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AGENDA 
NELSON COUNTY BOARD OF SUPERVISORS 

OCTOBER 7, 2026 
THE CONTINUED MEETING CONVENES AT 4:00 P.M. IN THE 

THOMAS D. HARVEY MEETING ROOM AT THE COURTHOUSE IN LOVINGSTON 
 
At this initial meeting, the intent of staff is to provide high level information and initially include County 
Administration, Parks & Recreation, Planning & Zoning, and Tourism & Economic Development staff 
participation. The Chair and East District representatives from the Planning Commission, EDA, and NCSA as well 
as School Division and Nelson County Community Development representatives will be invited as non-
participatory stakeholders, whose roles and responsibilities will be defined as the project direction evolves.    
 

I. CALL TO ORDER 
 

II. WORK SESSION – LARKIN PROPERTY 
A. Review of West Larkin Property – Public Use/Outdoor Recreation (309 ac) 

1. Overview of Property Characteristics 
2. 2023 Master Plan Concept & Cost Estimates 

a. Phased Development Approach 
3. 2026/2027 Recreation Master Plan Overview 
4. Proposed Next Steps/Staff Direction 

B. Review of East Larkin Property – Uses TBD/Economic Development (683 ac) 
1. Overview of Property Characteristics  
2. Planning Concept Maps  
3. Virginia Partnership for Economic Development/Virginia Business Ready Sites 

Program - Accelerated Site Characterization Grant   
4. Proposed Next Steps/Staff Direction 

C. Public Engagement & Zoning  
1. Consider Use of Comprehensive Plan Model  
2. Establishment of a Project Webpage 
3. Land Use Types 
4. Proposed Next Steps/Staff Direction 

D. Consider RFP for Master Planning Consultant/Project Management  
1. Proposed Next Steps/Staff Direction 

 
III. CONSIDER FUTURE WORK SESSION DATE(S) 

 
IV. ADJOURNMENT 
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OCTOBER 7, 2026 WORK SESSION

Former Larkin Property



FORMER LARKIN PROPERTY
309 AC 

II A. WEST SIDE – PUBLIC USE/ 
OUTDOOR RECREATION

Candy McGarry (II A 1 & 2)



WEST SIDE SITE CHARACTERISTICS

• In 2022, the County was only able to purchase approximately 309 
acres on the West side of Route 29 adjacent to the NCHS/NMS 
campus. 

• To date some master planning of these parcels has been for 
outdoor recreation purposes and water source evaluation. The 
property’s tax-exempt financing status dictates that uses developed 
can only be for public benefit, which is synergistic with the existing 
an adjacent school complex. 

• Public water and sewer mains run with Route 29 (Thomas Nelson 
Highway) adjacent to the property and 3 well sites have been 
identified through resistivity testing done by a hired consultant that 
could be developed for future use.



2022 LARKIN PROPERTY ACQUISITION – 309 ACRES 
WEST OF ROUTE 29, LOVINGSTON



PLAN E – BOS PREFERRED OPTION (AUGUST 2023)
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PHASE 1 OPTION A COST ESTIMATES – AUGUST 2023



PHASE 1 OPTION B COST ESTIMATES – AUGUST 2023



PHASE 1 OPTION D COST ESTIMATES – AUGUST 2023



FORMER LARKIN PROPERTY
309 AC 

WEST SIDE – PUBLIC USE/ 
OUTDOOR RECREATION

II A 2. A PHASED DEVELOPMENT 
APPROACH

Jerry West (II A 2a.)



NELSON COUNTY PARKS & RECREATION 1

LARKIN PROPERTY

A phased path for the future of 
recreation

Pair the Larkin Property Park master plan with a department 
wide Recreation Master Plan to set the framework for the future 
of recreation in Nelson County.

PLAN THE SITE  >  VALIDATE NEED  >  PRIORITIZE  >  FUND  >  BUILD

Treat the Larkin Property as a long-term County asset, not a one-time 
construction project.

We are not only planting trees and building amenities for us, we are building 
them for our grandchildren.

PHASED
DEVELOPMENT

+

COUNTYWIDE
MASTER PLAN



NELSON COUNTY PARKS & RECREATION 2

CURRENT PLANNING SCOPE

A strong site vision
The current scope establishes the physical planning foundation for the approximately 300-acre property adjacent to Nelson County Middle and High 
Schools.  I suggest a park phased approach master plan to be conducted to allow the site to be examined and provide a phased approach for 
recreational needs

1  Understand the site

• Updated base mapping using official county 
survey

• Additional staff site visits
• Hold staff discussions of current amenities, 

countywide needs and desired program 
updates.

