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The future - near or far - is a changing extension of the pres-
ent. To seize the knowledge of the Now, and creatively shape

its implications; will stamp our contemporary civilization with
an uncommon brand of intelligence. In the Book of Proverbs lies
the clear warning that "Where there is no vision the people will
perish.”" With this in mind, our worlk has been to form a unique
product with two principle themes. The first is that the mind

of man can shape his own destiny, not simply ‘allow it to unfold
in some haphazard way, resulting in a grotesque labyrinth. The
second theme is that many kinds of futures are possible, and that
the divine wisdom of people provides them the ingenuity to create
the most desirable elements for the benefit of mankind.

A variety of future alternatives were presented to the Council
some months ago. The Council has undertaken this plan in order
" to take advantage of the alternatives open to it. The purpose
of a plan is to make these alternatives realizable with- the
least restriction upon choice. A plan is a framework for decision-
making. It does not give answers, or detailed pictures of what
nyill be." But, a good plan can improve the vision of the future
and identify means for attairning that vision.

Any aspect of change and attention to the future, will bring
about normal conflicts. A plan will not do away with conflicts,
but it can make their resolution simpler and less painful.

The big gap in any plan is usually between philosophy of pur-
pose embodied in the plan and the specific choices identified

in the plan, The absence of a plan hides choices and makes
awarcness of them difficult. The existence of the plan increases
the number and variety of choices and increases potential for
realizing these promises. A good plan is marked by its simp-
licity; its few parts, easily understood; and its ability to
respond to a wide array of implementation devices.

The underlying elements of this framework plan are; first, the
realization of Ypsilanti's alternative futures; second, the evol-
ution of a humanistic environment; and third, the business-

like operation of the City to achieve financial stability.

ALTERNATIVE FUTURES

A bricf recap of the futures available to Ypsilanti seems worth-
while. Our original recommendation was that the City choose any
of five possible futures, or a combination of the five. They
include:

., The College Town

A retivement village
A human service center
A genuine suburb

A complete City
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THE BUSINESS OF CITY BUILDING

City building is that aspect of the development process, and the
operation of the city, which is essentially a business operation.
Many aspects of city administration are political in nature, re-
quiring the representation of citizen interest in the fulfillment
of the daily life in the body politic. However, there is also
that operation of the ¢ity which has no direct relaticonship to
public representation. In this activity our premise is that

the city should be run on business terms. The city should not
have to operate at a financial loss in order to meet the obli-
gations to the citizens. Even more to the point, the city in

its day-to-day business operations, should at best make a
"profit", and at the least break even, in its financial enter-
prises. The city should not embark on a profit for profit sake
venture, but should in its business operations be free from the
obligations of indebtedness. Indebtedness only binds the citi-
zenry to past mistakes and impedes progress in achieving future
alternatives. It is critical to the creation of a harmonious,
humanistic city that it be free from long-term debt, and be in

a constantly strengthening financial position, widening its range
of possible actions. )

THE PLAN ELEMENTS

The elements of the plan have been constructed to achieve the
objectives outlined in the foregoing pages. They are very sim-
ple and few in number. The first is the establishment of a
population base as a constant reference against which to test
the operation of the plan implementation strategies. The second
is the reorganization of the City into development zones, which
will make the operation of the development process much simpler
than is possible under the present complex structure. The third
is the establishment of the Ycommunity arithmetic' form of
budgeting for the development process and delivery of services,
This will combine both public and private development activities
in a way that allows concerted and joint efforts to take place,.
Each of these is described in some detail in the following sec-
tions. They are the contents of the framework plan. They are
not miraculous in nature, nor are they complex in operation.
Their purpose is to be simple, and easily used by anyone in
gither the public or private sector. It is only their simpli-
city and directness of application that can make them usable in
achieving the City's future. These plan ingredients are the
basis for decisions toward a better Ypsilanti. They are also
the basis for communicating both the plans and the strategies

to the public at large, in order that the citizenry can share

in this vision of the future, and endorse actions toward the
future.




THE SOCTAL FRAMEWORK




Any change will always affect people differently. Change
always affects some positively and some negatively. The ad-
vantage of a plan for change is that its nature can be partial-
ly controlled, and at least some' of its damages can be recti-
fied. The object of a sound social framework plan is to em-
phasize positive changes without penalty to any specific group
or individual. Although this is a literal impossibility, it
has ciearly to be the intent embodicd in the framework plan,
and will be a measure of the effectiveness of the strategies
proposed to implement the plan. TIn.no instance can competi-
tion be encouraged between financial gains and social losses.
The essence of the social element of the framework plan is to
maintain balance between the physical, social, and econemic
characteristics of the planning and development process.

