profit agencies, educators, health care
professionals and others who are actively interested in improving their community should
be members of your Steering Committee. Key points to remember in forming a Steering
Committee include:

Open membership up to many organizations;

Reach out across the community: public, private, and nonprofit;
Be inclusive, not exclusive;

Don’t avoid differences in opinion; and

Don’t get stuck on the past. Remember this a plan for the future.

VVVVY

Once the list of likely members has been put together, invite them to a meeting. Don’t be
disappointed if only a few show up. It takes momentum to get going, but once it starts, it
1s contagious.

At the first meeting, and at others if necessary, do the following:

1. Identify who is mssing from the group. Make a concerted effort to identify
persons and/or organizations that should be involved. At this point, the list should



include those who are considered influential in shaping community opinions.
These individuals should be invited to the next Steering Committee meeting.

2. Select a Chair or Co-Chair of the Steering Committee. The Chair’s job is to keep
the process focused and to give every participant the chance to have a say in the
process.

3. Establish a positive attitude. Initiate a brief discussion on the community’s
strengths to help get a positive tone going.

4. Develop an action plan. This plan does not need to very detailed, but it should
include the next step in the process, when the public should be involved, what
resources are available to see the process through, and who will be available to
provide guidance and technical support.

5. Develop a working definition of your community. Meeting participants
should leave with an understanding of the geographic boundaries of the community
and an understanding of the economic, cultural and social bonds that make them

a community.

REMEMBER: It is a good idea to ask other organizations or agencies for assistance and
technical support. In addition, it is a good idea to seek contributions and donations to

help provide for the food at the workshops.

KEY OUTCOMES _ 2 i : ‘ SEr g : :
> - Form a functional Steenng Commlttee made up of 10 to 20 members Who represent a
cross sec‘uon of the commumty : e , S e
> T1me One to Two months
> Cost; None :

FIRST COMMUNITY WORKSHOP

At the first community workshop, the Steering Committee needs to be concerned about
two things: organization and outcome. The organization is how the workshop is put
together. The outcome is what information is generated during the workshop. Both of
these elements are critical for a successful workshop.

Organization:

Organizing a community workshop is not difficult, but it can be challenging. The
Steering Committee however needs to be in charge of this process. Below are some of
the basic items that should be considered.

1. Location: The first step is to select a location. As a general rule, you should
choose a facility that people are  familiar with and comfortable visiting. There
must be good access and available parking.

2. Date: Selecting a date can be a tricky matter. Weekday morning workshops can
be just as popular as evening workshops. Similarly, Saturday moming can also be
very popular. There are two general rules to follow when selecting a workshop



date: first, make sure on other community group has an event scheduled at the
same time; second, give the Steering Committee plenty of lead time to adequately
promote and organize the workshop.

3. Agenda: Developing and following an agenda is essential. An agenda lets
participants know what is going on and how long the workshop will last. Some
key items to include in the agenda are: (1) welcoming remarks and the purpose of
the workshop (Why are we here and what do we want to accomplish?); (2) a large
block of time for small group discussions; and (3) concluding remarks and a
discussion of the next step (Where do we go from here?).

4. Speakers: When selecting speakers, it 1s important to choose people who have
effective communication skills and who are comfortable speaking in front of large
groups. The welcoming speaker should be from the Steering Committee. The
person giving the overview of the visioning process can also be a Steering
Committee member, or someone from outside the community (such as a
government agency, consultant, etc.). Pre-select and train a small group of
facilitators for the workshop. Your facilitators can be members of the Steering
Committee or local resource people, like your planner, RC&D coordinator, or
county extension agent.

5. Promotion: To ensure good attendance, promote the workshop throughout the
community. You may consider printed brochures or flyers, which are somewhat
expensive and effective tools or you can post signs at visible locations. Contact
local media resources: newspapers, radio stations, and public access television
stations. Also, consider personally contacting people, municipal officials as well
as state and federal legislators.

6. Food: Offering food and refreshments, or a meal sponsored by an area
organization is always a good 1dea.

Qutcomes:

The very first outcome is the responsibility of the speaker. The second is the product of
the small group discussions. After the keynote speakers, the large group should be
broken down into small discussion groups of no more than 10 people. Participants can be
randomly assigned to different groups to help the discussion flow more freely. Each of
the small groups should have a facilitator, who must make sure that everyone in the group
has a chance to participate and that the group develops a list of issues.

The facilitator’s first task is to ask the group members to list the issues in their
community. This can be done as a brainstorm or by asking each group member to write
down his or her issues on a piece of paper. Comments should be recorded on flip charts
so that the entire group can see. Afterwards, every participant should “vote™ for the top
five 1ssues by placing a colored sticker next to the most important comments recorded on

the flip charts.

Participants should be reminded during this process that they are not here to solve
problems, but to identify and take stock of all the issues and to identify the most
important issues for the community’s future.



KEY OUTCOMES: B s & Ry
3?-' Community understands the v1310nmg pron.ess a;nd develaps a 11st oi key issues,

> Time: 2fo3hours - = e

» Cost: Promotion, reﬁeshments and supphes

ESTABLISHING TASKFORCES:

A week or two after the first workshop, the Steering Committee should meet and assess
what went right at the workshop and what needs to be improved. The Committee also
needs to take the results of the participants’ issues lists and identify similarities and
differences among the lists. This lists need to be condensed or combined into four or five
broad topics. These topics will serve as the basis for the taskforces.

Each taskforce needs to be assigned a temporary leader, who is usually a Steering
Committee member. The leader is responsible for informally recruiting members to the
taskforce and collecting the information on that particular topic.

In addition to identifying the taskforces, the Steering Committee should begin preparing
for the next community workshop, which should be scheduled within two months after

the first workshop.

KEY. OUTCOMES: =5 & : B : R
> Commumty understands the. VISiOllmg process and develops a hst of key 1ssues 28
> Time 203 Hours' - G g e

> Cost Promotion, refreshmenfs and supphes

SECOND COMMUNITY WORKSHOP

Following the same organizational procedures as the first workshop, the Steering
Committee should design the second workshop to get the taskforces up and running. The
second workshop should offer community residents or business owners who could not or
would not attend the first public workshop the opportunity to become involved.

The workshop should begin with an overview of the activities of the first workshop and
the visioning process. Participants should then be directed to meet with their taskforce
group. Except for the temporary taskforce leader, try not to pre-assign members to each
taskforce group. Participants should be allowed to joint the task force of their choosing.

Within the taskforces, several things should happen:
1. Select a leader. The leader may be the temporary leader or someone else.
2. Identify who is missing from the group. Are there individuals or organizations
that have special expertise that the group needs?
3. Select the next meeting date. The taskforces should begin meeting regularly after

the workshop.



4. Complete a SWOT analysis of the taskforce issues (see SWOT below).
5. Begin identifying the resources available to address the taskforce issue.

SWOT Analysis — Strengths, Weaknesses, Opportunities and Threats

Borrowed from business management practices, SWOT analysis is a quick way to assess
an 1ssue or topic in terms of its strengths — what is good, what are its positive attributes;
weaknesses — what is wrong, what are the problems; opportunities — what can be done to
improve the situation, both short and long-term; and threats — what are the
external/internal threats in the future.

For communities, SWOT analysis is a useful tool to explore an issue. Below is an
example of a group that used SWOT analysis to assess their downtown:

Downtown Revitalization

0O Strengths: Good mix of retail and service; good traffic flow; many
historic buildings
0 Weaknesses: Not enough parking; lots of vacant store fronts; high

property taxes
o Opportunities: Recruit a downtown manager; coordinate store hours;

repave the sidewalks
0 Threats: Being ignored by municipal government; shopping malls;
highway bypass

KEY GUTCOMES? o
» Establish active taskforces

> Time: 2to3hours’ §
> Cost: Promotion, reﬁeshnents and supphes ek O

KEEPING ON TRACK

A week or so after the second workshop, the Steering Committee should meet and again
assess what went right at the workshop and what needs to be improved. The second task
for the Committee is to make sure the taskforces are meeting regularly. The leader of
each taskforce should be asked to give a brief report on their findings and activities to

date.