2  Hear the community

A public input meeting will present the property, 
opportunities and constraints, and potential 
activities, then solicit input on amenities to 
include in the plan.

3  Create the park vision

• Draft and final graphics will identify program 
areas, facilities, amenities and infrastructure. 

• Potential elements include trails, fields, 
bathrooms, recreation center, water feature, 
access and parking.

Nelson Needs Play



NELSON COUNTY PARKS & RECREATION 3

WHY PHASE DEVELOPMENT

Phasing protects the vision while reducing financial and 
operational risk
Build the right things, in the right order, as information, funding and community priorities become clearer.

PHASE 1
Foundation & access

Due diligence, access, core 
infrastructure, initial trails/open 
space, fields and projects that 
unlock later phases.

PHASE 2
High-priority 
recreation

Indoor and Outdoor amenities 
supported by public input and 
Recreation Master Plan 
findings.

PHASE 3
Major facilities

Higher-cost facilities only after 
demand, lifecycle cost, staffing, 
utilities and funding are 
confirmed.

PHASE 4
Adapt & complete

Remaining amenities and 
adjustments based on 
participation, demographics 
and future needs.

PHASING PRINCIPLES

Enable infrastructure first

Avoid costly rework.

Match capital to operating capacity

Consider staffing, maintenance, utilities and lifecycle 
costs.

Preserve flexibility

Do not lock 300 acres into today’s assumptions before 
countywide priorities are validated.



NELSON COUNTY PARKS & RECREATION 4

WHY A DEPARTMENT-WIDE RECREATION MASTER PLAN

The site plan asks “what fits here?” — the department plan asks 
“what should Nelson County prioritize?”
The two planning efforts should inform one another before major capital commitments are made.

LARKIN PROPERTY
SITE MASTER PLAN

SITE-SPECIFIC LENS

• What can the property support?
• Where should amenities, and infrastructure go?
• What opportunities and constraints shape the concept?
• What does the public envision for this site?

DEPARTMENT-WIDE
RECREATION MASTER PLAN

COUNTYWIDE STRATEGIC LENS

• What do residents want and need across the whole county 
for recreation?
• How does local input compare with professional 
regional/state/national trend data?
• Where are service, facility and program gaps?
• What priorities best advance the Nelson 2042 
Comprehensive Plan?

ONE
CAPITAL

STRATEGY

Community priorities + professional data + site feasibility + long-range policy alignment

The picture can't be displayed.

The picture can't be displayed.



NELSON COUNTY PARKS & RECREATION 5

RECOMMENDED PATH FORWARD

Move both planning efforts forward — then phase capital decisions 
from one coordinated framework
This sequence keeps momentum on the Larkin Property while giving the County a defensible basis for prioritization, budgeting and future funding.

1a

Complete the Larkin site master 
plan

Use mapping, staff programming and public input to establish the long-term physical vision.  This 
can be done in conjunction with the Recreation Master Plan.1b

Launch the department-wide 
Recreation Master Plan

Evaluate community needs and service gaps, compare them with professional trend data, and 
connect priorities to Nelson 2042.

2 Create an implementation + 
phasing plan

Add prioritization, order-of-magnitude costs, operating impacts, funding strategy and realistic 
timing.

4 Proceed with identified phases
Advance when need, site readiness, capital funding, lifecycle/operating capacity and policy 
alignment are supported.

BOTTOM LINE  |  Plan broadly. Phase deliberately. Build what the evidence supports — when Nelson County is ready to sustain it.



FORMER LARKIN PROPERTY
683 AC 

II B. EAST SIDE – USES TBD/
ECONOMIC DEVELOPMENT

Candy McGarry (II B 1 & 2)



EAST SIDE CHARACTERISTICS
• The property’s taxable financing status allows for more flexibility of 

developed uses. 
• Public water and sewer mains run with Route 29 (Thomas Nelson 

Highway) adjacent to the property as does high speed fiber optic 
cabling. 

• There are two creeks, Dillard and Town creek that run through the 
property with topography that could be suitable for a larger water 
impoundment, providing for a water source for the site and public 
water system.  

• There is access to power at the site, with adjacency to the AEP 
substation and 138KV transmission line as well as proximity to 
major highways - Route 29 and secondarily, Route 56 East (James 
River Road).



2026 LARKIN PROPERTY ACQUISITION - 683 ACRES 
EAST OF ROUTE 29, LOVINGSTON



2001 PLANNING CONCEPT

• In 2001, the County commissioned a study of large 
undeveloped parcels along the Route 29 corridor, and the 
Larkin acreage was identified as the best suitable option for 
economic development. 