It is always difficult to devise a precise plan for social
good. Individual concepts of social "good" vary dramatically,
tUnlike the profit and loss statement in a development ledger,
there is no account of human good versus evil in the process
of change. Those who do not benefit from the process endure
the suffering, while those who do benefit are often unaware
of the suffering caused to others. Change is not an additive
process alone, it is an exchange. Something is given and
something is taken, Those who receive are called wise or thrif-
ty or resourceful, and those who lose, are called the ''dis-
advantaged,*

There is a tendency among those who make population forecasts to
arrive at some form of guota system which is supposed to es-
tablish a balanced population makeup. *This is usually based
upen the concept of a middle "class' base with a substantial
sprinkling of upper 'class" and as few possible lower 'class™
people, Such forecasts are almost notorious for their lack of
responsiveness to the complexity of human conditions. It is
these kinds of forecasts that encourage competition between
municipalities for population growth, just as they compete
with each other for an expanded tax base. This kind of think-
ing compounds conflict between laborers and "professionals,™
between Blacks and Whites, and between young families and the
elderly. Unfortunately, there is just enough apparent truth
in these population quotas te make them "acceptable,”

The problem comes in implementing and enforcing quota systems,
The problem grows even bigger when one tries te maintain a
concept of absolute numbers. In several cities around the
country, there have heen attempts to maintain a fixed popula-
tion size in the hopes that local resources could be allecated
for the city's population only. This, in effect, places the
municipality into the role of an immigration service, seclecting
the residents it wants, and restricting entry to those it does
not want. There is no basic opposition to this from the point
of view of contreiling one's destiny. However, the methods
available to exccute such a plan are obnoxious and sometimes,
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outrageous, The issue, then, becomes one of making the plan

for a city socially beneficial and acceptable to its existing
population, and at the same time, encourage population entry

in a beneficial manner, )

The social framework plan should provide expanded benefits of
change to all cities and reduce the penalty of harmful change
to those not dircectly benefiting from the development process.
1o accomplish this, the social plan for a city would contain
several items:

1. A statement of the desirable population size.

2. A statement on the variety of population
characteristics. .

3. Statements of opportunity for participation
in the process of change.

These three major aspects of a social plan are directly related
to the overall development process for Ypsilanti.

VPOPULATION STZE: HOW BIG 15 A CITY?

The ultimate population size to be contained in, and served
by, a city has been a subject of debate for centuries, ever
since the first Yplanned" city nearly five thousand years

ago. The first complete statement of desirable population
size was made by Plato in his work The Republic. He declared
the maximum size of a city should not exceed 5,000 people
baczuse that is all one could expect to meel in a lifetime.
Later, that limit was raised to 10,000 by Pericles because
that number was needed to maintain a full range of warriors,
workers and intellectuals to assure vitality to the city life.
Whether he knew it or not, Pericles defined a city, while
Plato defined what we would today call a neighborhood. Later,
Thomas Moore in his book Utopia set down the ideal condition
as one which has a population isclated from all others. The
size of the population was of no consequence, 4as long as it had

every healthy aspect of humanity.

"Modern" American city planning grew ocut of English town planning in
the early part of the century. During that time, the concept

of a city was centered on the educational system. IE was
determined by the English planmners that a city of 30,000 was

the minimum population desirable, and the maximum, because

that was the number required to support a high school. Natural-
ly, a town without a high school could not be considered a

real city. A town with more population than one high school
could serve was considered excessive. However, the figure
was-later doubled to 60,000 pcople when it was decreed that
high school education would no longer be segregated by sex,

Today, the size of a city 1is generally governed by two factors.




