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PURPOSE: The purpose of this item is for the Board of Supervisors (Board) to consider a proposal 
for a Resident Curator Program for Loudoun County. The program could be one of the tools used 
when creating stewardship plans for many of the individual county owned historic properties. This 
item is in response to a board member initiative.   

RECOMMENDATION:  Staff supports Board endorsement of the proposal outlined in this 
Action Item for a Resident Curator Program and Board’s approval for staff to proceed with 
implementation accordingly. 
______________________________________________________________________________ 

BACKGROUND: At the Board Business Meeting on July 2, 2019, the Board directed (7-0-2: 
Meyer and Umstattd absent) county staff to consult with the Heritage Commission (HC) and 
develop a proposal for a Resident Curator Program as authorized under Code of Virginia Section 
15.2-2306.A.4. A Resident Curator Program would enable a qualified individual, organization, or 
commercial entity to serve as the caretaker of a county-owned historic property via a lease 
agreement. The curator is responsible for the rehabilitation, maintenance, and daily operations of 
the property as part of the lease agreement with considerations that can include an extended lease 
term and reduced rent. A Resident Curator Program is potentially an effective means of preserving 
and maintaining historic properties through public-private partnerships. 

A Resident Curator Program is a preservation tool that Loudoun County may employ to implement 
the policies in the Loudoun County Heritage Preservation Plan. Chapter 7, (Stewardship of 
County-Owned Heritage Resources), presents nine policies that articulate the county’s intent to 
take a leadership role in heritage preservation to protect and preserve heritage resources through 

https://www.loudoun.gov/DocumentCenter/View/1147/11Chapter-07-Stewardship
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acquisition, maintenance, and public engagement/education of heritage properties. Overall, a 
Resident Curator Program has numerous potential benefits to both the county and the curator. 
Benefits include the preservation of heritage properties, the public benefit of continued access to 
heritage properties, cost savings for the county, improved energy efficiency, improved public 
safety, and environmental protection.  

Fairfax County is the first jurisdiction in Virginia to create a resident curator program after 
commissioning a nationwide study of such programs by John Milner and Associates. The 
Stewardship Subcommittee of the HC has reviewed the Milner report and has met with Fairfax 
County staff multiple times over the last year to understand how Fairfax County’s Resident Curator 
Program is implemented. Fairfax County has two documents laying out their program: 1) Fairfax 
County Resident Curator Program, Program Information, Scope, and Parameters (Attachment 1), 
and 2) Fairfax County Resident Curator Program Maintenance Guidelines & Checklist 
(Attachment 2). The Fairfax County program focuses on preservation and maintenance of historic 
properties according to the Secretary of the Interior’s Standards for the Treatment of Historic 
Properties. 

CONSIDERATIONS: Members of the HC and Loudoun County staff representing Planning and 
Zoning (DPZ), General Services (DGS), County Attorney, Public Affairs and Communication, 
and Parks, Recreation, and Community Services (PRCS) met on September 5, 2019, to discuss the 
potential mission, goals, and impacts of a Resident Curator Program. The following are key 
considerations in determining the feasibility of including a property in the Resident Curator 
Program and establishing the feasibility of an application. 

A. Potential Sites – After a preliminary review with the HC and several departments’ analyses 
from DGS, (PRCS) suggested sites in the County that may benefit from a Resident Curator 
Program are as follows: 

1. Aldie Tavern, the two adjacent properties, and the Arcola School. 

2. Evaluation of other sites for possible inclusion would be necessary. However, a 
majority of county-owned historic properties are already programmed or are in the 
process of being programmed for a public use. For these reasons some properties 
that are not likely a good fit for the program include Broad Run Toll House, 
Elizabeth’s Mill Locks, Arcola Slave Quarters (18th and 20th Century properties), 
Settle Dean Cabin, Kephart Bridge Landing, Hanson House, and Banshee Reeks. 

B. Program Administration – With a limited pool of potential sites, the administration of 
the Resident Curator Program would initially fall to existing agencies and staff.  General 
Services would be the primary department for administering the program, coordinating the 
associated efforts of other departmental agencies, and reporting back on the program’s 
functions.  
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C. Current Maintenance Costs – Several departments reviewed recent expenditures to 

approximate the cost of maintaining county-owned historic properties each year. As an 
example; since June 2018, Loudoun County has spent approximately $14,741 for 
stabilization work and other repairs to the Aldie Tavern structure, which is one of the 
potential residential curator program properties.  