The Steering Committee should also continue to grow. New members should be asked to
join and to take a leadership role. The Committee should also begin informally surveying
other groups to determine what their mission is and how they can work together.

Finally, the Steering Committee should begin planning for the third workshop. This
workshop should be scheduled on later than two months after the second workshop.



KEY OUTCOMES:
> Keeping the taskforces actlve, planmng for the next workshcp

> Time: 2103 n:_mnths
> Cost: None.

THIRD COMMUNITY WORKSHOP

Following the same organizational procedures as the first workshop, the Steering
Committee should design the third workshop to allow for the actual writing of the
community’s vision statement. This workshop should also give individuals who could
not attend the first two workshops, the opportunity to become involved.

After the welcoming remarks and a review of the activities to date, participants should be
randomly assigned to small groups of no more than 10 people. Each small group should
have a pre-assigned facilitator. The role of this facilitator is to record the answers to the

questions below on a flip chart and to keep the session focused.

» What features (physical, social, culture) do residents use to identify their
community?

What are the community’s principle values?

What defines a “good” quality of life in the community?

What are the community’s opportunities?

What things in the community should be preserved? What things should be
changed?

What should the community physically look like in the future?

How fast should changes occur?

VVVY

v v

By now, most workshop participants should have a good understanding of their
community, including 1its problems and opportunities. The facilitator should encourage
an open discussion of the questions above and should discourage participants from
focusing on “how” issues. The facilitator should also stay clear of any discussion about
funding and project feasibility since these matters stifle creativity. The “how” questions
are typically addressed during the planning process.

The timeframe for answering these questions can vary from community to community.
Typically, most places incorporate a five to ten-year timeframe.

" After a short break, the small groups should meet again to begin writing a vision
statement. Using the responses from the first session, participants should be asked to
write a short one to two paragraph statement about their community and its future.
Elements of this statement may include a list of community values; a list of future
opportunities; and a description of what the community will look and fell like in the

future.



Each small group should develop its own statement. Because the statements will
ultimately be combined, the groups should not get overly concerned about spelling or
grammar. At this point, it’s important to flesh out ideas and dreams about the
community’s future.

KEY OUTCOMES: ;

> Develop small group vision statementq

> Time: 2to3 hours

» Cost: Promotion, refreshments and supphes

DRAFTING THE VISION STATEMENTS

Another week after the third workshop, the Steering Committee should meet and assess
what went right at the workshop and what needs to be improved. The key assignment for
the Steering Committee is to take the small group vision statements and combine them
into a single statement.

This task 1s not as daunting as it may seem. In most instances, the small groups will
come up with very similar statements. Oftentimes, the only tricky part is wordsmithing
the final statement.

Once the statement is completed, it should be test driven. The small group facilitators,
selected community leaders, and others active in the visioning process should have an
opportunity to make sure the statement captures what participants actually said at the
workshop. Any modifications should be done at this time.

The Steering Committee should also make sure that the taskforces are meeting regularly
and should ask taskforce leaders to provide brief updates on their activities. Plans for the
final community workshop should also be underway.

KEY DUTCOMES A S DR ) : e
> Draft the vision statement keep taskforces actwe, plan fnr the next workshop
;> Tﬂne 2to3m0 ths i sl :

» Cost: None. S

FOURTH COMMUNITY WORKSHOP/CELEBRATION

The fourth workshop should be a community celebration. It could be a picnic or street
festival, or even a part of some other type of community-wide event. The only “work”
‘that should take place at this workshop is to make sure that everyone is having fun.

Ideally, the celebration should be held no later than three months after the third workshop
and should mark the official unveiling of the community’s vision statement.
REMEMBER: Invite members of the media to attend the event so that the activities of



the day and vision statement can be introduced to a wider audience. It’s a good idea to
print and mount the vision statement on large poster board and to have extra copies of the
statement printed to pass out to the media and the audience.

KEY OUTCOMES

> Unvelil the wsron statement to the publlc and ceiebrate
> Time: Varies. - e
> Cost: Varies. ;

MARKETING AND MAKING THE VISION A REALITY

After the community celebration, the Steering Committee should meet and begin
developing a marketing strategy for the vision statement and, more importantly, a
strategic action plan. Both of these activities can occur at the same time.

The marketing strategy should be designed to get the word out about the vision statement.
More specifically, it should explain what the vision statement is, how it was created, and
how it is to be used. The strategy should include features that will help it recruit

volunteers for developing the strategic action plan.

REMEMBER: The objective of your marketing strategy is to get as many groups and
organizations as possible to support and use the statement, and to get as many people as
possible involved in the planning and implementation process.

The strategic action plan is the detailed strategy on how the vision statement will be
mmplemented. The action plan should include any resources needed to implement the
plan. This is where the work of the taskforces comes into play. Although the plan is a
community-wide activity, it may be necessary to get outside technical advice.

In developing the strategic action plan, the Steering Committee should first break the
vision statement down into its basic components, and explain the intent behind each
component. Next, it should describe the individual goals and objectives of the taskforces.

With this information and input from different community groups, the Steering
Committee can also identify and prioritize specific projects. Simple low cost projects
should be tackled first and larger, more expensive projects should be placed near the end
of the vision timeline.

After the goals and projects are identified, the Committee should examine funding
resources. Experience has shown that communities with an identified vision and action
plan are more successful in securing funds that those communities that want money for a
project here and there without any knowledge of how these projects will ultimately fit
together.



The role of the Steering Committee and taskforces is ta make sure the projects are
completed and that groups are coordinated.

KEY OUTCOMES: ‘ s : :
> Secure commumty snpport for the VlSth‘ statement and develop a stra,teglc actmn

; plan to implement the vision statemem
> Time: Ongoing. e
R Cost Variest o

ANNUAL PROGRESS REPORT

As the strategic action plan is being implemented, it is a good idea to let residents and
others know how the plan is progressing. Develop an annual progress report and make it
available to the public. Consider passing out copies of the report during town meetings,
including it the town’s annual report, and sending a copy to the local newspaper.

Generally, the report should include a copy of the vision statement and a summary of the
strategic action plan. It should also review any accomplishments to date and recognize
every individual or organization that made meaningful contributions during the year.
Additionally it may include any before-and-after pictures and should outline coming

year’s activities.

KEY OUT COMES: ML

> Report lmplementatwn progress fo the commumty

_i)> Time: Every year. N AR e
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CHAPTER ONE

What Will Become
of the Land We Love?

ew England holds a

special place in the

hearts and minds of

many people across

_ this country, and
throughout the world. While there are
a2 number of reasons for this, it is surely
the case that the region’s physical envi-
ronment is a strong element of what is
captivating about it. By physical environ-
ment, we speak not necessarily of the
“natural” environment of New England
(although there are certainly some areas
of great beauty that are now relatively
undisturbed by man), but rather of the
distinctive way that man and nature

co-exist here.

The relationship between the people
and the land in New England has
evolved over many centuries of settle-
ment on this diverse landscape. Today,
New England has an abundance of
places where man-made and natural
environments gracefully co-exist.

