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HOW DO WE ADOPT AND ADMINISTER THE TOOLKIT?
There is no easy answer on the best approach to adopting the Toolkit. Adopting new land 

use and development regulations can be difficult. It takes a concerted effort to ensure 

that everybody who is interested has the opportunity to voice their opinion and that 

people fully understand the positive and negative aspects of adopting the Toolkit. This 

chapter offers some suggestions to help guide your community through the education, 

adoption and administration process. 

Why is this Harder than Adopting Our Plan?
Many communities find adopting land use regulations more difficult than adopting a 

comprehensive plan. Part of this can be attributed to a lack of engagement during the 

planning process. Often the planning process is viewed as a fun and rather innocu-

ous activity that will not directly impact daily lives. This all changes the moment zoning 

and land use regulations are brought into the discussion. People begin to lose focus of 

what is in the community’s overall interest and begin to prioritize their private property 

interests. Often individuals who appeared to agree with the plan will now oppose the 

regulations needed to put the plan in place. 

This is because the regulations are where the “rubber meets the road.” It is where the 

community must discuss, in detail, the consequences of the plan for individual property 

owners and these discussions can become controversial. The community, through its 

governing body, will have to make difficult decisions about balancing what is in the best 

interest of the community, as expressed in the plan, with the interests of individual land 

owners.

Ideally, these discussions will have taken place during the planning process, but if they 

didn’t or if too much time has passed between the planning process and implementing 

the Toolkit, your community may need to have the discussion again. 

How Do I Gain Public Support?
Getting the Toolkit adopted can be a lot like running a successful political campaign. 

The advisory committee, the staff and the political leadership must take a strategic ap-

proach to adoption. This means lots of meetings with community groups, media outlets, 

business owners, large land owners and other stakeholders. It also means writing opin-

ion pieces for the local paper and making public presentations to anyone who will listen. 

Some communities will see opposition from people based on a fundamental misunder-

standing of what the Toolkit says. Other communities may see opposition based exclu-

sively on a mistrust of government. Regardless of the source of your opposition, there 

are ways of addressing it.

Listen
Often people just want to be heard. If you are patient with them and hear them out, you 

can frequently turn them from opposition to advocates. Offer repeated opportunities to 

meet with community members. Public meetings are just a portion of it, when needed 

you should meet with people in small groups or even individually. 

Educate 
Many times, especially in more rural areas, opposition is rooted in a fundamental mis-

understanding of certain aspects of the Toolkit. Explaining why the Toolkit is important, 

how it works and its benefits can often ease the uncertainty of those unfamiliar with 

land use regulations.

Transparent Process
An open door policy and a transparent process can alleviate a lot of opposition that 

is rooted in distrust of government. If the public gets the impression the Toolkit was 
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calibrated behind closed doors, then it can be difficult to move forward. For this reason, 

the advisory committee must consist of trusted citizens representative of diverse com-

munity interests and committee meetings should be advertised and open to the public 

and press. 

Pick Your Battles
From the beginning of this process, it is important to acknowledge that you will not win 

every battle. There may be components of the Toolkit that the community is not ready 

for and certain concessions may need to be made in order to get the Toolkit adopted. 

While you want to be careful not to “water down” the Toolkit, there is nothing wrong with 

conceding minor points to gain community support. The Toolkit is a living document, if 

certain components create too much opposition, it may be easier to adopt the Toolkit 

without them. You can then create a priority list of additional components that can be 

adopted in the months that follow.

What Happens Once the Toolkit is Adopted?
Once the Toolkit has been adopted, the work has just begun. While the Toolkit is intui-

tive to use, there is a learning curve associated with it. Every effort should be made to 

include local staff in the tailoring of the Toolkit.

Designate an Administrator Early 
Many of the procedural and administrative functions in the Toolkit are set up to be car-

ried out by an Administrator. The Administrator is charged with making interpretations of 

the Toolkit, making minor administrative decisions and representing applications before 

the various decision-making boards, commissions and bodies.

It is important to hit the ground running. Communities should do their best to include 

the Administrator in the implementation process. This will allow the Administrator to be 

fully versed in the intricacies of the Toolkit, as well as understand all the legislative his-

tory and reasoning behind the decisions leading to its adoption. 

How Do We Enforce the Toolkit?
The Toolkit establishes a Zoning Permit, which is required for all new development. The 

Zoning Permit issued by the Administrator ensures that applicants meet the standards 

of the Toolkit. 

In addition, the State of Louisiana has granted both municipalities and parishes with 

the authority to enforce their ordinances through a combination of citations and fines. 

Individuals or businesses in violation of the terms of the Toolkit may be subject to fines 

as outlined by state and local law.
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STEP 1: HOLD COMMUNITY MEETINGS
In order to keep the implementation process transparent, there should be public out-

reach from the very beginning. From selection of the advisory committee—continuing all 

the way through adoption; the public should be included every step of the way. 