The first is the number of people required to carry on commerce
and to assure provision of services. The second is the size
that makes for reasonable administration of public services,
This has led to the establishment of several sizes of city as
desirahle, depending upoen the involvement of the municipality
in commerce and industry. These sizes are generally as follows:

Town . 15,000 - 20,000 people
Small City ) 80,000 - 90,000 people
Regional City 250,000 people
Metropolitan City 1,00G,000 or more people

The various sizes are not just stages of growth, but are major
distinctions in terms of the amount of industrial activity,

the cemplete range of functional attributes and the geographic
reference to major metropolitan centers. While there are cities
of all sizes in between these ranges, these are considered
optimum sizes to take advantage of available resources and
service the citizenry, '

We recommend that Ypsilanti be no less than 90,000 nor more .
than 120,000 people in order to be easily administrated and to
meet the citizens' social and economic needs., It is our opinion
that the limitation of the population size to this range will ‘
agsure Ypsilanti and the Townships a well coordinated and sat-
isfying urban environment., This size can be supported primar-
ily because of the University, and the c¢lose proximity to such
major regional resources as the metropolitan airports, while
at the same time being independent from the pressures of
Detroit metropolitan area population growth.

It is our further opinion that the location of this population
should be concentrated primarily in Ypsilanti, the northern
half of Ypsilanti Township and the southern half of Superior
Township, Our investigations indicate that these populations
tend to focus upon Ypsilanti, whereas other segments of both
Townships focus on other urban centers. For example, the
northern portion of Supericr Township appears to be oriented
for its day-tc-day business on Ann Arbor. That pepulation
could not, therefore, be counted as an integral part of a
population count centering on Ypsilanti,

The implicaticns of such a limitation upon size for the Ypsi-
lanti population base are primarily matters of geographic size,
cost ef public services, and daily commerce and industry
sufficient to support an increasingly healthy environment,

If the population substantially exceeds that number, it is

our opinion that the service structure for the three munici-
palities will become incapable of cfficient management, and will
have to be reassembled at a later date from a poor financial
position. In addition, the essential focus on the uniquencss
of the Ypsilanti area, nancly, Eastern Michigan University and
the Huron River basin, will be lost. The two Townships and the
City will become nebulous suburbs, with little te distinguish




them from their neighbors.

We recommend that future population growth be approached not

as a continuing trend, onward for several decades, but that the
City and Townships agree upon a terminal date for addition of
new population, and a redirection of their energies for the
maintenance of the population established by that date. We
suggest this because the development characteristics to attract
new population and to expand the urban environment are vastly
different from those required to maintain what is already
built and to service people already at hand. At some point,
those governments involved in the new growth and development
process must come to understand that they build for those who
are not yet here only at the expense of those who already
reside in the municipality. The attracticn of new population
and the building of new communities is magnetic in character
and dramatic in nature. The maintenance of an environmment

that is already built is not nearly so exciting as the building
of a new one. However, one of the functions of government is
to service the citizens. This can best be done by a clear
realization of the balance necessary between new growth, the
redevelopment of older, worn-out areas, and the maintenance of
those areas which house the population.

The establishment of population size and location must be

a matter for joint planning between the City and the Townships,
It is very difficult to carry out joint planning of this sort
vhen the total land areas involved are to be completely
urbanized, without reference to a multi-municipal population
structure. Thercfore, one of the very first aspects of joint
planning needed 1s an agreement on the total population sizz
and its variety,character, and geographic distribution.

POPULATION VARIETY: THE SPICE OF LIFE

In addition to determining the maximum desirable population size,
the makeup of the population requires conscious planning. There
are several examples in the United States of population structures
which are nearly homogenous, Some of these are the wealthy sub-
urbs. We all know of poor rural and urban communities. But,
some cities are healthy and vital, and yet have both rich and
poor, young and old, Black and White peoples. It scems difficult
to account for the vitality of cities with such diverse popula-
tion, unless the rcason is to be found in the essential variety
of population itself. We suggest that this is the case, and

that a truly healthy city supports all categories of people,
regardless of their socio-cconomic ''class." Indeed a city's
health is dependent upon maintaining a heterogeneous population.

The chavacteristics of a full population variety arc already in-
herent in the City of Ypsilanti. The grouping of population
characteristics identified in the Ypsilanti 1T Report, revealed




nearly equal segments of the population between age, race, oc-
cupation, and income. This variety is less dramatic in the ad-
jacent Townships, but it is still noticeable. Most townships
have an almost totally homogenous character, and encourage ex-
pansion of an essentially middle-class population to the detri-
ment of both the wealthy and not so wealthy. This results from
restricting planning and development activities. These restric-
tions need not be a matter of public act, but just a condition
of the economic character of -the times,

Naturally, special actions will have to be undertaken to assure
the continuved variety of population needed to be in the overall
growth of the area., If a wide variety of population is not
maintained, cities and townships will eventually stagnate, The
key variable in a population structure is the constant rate of
ongoing change to attract a new population. The ability of a
population to regenerate its elements without adding new numbers

is an essential key to the whole process.