The economic well-being of New
England is inextricably connected to its
physical well-being. In one obvious ex-
ample, the fishing industry depends on
the quality of the waters and the pro-
tection of habitat. In a more complex
example, the development of open
space and farmland offers economic
rewards to developers and homebuyers,
but may strain municipal budgets and

displace valuable economic resources.
For while people and capital are drawn
to this region for all sorts of reasons —
many of them related to the presence

~of institutions, enterprises, and talent

pools in our increasingly knowledge-
based economy—the quality of our envi-
ronment is one of our greatest economic
assets.

Like most relationships, the one
between the people and the land of New
England needs nurturing to flourish.
Much of what we have to be proud, in
terms of our physical environment, we
had the good fortune to inherit from
our forbears, That we will always have
such places here is by no means assured.
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For the region to retain its charm, and
for our generation to do its part by leav-
ing New England better than we found
it, we must take an active interest in
how the land is developed.

New England has experienced a
period of economic prosperity over the
better part of the last decade. With eco-
nomic growth, comes growth in the form
of new homes, new office buildings,
new roads, and new stores. Develop-
ment, depending on what it is, where
it is sited, and how it is designed, can
add or detract in various ways. Rarely
is itall good or all bad. But what is built,
where it is sited, and how it is designed,
ends up making a real difference in how
New England looks and feels, and how
it functions, both economically and
environmentally.

A Citizen Planner’s

Guidebook

his guidebook is intended to

help the citizens of New En-

gland play a more affirmative
role in the evolution of their commu-
nities. Our principal intended readers
are citizen planners: those serving on
local boards and commissions, citizens
concerned about the well-being of their
towns. Especially in New England,
where town meetings play a key rale in
local government, citizens who take an
active interest in the future of their com-
munities have the opportunity to shape

their development. While this guide-
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Bristol, Vermont. From the Heart of the Green Mountains, a Rutland
Railroad Company promotional booklet, 1897. -

Courtesy of the Society for the Preservation of New Englond Antiguties.

book is written by New Englanders, for
New Englanders, we anticipate that it
will be of interest outside the region, as
we address a topic that is on the minds
of many people across the United States.

The focus of this guidebook is on
how to steer development on a better
course In our towns and cities, through
improved local planning, regulations,
and permitting, with a particular focus
on regulations (often called bylaws or
ordinances). Local regulations in New
England, and the rest of the country,
have for some time now been steering
us off course, encouraging and some-
times even reguiring sprawl development.
This need not be so. New Englanders
can and should take steps to develop
their region in a manner consistent with
its character and environmental well-
being. One key way to accomplish this
is by changing local regulations so they
foster more sustainable development.
Some communities in New England,
and elsewhere, have altered their local
regulations to promote this “smart
growth,” and we highlight many of these
examples.

While many citizen planners have
collections of zoning laws from other

towns (increasingly through easy access
on the internet), we perceive a need for a
resource to supply conceptual building
blocks for better bylaws. Therefore, what
we do is articulate standards—those that
we believe should be the underpinning
of rules that guide development more
in keeping with traditional settlement
patterns. We then discuss different regu-
latory tools that can be deployed to
achieve these standards, and offer many
examples of communities that have
implemented these tools. Throughout the
guidebook, we offer practical strategies
for realizing these regulatory reforms.
The guidebook is organized as fol-
lows: In Chapters 1 and 2 we discuss
how sprawl development is altering
New England; how there are multiple,
interrelated causes of sprawl; and how
reforming local regulation is part of a
“symphony of solutions” that must be
conducted to discourage sprawl. In
Chapters 3 through 6 we explain how,
by changing the rules that guide devel-
opment, communities can make it more
sustainable. There are three appendices:
a “tool kit” that gives helpful descriptions
of a number of important regulatory
mechanisms; a matrix on the constraints



and opportunities for local land use
regulation presented by New England’s
different state laws; and at the end
of the guidebook there is a resources
section that tracks the chapters, with
references to the many helpful books,
articles, and websites upon which we
relied.

New England

in the Age of Sprawl

Sprawl has been the dominant trend in
land use over the last half century in
New England, and across America. It is
low-density, largely single-use develop-
ment, on the periphery of cities and
towns, and increasingly in our rural areas,
designed to be accessed by automobiles
and trucks. Sprawl is occurring at dif-
ferent paces around the country, but it
is undoubtably happening. Some of its
most recognizable forms are strip de-
velopment along major arterial roads;
self-contained, large lot residential sub-
divisions that “leapfrog” into previously
undeveloped areas; and suburban office
parks and shopping malls with park-
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ing lots aplenty. Sprawl can be distin-
guished from traditional, compact de-
velopment in a number of ways, as set
forth in Figure 1 (page 4). Not all sub-
urban and rural development is sprawl.
Development can be, and fortunate-
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CHAPTER

ly sometimes is, sited in the suburbs
and in rural areas in a more sustainable,
compact manner than is commonplace
today.

Over the last half- century, residents
and businesses have been spreading
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Flgure 1: Churacterlshcs of Compuct Developmenf vs. Sprawl
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away from the nuclei of New England’s
cities and town centers to outlying fields
and forests, developing generous swaths
of land as they make their new homes,
office parks, commercial strips, and
shopping centers. Consider just a few
indicators of New England sprawl:

Rapid land consumption. Land is
being developed at a rate well in excess
of the rate of population growth in all
of the New England states. Figure 2
compares population growth and land
development in the New England states
over the last twenty years.

Growth on the outskirts. Growth is
by and large not occurring on unde-
veloped parcels in previously settled
areas: The Vermont Forum on Sprawl
(VEQOS) divided Vermont’s communities
into four categories: traditional centers,
new-growth towns, outlying towns, and
resort towns. As shown in Figure 3,

VFOS found that over the last 50 years

nearly 60% of Vermont’s population
increase occurred in new-growth towns,
with roughly another 28% occurring

in outlying towns. Similarly, in Massa-

chusetts the highest percentage popula-
tion changes over the last ten years have
occurred in outlying towns along In-
terstate 495.

Life on the road. As we New En-
glanders spread further and further
apart, we find ourselves having to drive
more and more to get where we want
to go. In Rhode Island, over the last
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two decades, the population grew by
6.8%, but the number of registered
m o t o f
vehicles grew by 17%—two and a half
times the rate of population growth. In
Vermont, while population has grown
33% over nearly thirty years, the annual
vehicle miles traveled by Vermonters has
more than doubled. Sprawl is made
possible by the automobile, and the
automobile is made a necessity by sprawl.

Other data, including data on hous-

INg UNIts per person, average home size,
the influx of big box retail stores, park-
ing spaces per square foot of retail or
office space, and roadway miles per per-
son, all tell the same story: we are con-
tinually expanding outward from our
cities and town centers, and we are con-
suming more and more space on a per
capita basis as we do so.

What are the costs of sprawl?
Much has been written on the costs of
sprawl. (See references in resources sec-
tion.) To say that they exist is not to say
that no people and institutions benefit
in some respects from the phenomenon.
But those who benefit in some respects
are usually paying in others. Sprawl is,
at bottom, a very inefficient way to
develop land. What follows is a brief
surnmary of its serious economic, en-
vironmental, and social costs.

Economic costs of sprawl

*  Cities have lost huge portions
of their tax base and employment,
while facing rising costs for deteri-

Figure 2: A Comparison of Population and Development Growth
Rates in New England 1980-2000

Source: U.S. Census ond the Notural Resource Conservotion Service




Figure 3: Share of Vermont Population Growth by Town Type,
1950-2000
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Source: Yermaont Farum on Sprowl,
University of Vermont Center for
Rural Studies.

orating services and facilities. They
have been the big losers from sub-
urbanization (sprawl and otherwise).
The departure of people and busi-
nesses has contributed to huge
losses in assessed valuations. A dis-
proportionate number of people
with Jower incomes and in need
of social services live in cities. The
combined effect of a dwindling
tax base and costly human services
forces cities to impose high tax
rates, which drive away more peo-
ple and businesses. The higher costs
associated with sprawl develop-
ment are ultimately passed on to
broad numbers of ratepayers and
taxpayers, including city dwellers.
Underutilized urban infrastructure
is a wasted asset.