• The County in partnership with Amherst County 
commissioned a study of developing the property for a 
Technology Entrepreneurial Center. The concept plans 
included a “live where you work” business incubator idea; 
providing for a County park and conference center, 
business support housing, and water and sewer 
infrastructure including a water reservoir fed by Dillard and 
Town Creeks. 



2001 EVALUATION OF 673 ACRES – LARKIN PARCEL
EAST OF ROUTE 29, LOVINGSTON



VPED/ VIRGINIA BUSINESS 
READY SITES PROGRAM

ACCELERATED SITE 
CHARACTERIZATION GRANT

Maureen Kelley (II B 3.)



PURPOSE:

• Explore the use of the Virginia Business Ready Sites Program (VBRSP) to advance 
approximately 300 acres of the recently acquired 683-acre Route 29 property toward 
market-ready industrial/business development. 

• The acquisition provides an opportunity to establish a significant, strategically located 
employment/development site along Route 29. 

Before seeking infrastructure funding or actively marketing the property, the 
County needs a clear understanding of: 

• Environmental and physical constraints 
• Development capacity and appropriate site configuration 
• Water, sewer, electric and telecommunications requirements 
• Transportation/access requirements 
• Geotechnical and stormwater conditions 
• Potential development costs and timelines 
• Market opportunities and appropriate target industries 



PROPOSED VBRSP APPROACH:

• Phase 1 — Confirm/Complete Site Characterization 
• Determine the current VBRSP/VirginiaScan status of the property. 
• As property has not previously been characterized, pursue the required initial 

characterization. 
• Establish the site's current VBRSP tier and remaining requirements. 

• Phase 2 — Accelerated Site Characterization 
• Pursue up to $500,000 in VBRSP funding, subject to eligibility and available 

funding. 
• Focus the study on the approximately 300-acre development area. 
• Complete the highest-priority environmental, engineering, infrastructure, 

transportation and market due diligence. 
• Produce a development plan, preliminary cost estimates and a critical path to 

site readiness. 



PROPOSED VBRSP APPROACH:

Phase 3 — Site Development 
• Use the completed work to position the property for future VBRSP 

infrastructure/site-development funding and other state, federal and 
local funding opportunities. 

• Establish a clear strategy for marketing and recruiting investment to 
the site. 



WHAT STAFF NEEDS FROM THE BOARD: 

Staff is Seeking Board Direction – Refer to Page 2 of the 
Staff handout in packet



Route 29 Business-Ready Site 
Virginia Business Ready Sites Program — 300-Acre Route 29 Opportunity 

Purpose: 

Explore the use of the Virginia Business Ready Sites Program (VBRSP) to advance 

approximately 300 acres of the recently acquired 683-acre Route 29 property toward market-

ready industrial/business development. 

The acquisition provides an opportunity to establish a significant, strategically located 

employment/development site along Route 29. Before seeking infrastructure funding or actively 

marketing the property, the County needs a clear understanding of: 

• Environmental and physical constraints 

• Development capacity and appropriate site configuration 

• Water, sewer, electric and telecommunications requirements 

• Transportation/access requirements 

• Geotechnical and stormwater conditions 

• Potential development costs and timelines 

• Market opportunities and appropriate target industries 

 
Proposed VBRSP Approach 

Phase 1 — Confirm/Complete Site Characterization 

• Determine the current VBRSP/VirginiaScan status of the property. 

• As property has not previously been characterized, pursue the required initial characterization. 

• Establish the site's current VBRSP tier and remaining requirements. 



Phase 2 — Accelerated Site Characterization 

• Pursue up to $500,000 in VBRSP funding, subject to eligibility and available funding. 

• Focus the study on the approximately 300-acre development area. 

• Complete the highest-priority environmental, engineering, infrastructure, transportation and 

market due diligence. 

• Produce a development plan, preliminary cost estimates and a critical path to site readiness. 

Phase 3 — Site Development 

• Use the completed work to position the property for future VBRSP infrastructure/site-

development funding and other state, federal and local funding opportunities. 

• Establish a clear strategy for marketing and recruiting investment to the site. 
What Staff Needs From the Board 

Staff is seeking direction on: 

1. Vision: Does the Board want the 300 acres actively pursued as a potential employment/industrial 

development site? 

2. Scope: Should staff proceed with evaluating the full 300-acre area, or should a smaller/different 

development footprint be considered? 