Public Kick-off
One idea that has proven successful is holding a public kickoff event. There is a lot to 

cover in this event, but at a minimum the following should be addressed:

• Provide an overview of the plan and shared vision;

• Discuss barriers to plan implementation (outdated zoning or no zoning);

• Introduce the Toolkit and explain its pieces;

• Provide an overview of the Toolkit implementation process;

• Introduce the advisory committee; and

• Invite the public to participate.

Advisory Committee Meetings
The advisory committee is charged with making will be made by this advisory commit-

tee. As such, the public must not get the perception that the Toolkit is being prepared 

in a secret room by a secret committee. To avoid this, consider including respected 

neighborhood activists on the committee. Additionally, open the advisory committee 

meetings to the public and consider posting or publishing the schedule and minutes of 

all advisory committee meetings on a web site or in the local paper.

Every effort must be made to ensure that all members of the community have a voice in 

the Toolkit implementation process. 

Progress Reports
Another important piece to keeping the public and elected leaders informed is to hold 

regular progress reports. These meetings should give the status of the implementation 

process and should allow leaders and citizens to ask questions about approach and 

projected timeline. Some communities have held these status reports at the beginning 

of monthly planning commission meetings, while other communities have scheduled 

them more sporadically. 

Community Meetings
As the calibration nears completion, public meetings should be held to explain decisions 

that are being made. For instance, once each of Toolkit maps (regional growth sec-

tor map, context area map and zoning district) has been prepared, hold a public open 

house to allow residents an opportunity to ask questions and provide comments on the 

maps.

Additionally, once the Toolkit has been customized, hold a series of public open houses 

to explain the Toolkit contents, answer questions and take comments on citizen con-

cerns. 



   | 81HANDBOOK Louisiana Land Use Toolkit: Version 3.0  11/15/10

CHAPTER 4: ADOPTING AND ADMINISTERING THE TOOLKIT

Should We Discuss Maps and Text Together?
Ultimately, the joint discussion of the maps and text of the Toolkit will have to occur, but 

it can be a lot to digest all at once. A more strategic approach is to follow the implemen-

tation phases of this Handbook. 

Consider first introducing the public to the regional growth sector maps and the thinking 

behind each growth sector. Second, introduce the context area maps along with descrip-

tions of what each context means and its character. Third, introduce the zoning district 

maps and the zoning portion of the Toolkit. Finally, introduce the complete Toolkit. Intro-

ducing the Toolkit in an incremental manner allows residents not familiar with land use 

regulations to fully absorb each concept.

Many members of the community just want to understand which rules will apply to their 

property. For this reason, it is important to introduce the zoning district map and the 

text separately. A district may be correctly tailored to the community, but inappropriately 

applied on the map. Mapping discussions are very different from a discussion of specific 

standards in the regulations. Often the public is not as interested in the debate over 

whether the appropriate transparency for a mixed use building is 55 or 65 percent. 

COMMUNITY MEETINGS  PROVIDE RESIDENTS THE OPPORTUNITY TO 
UNDERSTAND AND ASK QUESTIONS THE TOOLKIT.
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How do We Let People Know About the Meetings?
The importance of keeping the public involved at all stages of Toolkit implementation 

cannot be stressed enough and a public outreach plan should be developed at the 

start of the effort. Your public outreach plan should identify how people will learn about 

the Toolkit at upcoming meetings and educational opportunities. Examples of public 

outreach strategies might include a mix of traditional outlets like newspaper, radio, tele-

vision, hand outs, or robocalls with more current approaches such as a project web site, 

blog, Facebook, email lists and Twitter pages. Regardless of the form, do what works in 

your community. Just keep the public up to speed on the status of the project and when 

and where the meetings will take place. 

When Should We Provide Public Notice?
The short answer is always. There are two types of notice, there is required public notice 

and general public notice. 

Required public notice occurs prior to the adoption hearings at the planning commis-

sion and the governing bodies. This notice is spelled out expressly in state law and you 

should consult with your local attorney in determining a required notice schedule for 

your public hearings. 

General public notice is not required by law, but is good practice and is fundamentally 

the neighborly thing to do. This is simply letting people know about upcoming meetings 

and educational events. 

Finally, consider it good practice to keep records of everything. Keep a list of all public 

meetings and public notice attempts. You might need this information when at the very 

last public hearing before the governing body, a resident stands up and says...“This is 

the first I’m hearing of this.”

What Kind of Notice Should We Provide?
Placing notice in local papers, on the web and on small signs around town are all good 

mechanisms to generate public interest and inform the community. Notifying interested 

parties via e-mail is a low-cost, high return technique. Some portions of the community 

will not have access to computers and e-mail, so don’t forget traditional mechanisms 

such as brochures in water bills, newsletters, public service announcements on local 

radio and cable stations and press releases.