Suburbs have seen rising municipal
costs with the growth in population,
commerce, and industry. The
arrival of residents with children is
a money-losing propositon in many
instances, requiring that more
services (mostly schooling) and
infrastructure be paid for by taxes
(see accompanying box on cost

of community services studies).
Figure 4 shows the relationship
between the exodus of people from
the cities to the suburbs. Some
inner-ring suburbs are experiencing

the same drain of people and capi-
tal as cities.

The costs of driving are greatly
increased by sprawl. Traffic
congestion and delay, a major by-
product of sprawl, hurts employee
productivity. More roads mean
more money to build and main-
tain roads. Increased driving means
increased costs to society from
vehicle accidents. Increased dis-
tances between land uses typically
require second cars in two-adult
households.

Sprawl wreaks economic havoc on
farming. One farm after another is
converted into subdivisions, strip

malls, or office parks, gradually

.
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eroding the critical mass of farms
needed to support farm-related
services that sustain farming
communities.

Environmental costs of sprawl

* The most far-reaching cost of
sprawl is the production of heat
trapping gases by motor vehicles,
most notably carbon dioxide, that
contribute to global warming. The
United States, with just 5% of the
world’s population, emits over one
quarter of the world’s greenhouse
gas emissions, and more than one
third of those emissions comes
from the transportation sector.
Diesel-powered vehicles, which
include most buses and trucks,
emit harmful particulate matter.
Cars are also responsible for sig-
nificant water pollution from road
runoff fouled by car emissions and
fluids, as well as from improperly
disposed motor oil.

* The large building “footprints”
and generously applied pavement
of sprawl create abundant imper-
meable surfaces that thwart ground-
water recharge, collect nonpoint
source pollution that is delivered
to our water bodies, and contrib-
ute to erosion and flooding.

*. New roads and development
fragment wildlife habitat,

- Figure 4: A graphic representation of the relationship
between urban decay and suburban sprawl.

Greater
Spending
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Reprinted from The Costs of Suburban Sprawl and Urbon Decoy in Rhode Islond. Prepared for Grow Smart Rhode Island.
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disrupting natural ecosystems.
Valuable natural resources, such
as prime agricultural soils and
productive woodlands, are lost
to development.

Social costs of sprawl

While many people pursue the
American Dream of a place in the
countryside to call their own, they
often find themselves without com-
munity. There are places where
the nearest thing to a town center

- is a shopping mall with no real

sense of place, and where there
is very little civic life.
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Sprawl development typically
does not offer a variety of housing
types at a wide range of prices,
leading to social stratification.

As jobs and housing become
separated further and further,
many workers have extremely long
commutes, which cut into time that
could be spent with family and
friends, or on community activities.
There is a cultural loss when

we lose our farmlands and open
spaces, and too much of what is
built in the suburbs is ugly and
dispiriting.

There is increasing evidence of

health problems associated with
sedentary lifestyles in which car
trips are replacing walking trips.
The loss of open space, recreation
areas, and access to wild places can
lead to stress and other psycho-
logical and health problems.

*  Elderly, disabled, and young
people find themselves scranded
with no means of getting to friends,
shops, and services.

What causes sprawl?

Many factors have contributed to our
sprawling development style (see the
resources section for a number of good




Natick, Massachusetis
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publications on the subject). It is im-  The affordable automobile * School building practices that
portant to distinguish between subur- ¢ - Highways and other roads paid favor new construction on
ban growth and sprawl. Not all growth for by taxpayers, not drivers “campus” size parcels
equals sprawl and some suburban and ¢ Low price of gasoline * Rail expansion without coordinated
rural areas have absorbed growth ina ¢ Lack of effective alternatives to planning for associated development
sustainable way. What follows is a sum- the automobile ¢ Development subsidies for low
mary of factors that have contributed density suburban developments
to sprawl: Government infrastructure
practices & economic policies Local policies and regulations

Historic causes *  Federal, state, and municipal * Out-of-date zoning and subdivi-
*  Desire to escape from noxious road building sion laws that segregate uses and

urban industrial conditions - Sewer and water system expansions disallow compact development

Government loan programs and
tax policies that favor suburban
home building

Rise of the automobile and the
creation of the interstate highway
system : _
Desire for safe neighborhoods
and better schools

Racial prejudice—“White flight”

,

waa
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* Building codes that discourage
rehabilitation of existing buildings

Municipalities” heavy reliance

on property tax

*  Municipalities raising the bulk of
their funds to pay for schools and
other municipal services with local
property tax revenues (See box.)

¢ High urban property-tax rates made
necessary by dwindling tax bases
and by high percentages of resi-
dents in need of social services that
encourage “flight” to suburbs

Availability of land |

* Land is typically cheaper as one
moves out from the center

*  Greater availability of sizeable
parcels in outlying areas

+  Greater availability of uncontami-
nated parcels in outlying areas

Market forces

¢ People in the development business
—developers, builders, architects,
lenders, among others—are accus-
tomed to sprawl development

* Peoples’ desire for better schools,
more green space, less crime, more
“elbow room”, and lower tax rates

*  Many people are products of
suburbia and have little experience
with cities or town centers

* Many people perceive suburbs, at
least certain suburbs, to be good
places to invest in real estate due
to the appatent stability of certain
factors (e.g., low crime, good schools,

high-quality housing stock)

Costs of development
* Lower development costs for
- new development (In the suburbs,
developers are more likely to be

able to: build shorter buildings with.

larger floor plates than in cities or
town centers; build surface, rather
than structured, parking; and get
permitting through more quickly,
all of which is cheaper)
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Mashpee Commons, Mashpee, Massachusetis. A village-style

development built on the site of a defunct mall.
Caurtesy of Mashpee Commons Limited Parinership

¢ Difficulties arising from neighbors’
concerns with infill development
can drag out the permit process,
adding to costs

Weakness of farming and

forestry sectors

e Stronger farming and forestry
sectors would enhance the value
of land for these uses and would
provide an economic bulwark
against sprawl

How to grow from here

e can build great and

sustainable places. In The

Geography of Nowhere, an
influential book on sprawl, James Howard
Kunstler observes that in the age of
sprawl, development has become a dirty
word. This should not be so. We can
grow in ways that fit with our tradi-
tional patterns of settlement, and that
enhance already sprawled areas. We can
build great places to live, work, and rec-
reate, places that have character, and
that are environmentally sustainable.
There are tremendous opportunities for
developing in ways that complement

existing development, that revitalize

areas, that help make places great. Good

local land use laws can set the stage for

great and sustainable development.
Despite all the factors inducing

sprawl, there is a burgeoning counter-

trend. More and more people are seek-

ing out cities, traditional town centers,

or suburban developments with some

of the arttributes of town centers, what

some call “traditional neighborhood

design” (TND) communities, as alter-

natives to sprawl. Among the reasons

some people choose cities, town cen-

ters, or IND communities are the

following:

* Lively places to live, wotk, shop,
recreate

*  Greater sense of community

*  Places with character

*  Greater social diversity

* A less car-intensive lifestyle

* More and better cultural venues

*  Centrally located; roads and in
some cases rail lines converge

e Good transit service

* Housing that fits on€’s needs

* DPedestrian-friendly environments

o Public spaces



»  Nearby rerail, including locally
owned businesses '

* Nearby employment opportunities

* Proximity to clients, services,
business partners, etc.