3. Funding: Does the Board support pursuing VBRSP funding and committing the required local 

match? 

4. Due Diligence: What studies or issues does the Board consider highest priority? 

5. Development Approach: Should staff focus on a single large user, multiple users, or maintain 

flexibility while the market analysis is completed? 

6. Public Investment: What level of future County investment in roads, utilities and other 

infrastructure is the Board willing to consider? 



7. Marketing: Does the Board want staff to begin positioning the property for economic-

development recruitment while due diligence is underway? 

8. Next Step: Does the Board authorize staff to work with VEDP and appropriate consultants to 

develop the VBRSP application and return with a proposed scope, budget and funding strategy? 

 
Draft Questions for Staff to Ask the Board 

1. What does the Board want this property to become? 

“What is the Board's vision for the approximately 300 acres—industrial/employment 

development, a mixed-use economic development opportunity, preservation of flexibility, or 

something else?” 

2. Is 300 acres the right planning area? 

“Do you want us to proceed with the approximately 300-acre area as the initial development site, 

or should we evaluate alternative configurations?” 

3. How aggressive should we be? 

“Does the Board want staff to actively pursue the property as a business-ready economic 

development site, or should we take a more exploratory approach at this stage?” 

4. What types of development should we plan for? 

“Are there particular industries, employers or types of investment the Board wants us to 

prioritize—or should we let the market and site analysis inform those decisions?” 

5. What level of public investment is acceptable? 

“As we evaluate infrastructure needs, what level of potential County investment should staff 

assume is within the Board's willingness to consider?” 

6. What should we learn first? 

“Among environmental constraints, utilities, transportation/access, geotechnical conditions, 

development costs and market demand, are there issues the Board considers especially important 

to resolve early?” 

7. How should we balance economic development and other County priorities? 



“Are there specific land-use, environmental, agricultural, community or other priorities that staff 

should incorporate into the site planning process?” 

8. Does the Board support pursuing VBRSP funding? 

“Does the Board support staff moving forward with the VBRSP process, including identifying 

the required local match and preparing the necessary application?” 

9. What authority should staff have between Board meetings? 

“Would the Board like staff to proceed with preliminary discussions with VEDP, consultants and 

potential partners, or should staff return to the Board before taking those steps?” 

10. What does success look like? 

“At the end of this process, what would the Board want to have in hand—a fully characterized 

site, a master development plan, identified infrastructure costs, a market strategy, a prospective 

developer/user, or some combination?” 

 

Suggested closing question 

“If the Board gives staff one clear direction today, what would you like that direction to be?” 

 



II. C PUBLIC ENGAGEMENT 
& 

ZONING

Dylan Bishop (II C)



COMP PLAN 
2042 PUBLIC  
ENGAGEMENT
PLAN

SURVEY  
IDEA WALL
INPUT SESSION  
COMMUNITY  
WORKSHOPS

FOCUS GROUPS  
AGENCY MEETINGS  
POSTCARDS



COMP PLAN
STAKEHOLDERS &  
FOCUS GROUPS

HOUSING AND DEVELOPMENT  
TOURISM, LODGING, AND HOSPITALITY  
AGRICULTURE AND AGRITOURISM

COMMUNITY GROUPS AND NONPROFITS



PUBLIC
ENGAG EMENT  

‘MENU’
SURVEY - ONLINE AND PAPERCOPIES  
POSTCARDS
COUNTYWIDE MAILOUT  
STAKEHOLDER INTERVIEWS  
FOCUS GROUPS  
COMMUNITY WORKSHOPS  
INTERACTIVE MAPPING  
POP-UP EVENTS  
CHARRETTE STYLE

OPEN HOUSES
TOWN HALL STYLE MEETINGS



TIME
DATE / DAY OF WEEK  
LOCATION

FLYERS

SURVEY QUESTIONS  
TARGET AUDIENCE  
OUTREACH

FOLLOW UP

PUBLIC
ENGAGEMENT  
CONSIDERATIONS



PROJECT WEBPAGE
PROJECT WEB PAGE ON COUNTY WEBSITE 
TO  HOUSE ALL INFORMATION, 
DOCUMENTS, MEETING  SCHEDULES 
/AGENDAS, UPDATES, ETC. REGARDING  THE
PROPERTIES

MAINTAINED NELSON2042.COM PROJECT 
S ITE FOR  4+ YEARS (STILL ACTIVE AND 
CURRENT)



FUTURE LAND
USE MAP  

(FLUM) 2042



PROPERTY, CURRENT ZONING, FLOODPLAIN



FACTORS TO BE CONSIDERED
WHILE LAND USE PLANNING  

AND DECISION MAKING
SHAPING COMMUNITY  
CHARACTER
CONNECTING PEOPLE AND  
PLACES
CREATING LIVABLE  
COMMUNITIES  
PROTECTING VALUABLE  
RESOURCES
CREATING A RESILIENT  
ECONOMY

SERVING THE COMMUNITY

LAND USE

TRANSPORTATION

HOUS ING

NATURAL RESOURCES

ECONOMIC DEVELOPMENT

COMMUNITY SERVICES AND  
INFRASTRUCTURE

Guess what.. these are the chapters in the Comp Plan!