D. Site Preparation Costs – Loudoun County may need to invest in improvements to 
properties to make them feasible for a potential lease. Stewardship plans and property 
analysis should be used to identify when such improvements need to be made prior to 
leasing a property. 

E. Appropriate Programming – It will be important to know what the property will be used 
for and how it aligns with policies in both the Loudoun County Heritage Preservation Plan 
and the Loudoun County 2019 Comprehensive Plan. It will also be important to know how 
the curator will engage the public and offer reasonable public access to the property as 
required by the Code of Virginia. The curator would be required to provide a narrative 
addressing these items in the application. 

RESIDENT CURATOR PROGRAM PROPOSAL OUTLINE: Staff recommends the 
following three phase proposal for establishing a Resident Curator Program.  

PHASE 1: 
During Phase 1, staff would collaborate to develop the proposed Resident Curator Program 
Ordinance for the Board’s consideration. The County currently has an Historic Property 
Stewardship Coordination Team comprised of DGS, PRCS and DPZ. With fewer sites readily 
suitable for a new Resident Curator Program in Loudoun, this team has the capacity to coordinate 
the program in concert with the Stewardship program. This team would be supplemented by the 
expertise of other departments to include, but not limited to, the County Attorney’s Office, 
Department of Finance and Budget, Public Affairs and Communications, as well as closely 
coordinate with the Heritage Commission.   

Adopt a Resident Curator Program Ordinance – The Code of Virginia requires the county to 
adopt a Resident Curator ordinance. Should the Board endorse the program proposal and direct 
staff to pursue the Resident Curator Program, staff will draft a Resident Curator Program 
Ordinance for the Board’s consideration. The Ordinance is fundamental to making this program 
available, whether the County chooses to actively market properties or not. The County Attorney 
has noted that Fairfax County’s ordinance (Attachment 3) could be used as a model with 
modifications made as appropriate. The Ordinance itself does not commit the county to implement 
the program or require further action. Should the Board wish to implement the program further, 
staff would undertake Phases 2 and 3. 

PHASE 2: During Phase 2, staff would select potential sites and develop an application process. 

Select Site(s) – Once the ordinance is adopted, staff would work with the county’s stewardship 
plans, the HC, and other agencies to evaluate and recommend sites that are suitable for the Resident 
Curator Program. Once a site has been identified for the program, but prior to the application 
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process beginning, a site analysis would need to take place for each property. This would be 
accomplished through the county’s stewardship plans or a more limited property analysis such as 
Fairfax County’s Site Summary report (Attachment 4). The analysis would include, at a minimum, 
information on the location and history of the property, zoning, land use, square footage, property 
description, historic designation status, assessment of current conditions, current/past use, and 
identification of repair, rehabilitation, and preservation needs. 

Establish an Application Process – County staff team would develop an application form and 
process. The application process would require a potential curator to submit a detailed proposal. 
At a minimum, the application process would include the following items: 

1. Overview of the responsibilities of curator and county; 
2. Proposed use(s); 
3. Mechanism for providing reasonable public access to the property; 
4. Work Plan - draft prioritized tasks and completion timelines; 
5. Experience and qualifications; 
6. Estimated work plan and costs; 
7. Additional curator expenses; 
8. Proposed lease term; 
9. The curator’s financing plan; and 
10. Organizational structure (for non-profit or for-profit applicants, if applicable). 

 
The forms and materials would be made available to potential curators to assist in developing their 
proposals. Staff would review applications for adherence to county objectives, capability of 
rehabilitating and managing the property, financial capability, and programming proposals. 
 
PHASE 3: 
Phase 3 would consist of developing the lease to include specific steward criteria, selecting an 
applicant and executing the lease and monitoring rehabilitation and programming, Leases would 
be specific to the property, its intended use, and define parameters for reasonable public access. 

Leasing and Liability – Staff would prepare a lease that analyzes the value of the lease and 
compares it with the costs the curator would incur while implementing their work plan to determine 
the discounted rent and length of the curator lease. Each lease will be approved by the Board after 
a public hearing.  