Tt is often thought that a "stable' community is the essence of

a modern city, The idea that a community population is free from
internal change, and free from the influence of changes outside ,
of the municipality is highly touted by those who confuse social
conditions with economic desires. 1In fact, that "stability' is
only a temporary phase; a passing fancy for a given generation of
a neighborhood, not a city. It takes only casual observation to
realize that there are no stable neighborhoods. The very nature
of neighborhoods and cities is that they are unstablc., When a
community or neighborheood is built, it attracts a certain cate-
gory of people. Those people live therc for as long as their
interests dictate they should. When they move, new people come
and the area is no longer "stable.' But, the ability to attract
new people, who desire the same lifestyle, and who also are able
and desirous of maintaining the neighborhood for that lifestyle,
is the key to a healthy neighborhood, and a healthy city.

When a community is built, for example, primarily for young
families to raise their children in, it must be capable of sup-
porting future young families to raise their children in as

well. If the neighborhood becomes unsuitable for that purpose,
and instead, becomes a neighborhood for different lifestyles,
then the character of the neighborhood and its basic service
structure will be altered. Since most neighborhoods were not
built to house long-term resident populations in the first place,
the transition to house a transient population could have de-
structive results., The reverse is also true. It is, therefore,
essential to build separate ncighborhoods at the outset that
house different lifestyles meeting the needs of different people,
in terms of the family character and the income. In this way,
one can have a viable city made up of "stable" neighborhoods,
capable of responding to change with the least amount of harm,

Who could have thought, two or three decades ago, that the fabled
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American "dream’ of home ownership would be challenged. But,

yet and still, as American communities grow increasingly wealthy,
the demand for home ownership is decreasing rather than increasing.
How is this to be accomodated in the growth of a modern city?
What changes are to be made in the developing of new communities
and the alteration of older communities, to account for this
basic alteration in American family ideals? Clearly, that is

a requirement of the plannirg process to insure that a variety
of conditions be available in the modern city to satisfy a
changing variety of human needs. This variety 1is crucial to the
planning process,

The best way to assure such a variety of population, is to assure
a large variety of housing types and locations, and a wide range
of employment opportunities. TIn addition, the city must offer
the widest possible assortment of activities to atlract a citizenry.
These activities must include those necessary to leisure and
recreation, commercial enterprise, cultural activities, and the
1ike. Tt is of interest to note, that whenever a city contains
within it the greatest variety of attributes for its citizens, it
also attracts people to participate in its unique activities

from outside the community, thereby providing it with an even
greater market potential. In short, the existence of a wide
variety of conditions makes it possible for municipalities to
"choose" their population and to maintain a healthy population
mix based upon attractiveness, rather than upon restrictions,

The profile of a healthy, varied population is the only measure
a city has for predicting its population growth., As was men-
tioned in earlier paragraphs, it is very dangerous to utilize

a queota system. Quota systems are always unrealiable, because
they are based upon only partial facts., But in addition, they
are enforceable only by negative, restrictive means, rather than
positive, creative values, .

For a city to remain active and healthy, it must have a cyclical
population profile, That is it must have the capacity to re-
generate itself. As the present population grows older, it is re-
placed by a younger population coming in., In additiom, that
segment of the population which tends to be more migrant and to
move to other cities, should have its replacement counterpart
attracted to move in from other areas. If ever the situation

is reached where there is an exportation of one category of
population and an importation of another category, then the city
will assume the characteristic of a processor of human conditions,
That is, it will take in people and process them to move back

out again, That situation can be tolerated only if the proceeds
for the export function are sufficient to repay the loss suffered
by other community interests, There can be no such thing as
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part of their life. They often elect to rent an older house in
the City until they can amass enough money to buy a mew house of
their own. The problem comes when they want to buy their house,
and the only place to do so is in the suburban areas. This means
suburban arcas begin to get a population growth, That quite often
penalizes the Townships because these families need an increas-
ing number of elementary schools and other services, which are

a burden upon the taxpayers of .the Township. At the same time,
the City alrcady possesses many of the resources a young family
needs, such as schools and playgrounds. For example, it is nearly
impossible for a mother with young children to live in a suburban
area without being all tied down. That same mother living in the
city can move around morc freely, and not be hindered by the in-
ability to have a second car. But later when the children are
“teenagers, or have left home, this family might be well suited

to the "suburban' life.