A growing body of evidence indi-
cates that there is significant unmet
demand for more compact, livable com-
munities. In a recent survey commis-
sioned by the Maine State Planning
Office, 43% of Maine homebuyers liv-
ing in rural or conventional suburban
settings (37% of the total home-buy-
ing market) were determined to be good
targets for traditional neighborhood
development. An influential annual
analysis of the trends in the national
réal-estate market has observed that
since 1995 “suburban degeneration” is
influencing more people to seek out
“smart growth” communities. In 1996,
70% of those polled by the market re-
search firm American LIVES said that
they preferred pedestrian- oriented,
community gathering places, and close-
by shopping.

In addition to this survey data and
market analysis, demographics suggest
an unmet demand for more housing
options. Only 9% of all households in
the United States have two parents and
two children under 18 years old at
home. Households with empty-nesters,
low-income families, single parents,
young people starting out in the work-
place, and the elderly have different
housing needs. This demand for alter-
natives to the conventional suburban
setting is likely to increase as the Ameri-
can population ages. The Census Bureau
projects that in fifty years the United
States will have twice the number of
people over 65 that we have today.

Communities and developers are
now working to meet the demand for
more compact, livable communities. In
Providence, Rhode Island, the Armory
Revival Company built or rehabilitated

approximately 150 single- and multi- -

family homes in an established but dis-

tressed neighborhood in Providence. In
Mashpee, Massachusetts, developers
Buff Chase and Douglas Storrs have
been building a traditional neighbor-
hood development on the site of a de-
funct shopping mall. And in the City
of South Burlington, Vermont, efforts
are underway to create a high-density
center with a new city hall, a post of-
fice; multi-family housing, retail and
office space, and parks. Community
development corporations and com-
munity land trusts throughout the

- country have generally built housing

that fills an important need for decent,

affordable housing and is also consis-

tent with smart-growth thinking.
Good local land use laws are an

_important step to set the stagc and cre-

ate Incentives for smart growth. Take
Auburn, Maine, for example. Over
forty years ago, Auburn established an
agricultural zone that includes roughly
50% of the town’s 66 square miles. New
houses are only allowed in this zone
when at least 50% of household income
comes from farming. While some strips
along roads have been taken out of the
zone, the zone has held up over time to
protect Auburn farming. Or consider

Ambherst, Massachusetts, where a num-
ber of zoning techniques are being de-
ployed to foster smart growth. In
Ambherst, there is a village center bylaw
thar allows for a mix of uses in various
designated village center areas. This
bylaw allowed for the opening of a
popular inn in one of these village cen-
ters. Ambherst also has a cluster subdi-
vision bylaw that includes a density
bonus for affordable housing. This
bylaw has been utilized by at least two
developers to build attractively clustered
homes with some affordable units, in-
cluding one highly successful co-hous-
ing development with 40% affordable
units. Ambherst also has a farm-stand res-
taurant bylaw that has enabled at [east
one farmer to augment his farming op-
erations by running a restaurant. And
in Charlotte, Vermont, the town has zoned
for limited access to Route 7 which runs
through the town and, as a result, has
stopped strip development at its borders.
The wide-open expanses of farmland
with sweeping views of Lake Champ-
lain have attracted the attention of pri-
vate philanthropists and others who
have now contributed to the permanent
protection of this scenic corridor.

Figure 5: Vermont poll showing broad support for smart growth elements
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Time Is of the Essence

prawl has crept up on us over the

decades, and has already trans-

formed many of our communi-
ties in both obvious and not so obvious
ways. If we do nothing to change the
laws and economic drivers that foster
sprawl, it will continue to spread, and
we will sustain further economic, envi-
ronmental, and social damage as a re-
sult. Some people may chalk it up to
progress, or changing times, but as we
demonstrate throughout the pages of
this book, progress in the form of new
development need not equal sprawl.
While fostering smart growth instead
of sprawl requires a multi-pronged effort
~—the subject of the next chapter—there
is no doubt that one of the most sig-
nificant steps for towns in New England
is to ensure that local regulations call
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.:Lcmd use- S, expen' Joei Russe” mukes fhe foﬂo ‘mg
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Amherst, Mnssuchuseﬂs A co-housing development.

people in towns across New England
and elsewhere take this important step.

for sensible, sustainable development.

Itis our hope that this guidebook will help

E
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CHAPTER TWO

- A Symphony of Solutions

ust as there are multiple factors
that lead to sprawl, there are
multiple methods to preventit.
Individual choices about where
to live, where to shop, and what
form of transportation to use;

corporate policies on where to locate:

businesses; municipal decisions about

how to regulate development; and fed- .

eral, state and local policy and spend-
ing, can all influence patterns of growth

I e R 2
St. Albans, Vermont:

in communities. For this reason, the
most effective strategies are those that
are taken on many fronts in a coordi-
nated way. Towns also have an oppor-
tunity to coordinate their planning,

regulations, public investments, and tax -
" policies with neighboring towns to

achieve smart growth.

A sound approach to smart growth
in your town will meet today’s market
challenges, as well as those anticipated

© Alex 5. Maclean/Landslides Aenal Photography: www.landslides-aerials.com

in the future. For years it has been as-
sumed that consumers want large lots
for homes in the countryside, widely
spaced industrial and office campuses,
and big box stores and shopping malls
with plenty of free parking. While some
segments of the market do pursue these
developments, there is increasing evi-
dence that the market is shifting. As
noted in Chapter One, a large percent-
age of households is made up of empty-




nesters, low-income families, single par-
ents, young people starting out in the
work place, and the elderly—people for
whom the standard single family home
may be more house than is needed. De-
mographic trends suggest that the per-
centage of these “non-traditional”
households will increase in the coming
decades. As major retailers tap out sub-
urban markets, some are turning to
downtowns to site new stores. Some
employers are looking for new mixed-
use development opportunities, or sites
located near residential neighborhoods
with affordable housing, as ways to
attract and retain talented employees.
Towns need to be prepared not only to
deal with the markert pressures thar drive
sprawl, but also the market demands
for more compact, mixed-use develop-
ment.

This guidebook focuses on regula-
tory approaches to encouraging smart
growth. This chapter, however, addresses
important zon-regulatory approaches
that should be pursued in advance of;
and in conjunction with, reforming
existing regulations to foster sustainable
development.

Develop a Plan to
Foster Smart Growth
in Your Town

owns that want to grow smart
should begin with a plan,
sometimes called a master or
compfehensivc plan. The plan sets the
vision for the town and serves asa guide
for the bylaws. In some states a plan is
required prior to adopting zoning or

subdivision regulations. A number of

New England states insist that local
plans meet state policies and guidelines
(see Figure 6, and Appendii B). Your
state’s requirements should be checked
before you develop your town’s plan.
Bylaws, such as zoning and subdi-
vision regulations, should be consistent
with the plan. Some states require this
consistency (see Figure 6 and Appen-

Figure 6: State Requirements for Comprehensive Plans

Plan must meet state

Regulations must be
consistent with plan

State policies/guidelines State
Yes No Yes No

Connecticut v Connecticut v

Maine v Maine v
Massachusetts v Massachusetts v
New Hompshire New Hampshire ¢

Rhede Island e Rheode Island v

Vermont v Vermont v

dix B). The plan sets forth where and
how development should occur. The
regulations should set forth develop-
ment rules that enable the plan to be
carried out. Regardless of whether a
state requires regulations to comply
with the plan, it is good planning prac-
tice to do so.

Developinga plan is a complex pro-
cess that ideally involves broad citizen
participation; a determination of the

‘community’s vision of itself in the fu-

ture; inventories, analysis and mapping
of resources; and land use policies to
guide future development consistent
with the community’s vision. Many

: One Vlsmnmg Model “Fufure Search”

he Future Search Nehﬂork a nonprof t orgunsmhon besed n Phalcdelphm, &
3 ccnduds a hrgh]}t struciured form of: wsnonmg exercise. A “future seqrch” isa.
; _f_planmng process desggned to enable dwerSe members of a community to dss-'_
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states have manuals to help communi-
ties develop plans (see the Resources
section for this chapter). Once a plan has
been developed, an important com-
ponent of implementing the plan is
amending local land use regulations, as
featured in chapters 3 through 6.