Loudoun County’s Risk Management program staff would review insurance requirements for the 
curator and/or their agents (e.g., contractors). The curator would need insurance covering property 
damage or personal injury incurred due to the project, negligence of the curator and/or agents, or 
intentional act of the curator and/or agents. In addition, Loudoun County would maintain insurance 
on the leased buildings in question, but coverage would be limited to scenarios that do not result 
from acts of the curator and/or agents (i.e., pipes freezing in winter causing damage or a similar 
scenario). 
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Developing a Monitoring and Maintenance Program – DGS would oversee and administer the 
lease, with assistance from DPZ, and the Heritage Commission regarding technical advice on 
historical compliance.  In addition, PRCS would provide oversight of leased property or structures 
located on PRCS facility sites, to ensure the curatorship is consistent and complementary to PRCS 
operations. Additionally, if the curation includes programming consistent with the PRCS mission, 
PRCS would ensure compliance. Staff would monitor the rehabilitation, programming, and 
ongoing condition and use of the property during the term of the lease by using a set of maintenance 
guidelines (to be developed). The maintenance guidelines would likely include standards and 
checklists for: 

A. Maintenance Standards: 
1. Building Exteriors, Interior, Structure, Systems 
2. Grounds 
3. Environmental Hazards 
4. Sanitation 
5. Permitting 

B. Inspection Checklists 
C. Schedule of Inspections  
D. Cyclical Maintenance and Rehabilitation Milestones 

 

Table 1: Table 1 outlines a potential timeline for moving forward with a Resident Curator 
Program.  

Table 1. Program Tasks and Schedule  
Task Who When Status 

1.  Board Member Initiative Board July 2019 Complete 

2.  Research and Analysis Various Departments July - September 
2019 

Complete 

3.  Fact Finding Meeting Various Departments September 2019 Complete 

4.  Present Program Proposal 
Outline to HC 

DPZ Staff & Heritage 
Commission 

October 2019 Complete 

5.  Present Program Proposal 
Outline to the Board 

DGS/PRCS/DPZ September 2020 In 
Progress 

6.  Draft Resident Curator 
Program Ordinance  

 Program Team and 
Heritage Commission 

September 2020 - 
February 2021 

Pending 

7.  Board Decision on Resident 
Curator Program Ordinance 

Board of Supervisors February - June 2021 Pending 

8.  Program Kickoff Program Team July 2021 Pending 
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ISSUES: Staff seeks Board direction on whether to begin the work that is necessary to establish a 
Resident Curator Program; such work is detailed in the Resident Curator Proposal Outline section 
of this Action Item. If approved, staff will return to the Board with a resolution of intent to adopt 
a Resident Curator Program ordinance.  

FISCAL IMPACT: Adoption of the program should not in itself have a fiscal impact on the 
county. As the program is implemented, the county would realize a fiscal benefit to assigning the 
rehabilitation and long-term maintenance of properties to a resident curator. However, there may 
be an initial outlay of funds for any site preparation deemed necessary to bring a property online 
for the Resident Curator Program. Existing staff and consultant resources would be redirected to 
complete site evaluations, leasing, and monitoring. Site improvements and other costs may arise 
on a case by case basis depending on the lease arrangements for each property.  

ALTERNATIVES: The Board may 1) endorse the Resident Curator Program proposal and direct 
staff to proceed with one or more of the phases outlined in this report including returning to the 
Board with a resolution of intent to adopt a Resident Curator Program ordinance; 2) request 
additional information and/or changes to the Resident Curator Program proposal to be presented 
at a future Board or Board subcommittee meeting; or 3) take no action on the proposal. 

DRAFT MOTIONS: 
 
1. I move that the Board of Supervisors direct staff to proceed with developing a resolution of 

intent to adopt a Resident Curator Program ordinance as outlined in the September 1, 2020, 
Board of Supervisors Business Meeting Action Item. 

 
OR 
 
2. I move an alternate motion. 
 

ATTACHMENTS: 
 

1. Heritage Commission Policy 
2. Fairfax County RCP Program Information, Scope, and Parameters 
3. Fairfax County RCP Maintenance Guidelines & Checklist 
4. Fairfax County Resident Curator Program Ordinance 
5. Fairfax County Example Site Analysis  

 

 

 

https://www.loudoun.gov/DocumentCenter/View/1147/11Chapter-07-Stewardship
https://www.fairfaxcounty.gov/parks/sites/parks/files/assets/documents/naturalcultural/rcp/rcp-program-information-scope-parameters.pdf
https://www.fairfaxcounty.gov/parks/sites/parks/files/assets/documents/naturalcultural/rcp/rcp-maintenance-guildlines-checklist.pdf
https://library.municode.com/va/fairfax_county/codes/code_of_ordinances?nodeId=THCOCOFAVI1976_CH125RECUPROR
https://www.fairfaxcounty.gov/parks/sites/parks/files/assets/documents/naturalcultural/rcp/turner-farmhouse-site-summary.pdf
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