This example suggests that population growth should be fostered
in those areas which allows the city and the townships to take
advantage of the resources already paid for, with the lowest
investment possible for new resources. If the only way to
attract population into an area is Lo make heavy public invest-
ments, then those new investments should be countered against
existing investments to determine the best location for that par-
ticular segment of populaticn growth, The drawing entitled
"pamily Life Styles” indicates those areas which are capable
of supporting a variety of family living conditions and life-
styles, Based upon the availability and distribution of re-
sources and facilities, and upon a growth potential which does
not require excessive resource utilization,

Population Density

The drawing entitled "Proposed Population Density' illustrates
where new population should be attracted through the development
process. The drawing shows the location of families in ferms

of high, medium high and medium low density. Low density areas
are not indicated since they already exist, by and large, in
single~family neighborhoods all over the City, and new low den-
sity neighborhoods are not proposed, :

High density housing is concentrated in those areas which tend

to support existing multi-functional activities and increase their
viability, and along areas of special amenities, notably the

Huron River. This means that a large number of high density units
should be built in the downtown area, along Riverside Park, in

the Cross Street area, in Depot Town and opposite Waterworks Park
on the Huron River. In addition, medium high density housing

is recommended to be closely associated with the whole length of
the Huron River, along major routes entering the City, and most
significantly, adjacent to downtown, the University, and the

Human Services Center areas. The greatest growth potential for
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the City depends upon access to the Huron River basin, Therefore
advantage of orientation to that natural asset should be taken
concentrating housing units aleng both banks of the river. Natural-
ly, the combination of the Huron.River and the central functions
arcas represent the most advantageous locations for new higher
density housing developments, :

The concentration of higher density housing along Washtenaw and
Michigan Avenues is necessary since activity along thos: routes
incrcase property values. Normally, those higher values are
responded to by the inclusion of strip commercial development.
However, in Ypsilanti multiple housing has as high a land value,
and in some cases higher, than does strip commercial, 1In addition,
it has a much longer longevity and creates a wmore desirable type

of facility than is normally found in strip commercial development.

Family Life Styles

The drawing entitled "Family Life Styles" illustrates the general
location of housing and neighborhood types needed to provide
housing for families with widely different lifestyles. It is
necessary to make special provisions for location. of housing to
assunie a variety of lifestyles in relation to the different
amenities of the City., Those who like downtown living are generally
different in character from thosec who like Life in a purely single-
family neighborhood. For this rcason we have specificd lifestyles
in terms of age, and general family size and family type. The
drawing shows a concentration of mixed lifestyles between down-
town and the Unversity., This area is unique in the City as the
only place in which any conceivable kind of lifestyle can main-
tain itself in a healthy fashion., It is bordered by the Huron
‘River Drive. Riverside Park and the Huron River, and downtowmn.

The major arterial roads of Washtenaw and Michigan and along the
Huron River adjacent to and north of the campus area are recom-
mended as areas ideal for young singles and young couples. These
arcas which contain recreational amenities and facilities suited
to use by active young people, whereas older families might not
take full advantage of the assets, Wear downtown and the Human
Services Center, both young and elderly singles and couples should
be encouraged to take advantage of the facilities and services
offered in these areas. Around Prospect Park and Recreation Park
we propose that new housing bc concentrated for families with a
largé number of children. Seome older houses in these areas are
already suited for that purpose. They are presently occupied
mostly by senior citizens, We recommend that future families
moving into these arcas be families with children so that those
children can take casy advantage of the recreation facilities of
the parks and the nearby schools.

Lach of these recommendations is made so as to locate particular
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family lifestyles in close proximity to the amenities and
services most suitable to those lifestyles. FYor this reason,
families with large numbers of children are located next to
parlk arcas with facilities suitable for children. Young
couples and singles are located next to areas in which recrea-
tional opportunities are available, Senior citizens are lo-
cated within easy walking distance of commercial facilities
and services. Those arcas which comprisc the majority of
residential areas of this City are already suitable for gen-
ceral family living, as opposed to special family lifestyles.
In these arecas, any kind of family setting is possible with-
in the context of the single-family residential neighborhood,

OPPORTUNITY FOR LIVING

In order to assure the City and the Townships of the population
of size and variety needed to maintain a healthy city, one
should explore the opportunities that have to be provided to
attract that population, These opportunities must be seen

as the principle mechanisms for attracting and maintaining

a varied population, and also, as devices for limiting the
growth demand for the area. The premise is that a continued
demand For an area maintains its "market value.' Once that
deman is fully met, the demand ceases to exist and values be-
gin to decline. To saturate the market by meeting every demand,
guarantees early obsolescence of a community and the trans-
ferral of desire for its lifestyle and resources to other

communities.