LAND USE TYPES

RURAL / AGRICULTURAL  
RESIDENTIAL  
COMMERCIAL
PUBLIC / CIVIC /  
RECREATIONAL

INDUSTRIAL  
ACCESSORY  
TEMPORARY  
INST IT UT IONAL



RURAL DISTRICTS:

www.rea

INTENT STATEMENTS BY DISTRICT - DRAFTED/PROPOSED



INTENT STATEMENTS BY DISTRICT - DRAFTED/PROPOSED
RESIDENTIAL DISTRICTS: COMMERCIAL DISTRICTS:

New ProposedZoning District



INTENT STATEMENTS BY DISTRICT - DRAFTED/PROPOSED
INDUSTRIAL DISTRICTS:



REZONINGS LIKELY REQUIRED

LAND USE TYPE CHANGES  
WITH  
POTENTIAL/SIGNIFICANT  
IMPACTS TO PUBLIC  
HEALTH, SAFETY, WELFARE  
OFTEN REQUIRE REZONINGS  
(PER ORDINANCE BASED ON  
USE)

VOLUNTARY PROFFERS

REZONINGS REQUIRE  
COMPLIANCE WITH  
ORDINANCE CRITERIA,  
GUIDED BY COMP  
PLAN AND FLUM,  
LEGAL  
NOTIFICATIONS,  
PUBLIC HEARINGS



ROUTE 29
C ORRIDOR  

MAP

MET ALL PROJECTGOALS  
DELIVERED ON SCHEDULE  
POSITIVE STAKEHOLDER  
FEEDBACK

READY FOR NEXT PHASE



PROPOS ED  
ROUTE 29

C ORRIDOR  
MAP

https://ncva.maps.arcgis.com/apps/mapviewer/index.html? 
webmap=449ac02985c149ceb6323d1e78a86d5a



ROUTE 29 CORRIDOR OVERLAY

ADDITIONAL REQUIREMENTS INCLUDE ACCESS PLAN, SHARED ACCESS WHERE FEASIBLE, TRAFFIC IMPACT  
ANALYSIS, LANDSCAPE PLAN

PROHIBITED USES INCLUDE SINGLE-FAMILY AND MANUFACTURED HOUSING, SELF STORAGE FACILITIES, LARGE  
SCALE UTILIT IES, PUBLIC CEMETERIES, ADULT USES, CONFINED ANIMAL FEEDING OPERATIONS, INDUSTRIAL USES

COMPLIMENTARY DESIGN, DESIGN STANDARDS FOR FENCING, LIGHTING, LANDSCAPING, AND SCREENING  

NO POLE MOUNTED SIGNAGE



PLANNING COMMISSION
INITIAL THOUGHTS,  

QUESTIONS, FEEDBACK
IDENTIFY STRATEGY / SHORT AND LONG TERM  
PRIORITIZE JOB CREATION
WATER AND SEWER MASTER PLAN  
IDENTIFY GRANT OPPORTUNITIES  
INFRASTRUCTURE

HOW TO RETAIN AND ATTRACT YOUNG PEOPLE
HOW TO SUPPORT RESIDENTS WHO WANT TO STAY OR LIVE HERE  
ENSURE PUBLIC UNDERSTANDS PROCESS / HOW WE GOT HERE  
IDENTIFY MEANINGFUL INDUSTRIES WITH LONGEVITY

HOW TO CAPITALIZE ON NATURAL RESOURCES
FIND DEVELOPERS FOR PARTNERSHIP OPPORTUNITIES, WITH SHARED VALUES AND FINANCIAL CAPACITY  
FORESTRY TRACTS AS RENEWABLE REVENUE RESOURCE



STAFF NEEDS 
CLEAR 

DIRECTION
TIMELINE?  
DESIRED LAND USE  
TYPES?
UNDESIRED LAND USE  
TYPES?

PRIORITIES?  
NEXT STEPS?
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