PLAN PRESENTATION BEgINS @ 6:00 PM
We are pleased to announce that a draft of the Town Plan is ready for public 

review. Come see a presentation of the Town Plan, make comments, offer 

suggestions and talk to the planners. For more information and to view a 

copy of the Town Plan visit www.jenavision.blogspot.com

PuBLIc OPEN HOuSE
MON, JAN 11, 5:30 PM 
JENA TOwN HALL

Jena’s Vision
history | community | landscape
a growth plan for the Town of Jena, Louisiana 

AN EXAMPLE OF A HAND-OUT ADVERTISING A PUBLIC OPEN HOUSE AS PART OF THE PUBLIC PLANNING 
PROCESS. THIS SAME APPROACH COULD BE USED TO PROVIDE PUBLIC NOTICE TO COMMUNITIES 
IMPLEMENTING THE TOOLKIT.
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STEP 2: HOLD PUBLIC HEARINGS
If you are following the implementation steps set forth in this Handbook, you will have 

conducted several public meetings, workshops or open houses to educate the public 

and to gather their input on the final product, but you are still not finished. State law 

requires zoning and subdivision regulations to go through required public hearings prior 

to their adoption. This Handbook offers some practical advice for these public hearings, 

but ultimately your local attorney should be consulted to make sure that you are follow-

ing the letter of the law in adopting your version of the Toolkit.

When Should We Hold Public Hearings?
Public hearings are the final step in adopting your regulations. They are required to be 

held by the planning commission (if you have one) and the governing body. It is impor-

tant to create as much consensus as possible before holding these formal hearings, so 

make sure that you have addressed as many community questions as possible in public 

workshops or open houses before hand.

How Many Hearings Should be Held?
As many as it takes to adopt the Toolkit. In general, one hearing before the planning 

commission and one before the governing body are adequate to meet state require-

ments. However, if discussions are long, the hearing may be continued through several 

meetings before an action is taken.

Use Your Committee!
The advisory committee is one powerful set of champions for the Toolkit. Members of 

the committee are likely to understand the Toolkit better than anyone else. They also 

participated in discussions (often for months) about the right rules for the community. 

Members of the committee should actively support the Toolkit during the public hearing 

process.

It is also wise to strategically ask other supporters and community leaders to speak in 

favor of the Toolkit at the public hearing. This can help offset any lingering opposition.

Effective Date
Consider setting the effective date at a date certain after adoption. For example, many 

communities have found that an effective date 60 to 90 days after adoption provides 

sufficient time to convert from an existing system to a new system. Other communities 

have found that the beginning of the calendar year is helpful. Regardless of your ap-

proach, it is wise to provide some time between adoption and the actual date that the 

new regulations take effect. 
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STEP 3: MANAGE THE TOOLKIT 

Educate Your Boards and Commissions
As with staff, the planning and review boards and commissions must also be brought up 

to speed on the new regulations. Many will have new or revised duties and it is impor-

tant to educate them in the early weeks after adoption—before they are required to 

apply the regulations to any real projects. 

Board and commission members are going to rely heavily on staff until they gain a better 

understanding of the Toolkit. Staff should be prepared for this and should be available 

to answer questions. Consider providing board members with “cheat sheets” containing 

the review criteria for relevant decisions along with other essential information. 

Educate Your Frequent Professionals
Use the adoption of the Toolkit as an opportunity to educate local planners, engineers, 

landscape architects, developers and other professionals who frequently represent 

clients in your community. Many communities have discovered that engaging these pro-

fessionals in focus groups along the way, both improves the Toolkit, and results in easier 

implementation and generally a better understanding of new principles and concepts.

Application Forms and Checklists
As part of the development of the Toolkit, a set of model application forms was prepared 

and made available for download on the Toolkit website at www.landusetoolkit.com. 

Each form may be downloaded and edited to meet the specific needs of your communi-

ty. The model application forms provide the basic framework you need to begin imple-

menting the Toolkit after adoption. 

Train Your Staff
The local planning staff will be on the front lines of administering and enforcing the Tool-

kit. They will be charged with explaining new requirements and procedures as well as 

reviewing development under the new regulations. To do this, staff must have a working 

knowledge of the Toolkit and understand the reasoning behind its framework. 

Hopefully, key staff members working with the advisory committee have developed an 

understanding of the Toolkit, but in the event that there are other staff, such as building 

officials or plan reviewers who were not part of the implementation process, they must 

become familiar with the organization and content of the adopted Toolkit. 

Consider using the 60-90 days after adoption and before the Toolkit takes effect to test 

some recent approvals see how they might be affected by the new rules.

http://www.landusetoolkit.com