A city need not compete with other communities to maintain that
market., 1In fact, the opposite is the case. Cities which

select a given market for the population structure, and maintain
that selection, are in the strongest possible position., Those which
option for unlimited growth and continued greed" for any section
of the market they can get, necessarily saturate themselves, ’
dilute the market, and cventually destroy the potential for
maintaining themselves socially and economically. It is ab-
solutely crucial that a market be predetermined, in terms of
population size and character, and that that market not repre-
sent overambitious undertakings or unrcalistic assessments of

the people's neceds. Presuming that the population plan is

clearly established, and well supported by local municipal and
business interests, then the "budget" for both the growth and
operation ol a municipality can be maintained and balanced, and
the citizens can reap the benefits of those investments. In

order to do this, we propose that a specific opportunity plan
would address employment, cultural attractions, and life

services.

17




Employmeﬁt

Tt is normally thought that employment planning 1is bhased upon
the attraction of industries bringing with them numerous ad-
vantages, especially in the area of tax benefits. This has
been discussed eaxlier undex Economic Resources. But, "indus-
rries' also have employees, as well as taxable properties. The
most significant resource of any city is its employed people,
ot a facility which pays taxes. It is, after all, these people
who buy the services of the ecity, and who live in the houses
“built in the ecity. Therefore, the essence of employment Oppor-
tunitics is to provide the greatest possible variety of employ-
ment opportunities, not just the greatest number.

This involves a strong emphasis to build and expand facilities
which employ professional people, service providers in excess

of industrial '"laborers.'" The reasons for this are twofold.
First, it is obvious that employment opportunities of the future
are increasingly oriented toward service functions and decreas-
ingly oriented toward industrial production, such as in automo-
bile manufacture. Service providers, such as hospitals,
maintenance organizations, schools, recrcational facilities, etc.
are rapidly increasing, relative to capital and operational
dollars invested, while the number of “blue collar' workers is
decreasing. The implications are pbvious. In future years,
there will be a far greater number of service employees and a
vastly decreased number of production employees.

The City and the Townships should strive to increase the total
number of people working in the service industries, the number
of students attending the University, and the number of "eul-
tural' assets which are directly related to 'the service indus-
tries. These assets include a major expansion of entertainment
and recreational facilities, for all scasons and for all ages.
these include almost everything concerning: swimming pools,
poolhalls, theatres, restaurants, parks, fairs, marinas, ski
hills, toboggan Tuns, bicyele paths, horse trails, cance liveries,
etc., etc,, etc. All of these are also service industries but
they arc not essential, such as is a hospital, Their exisitence
is a major attraction to a poputation, and provide opportuni-
ries for active support of the City. In every instance where
it is possible to attract, by inclusion of special cultural
facilities, a new population element, that element represents

a desirable market and should be pursued.
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While industrial plants, and the jobs they provide are desir-
able, and their employees make up a major part of any indus-
trialized population, it is very easy to overbalance the num-
bers of these employees with others, When this happens, '
unemp loyment is exaggerated in slow economic periods, and
layoffs are frequent, while a production shift is made, or a
market for that product weakens., A city that depends heavily
upon that element of the work force, will naturally subject
jtself to the slightest shift in the national economy. Such
a city must, therefore, possess a fragile economy and a fragile
social structure. The City should pursue with all haste the '
encouragement of growth in the university, the hospitals, the
reereational facilities, and any other service or supportive
industry which is generally demanded, as well as needed, by a

varied population.