A plan covers many topics, includ-
ing land use, transportation, housing,
economic development, natural resources,
and public facilities and services. The
development of a sound plan should
include the following steps and consid-
erations.

Establish a Public Process
to Develop a Vision of the
Community’s Needs and Wants
Many communities begin a planning
process with a visioning exercise. The
idea is to involve the public in a pro-
cess to determine what people value
about their town, what concerns them,
and what they want for the town’s fu-
ture. A visioning exercise can lead to a
consensus about core principles that can
guide the rest of the planning process,
as well as other municipal actions. Do
people want to preserve open space;
create a more pedestrian-friendly down-
town; build housing that those with low
and moderate incomes can afford?
These and dozens of other “quality of
life” issues should be discussed in a vi-
sioning exercise.

For the visioning exercise to be suc-
cessful and to have credibility, it should

involve broad public participation by

residents, municipal employees, volun-
teers (such as planning or conservation
commissioners), businesses, environ-
mental organizations, historic preserva-
tion groups, affordable housing advo-
cates, and seasonal homeowners where
applicable. While there are many ways
to conduct a visioning exercise—see, for
example, the inset box for one highly
structured method—successful vision-
ing exercises tend to be highly interac-
tive and include visual aids such as
slides, graphics, or models.

Determine How Much
Development is Needed,

and How Much is Desired

An important step in developing a plan
is gaining an understanding of how
much land is needed for development
based on realistic growth projections,
and what development is desirable ac-
cording to the community’s vision. To
start, obtain 5- to 20-year population
and employment projections from your
regional planning commission or
county or state government. These pro-
jections should be used to estimate re-
quirements for housing, commerce,
industry, and civic uses.

Determine What Areas

are Appropriate for Future
Development, and What

Areas Should be Protected

After determining how much develop-
ment is needed and desired, commu-
nities should decide what land is ap-
propriate for development, and what
land should be protected. For develop-
ment sites, primary consideration
should be given to existing town cen-
ters and residential neighborhoods, ex-
isting commercial and industrial areas,
and new compact growth areas. Only
after assessing the opportunities for fu-
ture development in these locations
should new, undeveloped lands be con-
sidered. Among these lands, it should
be determined where new growth
should be encouraged and discouraged.
Lands warranting protection from future
development can include: farmland,
productive woodlands, wetlands, coas-
tal areas and shorelines, wildlife habitat,
steep slopes, and unstable or shallow
soils. Development constraints as well

. as areas suitable for infill development

should be mapped.

Assess the Present

and Future Housing Needs

of Your Community '

A town’s plan should have a well-
thought-out housing section. A hous-

ing plan should be designed to meet the
needs of diverse populations—such as
families, young people, the elderly, dis-
abled people, and low-income residents.
Diverse housing types are likely to be
needed: apartment buildings, town-
houses and arrached homes, as well as
single-family homes. Careful consider-
ation should be given to the appropri-
ate location of housing. It makes good
sense to steer higher density housing
development towards the town center,
or other areas of concentrated develop-
ment—near shops and services. Elderly
or low-income people who do not drive
or who have limited access to a car can
take advantage of this proximity, and
local businesses will benefir.

Transportation is a

Critical Element of the Plan

A plan needs to provide for accessibil-
ity between places in the community
and other places in the region. Residents
and businesses should be given 2 range
of choices in how they travel around
the community. Walking, bicycling,
transit, rail freight, boats and ferries,
and vehicular travel are all options in
New England. Towns should link their
transportation plans to their land use
plans, for example, by having walkable,
compact, mixed-use town centers and
neighborhoods that minimize vehicu-
lar trips, or by preventing land along
highway corridors from evolving into
strip commercial developments.

Public Investment

Decisions Should

Foster Smart Growth

ne of the most widely ac-
cepted approaches to foster-
ing smart growth is to align
public investment decisions with town
planning policies. Decisions about
whether to build and where to locate
infrastructure such as municipal build-
ings, schools, roads, water, and sewer
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service facilities can have a profound
effect on a town’s well-being. While this
strategy may appear self-evident, many
municipalities have not pursued it. For
example, some towns do not relate their
water and sewer service areas to a plan
and, instead, extend the lines wherever
requested by landowners and develop-
ers. This lack of planning often results
in sprawl. To ensure that public invest-
ment decisions are consistent with the
goal of promoting smart growth, com-
munities should adopt the following
approaches:

Exhaust Existing Public

Infrastructure First

Towns should make the most of exist-

ing facilities and services before extend-

ing services to new areas, or developing
new facilities. For example:

* Before constructing a new muni-
cipal building or school, consider
whether there are opportunities
to make more efficient use of
existing municipal and school
buildings, perhaps with a renova-
tion or the construction of an addi-
tion. If a new municipal building
or school is necessary, it should be
sited along an existing street,
preferably in the town center, and
in a location where there already
are utility services.

* Before building new streets or ex-
tending water and/or sewer service,
determine whether areas with
existing roads and services can
accommodate the town’s growth
needs. Spreading infrastructure over
a large area at low densities can be
costly to the community and,
inevitably, will promote decentral-
ized sprawl development.

Take Charge of Public
Investment Decisions
Towns are often only too glad to accept
a developer’s offer to build a new road,
park, or 'utﬂity line, or to dedicate a site
for a new school. However, the short-
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Cambridge, Massachusetts. Transporation planning can lead to more
transportation choices.

term benefits of shifting such costs to
the developer are often outweighed by
the long-term costs and impacts result-
ing from the developer’s project, par-
ticularly when new projects are located
in areas where the town wants to dis-
courage growth.

Towns are in charge of deciding
where to locate town buildings. This
public investment choice can support
a town center, or it can cause more
growth in outlying areas. For example,
aschool is 2 focal point for a community.
In many small towns it is not just a place
of learning but also a community cen-
ter. If a school is built in an isolated
location, it will require car use by em-
ployees and parents, and bus transpor-
tation for all the children. It may also
spur additional development around
the school site. If a school is located in
a town center, it can be accessed on foot
or bicycles by teachers, staff, parents,
and children, and can bring vitality (and
customers) to the town center.

Towns can direct future growth
through numerous public investment
policies and, in the process of doing so,
set a positive example for private devel-
opers and property owners. Such poli-
cies can include:

* Establishing a water or sewer

service area to limit these utilities
_to land within the boundaries of
the town’s growth center.

*  Adopting a sewer allocation
ordinance to allocate sewer pipe
and/or sewage treatrnent capacity
in a way that favors certain uses
and development sites consistent
with the town’s growth objectives.

* Adopting policies precluding the
construction of new streets or
roads in areas where, pursuant to
the town’s plan, additional growth
is not desired.

* Requiring all public buildings to
be located in the town center unless
no feasible alternative is available.
(See Shelburne & Charlotte, Vi.)

Adopt Taxes and
Fees that Encourage
Smart Growth

ome states have tax programs
designed to influence growth
patterns. In Massachusetts, for
example, property owners may qualify
for significant property tax discounts for
forest, agricultural, or recreational



lands. Lands that qualify are assessed at
a small fraction of their fair market
value. Certain restrictions apply: signifi-
“cantly, the land must be used for the
designated purpose for ten years. If it
is not, the property owner is liable for
all of the avoided tax payments. Con-
necticut has a similar program, although
the assessment method differs in that
assessors are instructed to assess the land
atits “current use” value, without regard
to neighboring land uses. Connecticut
also has a separate program that lets mu-
nicipalities reduce property taxes for
farms by up to 50%. Under Vermont’s
program, farm and forest land values
are established by a board. Towns are
reimbursed by the state up to a maxi-
mum amount for an increase in the tax
rate caused by the lower land values.
Property owners that develop their land

during the contract period are subject

to a “use change tax.”

Such tax strategies allow farmers and
foresters to reduce their costs of doing
business, helping to maintain the viabil-
ity of their operations and the contin-
ued use of rural lands for agricultural
and forestry purposes. Towns can adopt
tax strategies that encourage smart
growth in the following ways:

Establish Special Assessment
Districts to Encourage Desired
Development

Special assessment districts (sometimes
referred to as business improvement
districts, or “BIDs”) are areas designated
by a town to receive additional services
in return for an additional assessment
on property located within the district.
The districts are often used to pay for
services that will revitalize a part of
the community, such as a downtown
or older industrial area, by attracting
desired development and community
activity. (See Burlington, Vi., p.16.)

Establish Tax Increment

Finance Districts to Spur Desired
Development

Tax increment financing is a technique
whereby towns can finance expendi-

tures through associated anticipated tax’
" revenues. The establishment of a tax

increment finance district can enable a
town to borrow money for capital im-
provements—such as streets, utilites,
and parks—in areas where development
is desired, and use tax revenues gener-
ated by new development within the
district to cover the associated debt

service.

Winchester, Massachusetts chose to renovate this 100-year-old elementary
school in the town center rather than build a new school outside the center.

Hoay jauuag

Adopt Split-Rate Property Taxes
Although not yet common in New
England, split-rate property taxes can
be used to foster smart growth in ac-
cordance with a town’s plan. Split-rate
property tax systems, which are utilized
in some cities in Pennsylvania, can be
used to tax land more heavily than
buildings, thereby discouraging prop-
erty owners from allowing downtown
land to sit unused (or using such land
for parking lots), and instead encour-
aging the construction of buildings. In
areas where development is not desired
—such as actively used farmland and
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forestland—land can be taxed at a lower
rate than buildings, thereby discourag-
ing building construction. This prac-
tice benefits farm and forest landown-
ets, while discouraging development on
valuable resource lands.

Impose Impact Fees’

Impact fees are charges placed on new
development to cover additional costs
to the community for accommodating
a project. They often cover capital costs
for roads, schools, and recreation land.
Impact fees are discussed further in
Appendices A and B. Variable impact
fees, also referred to as space-based im-
pact'fees, are fees based on the location
of a development within a community.

(See Lancaster, Calif.)

Promote Smart
Growth Through
Transportation

cross the country, the average
annual mileage for vehicles is
growing at a faster pace than

1
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16 | COMMUNITY RULES

population. As people and businesses
spread further and further into the
countryside, more car trips are required,
and the length of those trips increases.
The chapters that follow explain the
ways in which land use regulations can
lead to development patterns which en-
courage fewer, and shorter, car trips. To
supplement these regulatory actions,
communities should also look at what
they are doing to provide for other
transportation options.

Towns should strive to offer resi-
dents and people who work in them a
choice in the mode of transportation
they use. Larger towns may have access to
bus or rail service. A// communities can
have systems of pedestrian- and bicycle-
friendly streets and roads, as well as bike
paths, which encourage people to rely
less on their cars. Towns can provide
alternative modes of transportation by:
* Joining regional transit authorites
* Planning convenient and sheltered

bus stops in new compact growth

centers

* Building pedestrian-friendly
sidewalks to allow people to
conveniently get around
communities on foot

¢ Instituting pedestrian-friendly
street standards such as small curb
radii, pedestrian crossing improve-
ments, on-street parking that
buffers pedestrians from traffic,
and planted edge strips

¢  Re-striping and/or designing
streets and roads to better accom-
modate cyclists

* Providing bicycle storage facilities
on buses and trains, at bus and
train stations, and at commercial,
industrial, and institutional
buildings within the community

Adopt Smart
Building Codes

ome states are revising their
building codes to distinguish be-
tween existing and new build-
ings, so as not to discourage the reno-

vation of existing buildings. Often these
codes can inhibit the redevelopment of
existing buildings for new or expanded
uses. For example, code requirements
for the width of corridors often are ap-
plied to all buildings, even though ex-
isting buildings may have narrower cor-
ridors that cannot feasibly be widened.
Also, many property owners find that
even the smallest improvement to up-
per floors in downtowns and village
centers can trigger complete compliance
of the entire space with building codes
and accessibility requirements. This dis-
courages owners from making renova-
tions that would encourage the reuse
of second and third stories. New Jersey
and Maryland have adopted separate
building codes for existing buildings
that strike a better balance between the
goals of rehabilitated existing buildings
and achieving safer buildings. In Rhode
Island, a similar code has been proposed,
and Vermont has special provisions for
existing buildings. Citizen planners can
examine their state and municipal codes
and talk to area developers, contractors,
architects, and interest groups to find
out whether or not the codes are inhib-
iting the redevelopment of existing
buildings. A coordinated approach
should be taken to code development,
involving public officials, builders, ac-
cessibility advocares, and historic pres-
ervation advocates.

Encourage Infill
Development

in Your Town Center

key to fighting sprawl on the

outskirts of town is to make

downtowns and village centers
more attractive for development. How-
ever, many developers find that the costs
of building in downtowns are prohibi-
tive. As real estate expert Donovan
Rypkema has said, “Nobody builds at
the edge instead of downtown because
they hate downtown. They build on the
edge because it is anticipated that their



total value will be greater than their total

cost.” Rural and suburban locations are

typically less costly to develop for the
following reasons:

¢ Rural and suburban land tends to
cost less than land located in town
centers.

¢ Developers of rural and suburban
land are less likely o encounter
title problems.

*  Permitting is often less complex
and less time-consuming for land
on the outskirts of town.

* Rural and suburban land may be
subject to fewer zoning restrictions
than downtown properties.

*  Site preparation and construction
on rural and suburban land tend
to be simpler and less costly.

*  Suburban buildings can usually
meet the needs of national mer-
chandisers and have room for
expansion.

* Rural and suburban land has
ample space for parking.

Chapter 3 contains a detailed dis-
cussion of regulatory strategies for en-
couraging downtown and village devel-
opment. Other, non-regulatory actions
that communities may consider include:
*  Working with nonprofit organiza-

tions, such as community devel-

opment corporations or commu-
nity land trusts, to rehabilitate
downtown buildings for housing
and commercial development.

These owners can insure that upper-

floor housing will remain afford-

able as the downtown improves.

* Becoming a National Trust for
Historic Preservation Main Street
community (see inset box)..

* Organizing a community group to
bring a needed retail store, such as
a grocery of laundromat, into the
town center.” o

* Determining whether local
permitting processes can be
amended to advance downtown
projects more quickly, and to
provide more predlctablhty for
applicants. ‘

Dorchester, Massachusetts. The Erie-Ellington Project, consisting of 50
units on seven scattered lots on four streets, combines affordable housmg
with energy efficient “green” building techniques and archltecture that is
consistent with the existing neighborhood.

* Asdiscussed above, examining the
building codes to determine what
provisions are creating obstacles
for property owners redeveloping
their spaces.

Adopt Open Space
Protection Strategies

any towns recognize that
identifying and preserving
open space is critical to en-
hancing the quality of life for residents.
Open space provides resources for the
production of food and forest products,
protects water and air quality, and pro-

~ vides wildlife habitat and recreational

opportunities. In addition to the nu-
merous regulatory strategies discussed
in chapters 4 and 6, towns should con-
sider the following non-regulatory ap-
proaches to protecting these important
resources:

Develop an Open Space Plan

An open space plan, which must be part
of or integrated with a master plan, sets
forth a town’s vision for preserving/cre-
ating an open space system that meets

the specific needs of a town. For example,
open space plans can be designed to
identify and protect green space in ur-
ban places, critical natural resources,
scenic areas, and existing or potential
park [ands, playgrounds, trails, and per-
haps community farms and forests (see
box on p.23). They can also be used to
establish greenbelts that define the edge
of settled areas, and to protect blocks
of open land in the rural countryside.
These plans should include inventories
of current open space resources, analy-
ses of their condition, and projections
of the community’s future open space
needs. They should include maps docu-
menting the locations of existing and
proposed open space, as well as strate-
gies for protecting and maintaining
those resources.

Explore Funding Opportunities
for Preserving Open Spaces
Each of the six New England states has

‘a program for the purchase of land and

conservation easements. Through these
programs, funds can be obtained for
outright land acquisition, or for the
purchase of easements that remove the
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development rights from the land. Con-
necticut, Massachusetts, and Vermont
have programs that focus on protecting
farmland. The Vermont Housing and
Conservation Board also provides funds
‘to municipalities, nonprofit organiza-
tions, and the Vermont Agency of Natu-
ral Resources, for protection of farm
and forest lands, important natural ar-
eas, and certain types of recreation land.

Some communities have established
local funds for the acquisition of land
and/or conservation easements. Bran-
ford, Connecticut uses its fund for
farmland protection. East Montpelier,
Vermont established a fund for farm-
land protection-that provides a local
match to Vermont Housing and Con-
servation Board grants.

Work with Local Conservation
Organizations )
Local, regional, or statewide land trusts
are active in the six New England states.
These nonprofit conservation organi-
zations can help implement open space
plans by encouraging property owners

to donate parcels of land or conserva-
tion easements on land, and by accept-
ing responsibility for the stewardship of
the easements. Conservation organiza-
tions also can work with developers to
encourage cluster or conservation sub-
divisions which, unlike traditional sub-
divisions, set aside large portions of land
for permanent protection. (See appen-

-dix A for a discussion of cluster zoning.)

The Rural Land Foundation in Lin-
coln, Massachusetts pioneered the use
of “limited developments” in the 1960s.
Over the years, the Foundation has ac-
quired large parcels of undeveloped
land, sold pieces for development pur-
poses to recoup its investrent, and kept
the remainder in permanent conservation.

Work with |
Neighboring Towns
for Smart Growth

owns can work cooperatively
with their neighbors to achieve
common goals. Such regional
efforts can be effective strategies for pro-
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tecting common resource lands and
greenways; coordinating public utilities
and transportation, including intercon-
nected bike paths and walking trails;
tax-base sharing; and planning for hous-
ing, commerce, and industry.
Regional or county planning com-
missions provide much of the planning
coordination among municipalities in
the New England states. While the au-
thority and resources of the commis-
sions vary by state, look to these com-
missions for planning related informa-
tion and for technical assistance.
Intermunicipal agreements are one
way to solidify regional coordination.
For example, the ski resort communities
of Fayston, Waitsfield, and Warren, Ver-

mont have established an intermunici-

' pal planning district. Through contri-

butions from each community, a plan-
ning staff was established to assist the
towns with both local and regional plan-
ning issues. Intermunicipal agreements
also can be used to establish park or con-
servation districts to protect watersheds
or water bodies that cross town lines.




State law may establish regional
planning organizations that also regu-
late developments of regional impact.
Issues of unplanned growth and con-
cern for Cape Cod’s unique natural and
cultural resources led in 1990 to the es-
tablishment of the Cape Cod Commis-
sion. The commission is a regulatory,
technical assistance, and regional plan-
ning agency.

Some states promote intermunicipal
cooperation by requiring new develop-
ments to conform to regional plans
under state environmental and land use
control laws. Under Act 250, Vermont’s
Land Use and Development Law, all
permit applicants must conform to a
local or regional plan, among other re-
quirements. Developments of regional
impact must be consistent with regional
plans. -

Make Use

of State Programs
any New England states
have special policies and
programs that provide in-
centives or opportunities for smart
growth within communities. Such poli-
cies and programs include the following:

Massachusetis’ Brownfields
Program

The Massachusetts brownfields pro-
gram includes a state insurance program
that provides environmental and se-
cured lender insurance; state funding
and financing for site assessment and
cleanup; tax credits for cleanup costs;
and a covenant not-to-sue program that
affords liability protection from state ac-
tions regarding prior contamination, for
parties interested in redeveloping con-
taminated sites.

Vermont’s Downtown Program

A state board will designate a “down-
town development district” after a town
takes several steps supportive of down-
town development. With the designa-
tion come several incentives for down-
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town projects, such as tax credits for
rehabilitation of older or historic build-
ings, planning grants for site assess-
ments of contaminated sites, funding
from the state infrastructure bank and
downtown transportation fund, and
rebates for the cost of sprinkler systems.

Massachusetts” Executive
Order 418
This executive order is designed to en-
* courage towns to plan and to create af-
fordable housing. It provides state
grants for up to $30,000 for munici-
palities to prepare plans that address
affordable housing, open space, eco-
nomic development, and transporta-
ton. It also gives priority distribution
for state discretionary grants to munici-
palities that “are taking steps to increase
‘the supply of housing for individuals
and families across a broad range of in-
comes.”

Maine’s Site Location

of Development Act

Major developments are required to
meet state standards for traffic, impact
on the natural environment, storm-
water management and erosion control,
groundwater, adequate infrastructure,
and flooding. Developments within
designated growth areas are exempt
from certain criteria.

Connecticut’s Environmental
Impact Statement Requirement

. Under Connecticut law, state agencies .
are required to prepare environmental
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impact statements for agency activities
that have the potential to affect the en-
ViIOHmCHt. TOWDS may comment on
these impact statements. This process
gives towns a voice in state agency ac-
tions that would have significant land
use impacts. Massachusetts has a simi-
lar, broader program that towns can par-
ticipate in, under its Environmental
Policy Act.

Conduct a
Build-Out Analysis

o understand the ability of a
town’s existing land use regu-
lations to foster and achieve
smart growth, 2 community can conduct
a build-out analysis. Such an analysis
demonstrates visually - in map, model,

or computer graphic form — what the -

community could look like in the fu-

ture if current land development trends

and regulations continue. The build-
out is an effective way to engage town
officials and the public in thinking
abourt the future of their town, and the
changes that may need to be made to
its plan, regulations, and permitting
practices to achieve a growth pattern
that is consistent with the town’s vision
for its future,

Build-out analyses can range from
simple to sophisticated. It generally
makes sense to begin by determining
what portions of land have the poten-
tial to be developed. Typically, informa-
tion in the form of aerial photography
and GIS maps (showing, for example,
topography, wetlands, etc.) either already
exists, or can be assembled fairly easily.
Once obtained, this information can be
used to make reasonable assumptions
about how much developable land ex-
ists in town, and the amount of devel-
opment which could be constructed

Build-out map of Norwell, Massachusetts

-

Courtesy of the Metropolitan Area Planning Council, Bosten, Massachusetts




under existing zoning regulations. A
build-out analysis can go on to estimate
future traffic conditions, or the fiscal
impacts of development on the town.
The assumptions underlying any build-
out analysis should be clearly stated, and
the visual images portraying the build-

out should be easily understood by the
public. _

In this chaprer, we have provided
an overview of the wide variety of strat-
egies that can be implemented to
achieve smart growth in your commu-
nity. In the next four chapters we focus

on how smart growth can be fostered
through local land use Jaws, principally
zoning and subdivision regulations, and
through the implementation of these
laws.
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