Life Services

As important as employment characteristics are, it must be
remembered that a population which is not well serviced in its
chosen lifestyle is an unhappy one, and one which will look
elsewhere for a home. Jobs alone are not enough., New houses
and good roads are also not enough. In addition, a population
must be assured that it can reasonably maintain its health,
that its children are well educated, and that in general it
can enjoy recreational activities without penalizing its other
needs. A city which makes this possible can assure itself of
a healthy population, capable of supporting and participating
in the changes brought about by the development process. It
is only the unhealthy and disenfranchised population that is
truly abused in the process of change. It is never the heal thy
population, or the population capable of participating in
urban life,

To create employment opportunities, we suggest stressing of
human service facilities and commercial services in the plan-
ning of the city. At the same time, these services are abso-
lutely essential to the maintenance of a healthy population.
The inevitable result will be that the very services which
guarantee a sound employment and economic base to a city, also
assure it of healthy varied lifestyles. :

The crucial ingredients for sound population planning, for
both the City and the Townships, are the amount, variety and
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quality of human and commercial services, while at the same time,
guaranteeing a varied population to take advantage of these ser-
vices, The ability to carry out such a plan will assure '
easy entry for new families and'sanctity for those who are
already there, It will be desirable for the wealthy, and

more secure for the poor. It can be a truly modern type of
city with the advantages of its historic past maintained and
opportunities for a bright future assured.

The specific clements of a scecial plan, a part of an overall
development framework, includes all of those things that deal
with the secial health of a community, They can be arranged in
the following basic categories. -

1. Communications., This involves primarily the
utilization of schools, libraries, the Univer-
sity and various community centers as maior
elements in the communications system, Of
course, this also includes the newspapers,
radios, and television. The cost of
connecting these communications systems, and
organizing their multiplie voices in the sup-
port of a large, common effort, is difficult
at best, The residents should be able to use
these communication elements to achieve a
“gense of community" and to identify strongly
with the future of Ypsilanti. These devices
should be brought directly into the develop-
ment process in order that no mature citizen
who can read, hear or see is unaware of the
plans and potential the future offers, as well
as its hazards, :

2. Learning and Education. Naturally, this in-

volves the public schools and the University

“directly. It also includes all forms of adult
lcarning centers, training programs, job up-
grading, and so forth, These programs must be
related to the overall development plan, with
special emphasis on transferring present day
difficulties into future opportunities. Not
only should teachers and educators become
familiar with the development process, but the
process and the concepts of the City's future
should become a daily part of education through-
out all levels of the school system. If this
is properly done, whole generations of citizens
can grow up with a vision of a better future
and an understanding of what participation in
community development requires,

3, Health Maintenance and Carc. The cexistence of
a healthy cormmunity cannot be overstressed,
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Both preventive care and care after illness
are rcquired in all physical, mental and
emotional aspects, This will necessarily
involve the entire health profession, in-
cluding hospitals, private physicians,
clinies, and the like. 1In additiom, it
requires acquainting the populace with
what it takes to lead a '"healthy life.“
This can prevent illnesses from becoming
so serious that they require remedial
action, and thereby reduce the burden on
health care facilities and staff, It can
also assure sound community life,

and prevent ill-health from becoming a
major economic adversity. Every community
subsidizes its hospitals, its clinics, and
its health professionals, An effective
health prevention system would reduce the
number of the capital investments in these

facilities, while at the same time, increas-

ing the number and variety of health person-
nel to deal with the health problems of the
community.

Recreation., Ypsilanti is blessed with sub-
stantial park areas. These are not, however,
well developed or sufficiently attractive

to meet the complete recreation requirements
of the community. A major part of a social
plan is to assure the establishment of the
complete range of recreation services, beth
indoor and ocutdoor, and to regard these as
services rather than facilities. Such ser-
vices can play a major role in uniting the
City and the Townships and in developing a
common interest among diverse populations.

Religion, Religious functions have played

a major role in the development of Ypsilanti,
and are active in its continued operatiom.

Not only have the various churches invested
substantial capital expenditures, but in
addition, church leaders play major roles in
the improvement of various aspects of commun-
ity life. These are normally related to the
social service aspects of the City. Attempts
should be made to expand the involvement of
these leaders into the full community develop-
ment process in order that this basic volunteer
orientation can be introduced to the business-
like air of capital development.

Personal and Social Scrvices. There are a




wide range of services oriented primarily
to family living. These are seldom included
in the official planning of a community,
but they are vital to the complete and
proper functioning of the community. They
include everything from day care services
to youth counseling and consumer affairs.
Normally, these are providad by various
voluntary agencies. But, moncy comes
primarily from public sources. Thesc ser-
vices often conflict with each other, and
are sometimes counterproductive and over-
lapping. These services must be planned
into the whole fabric of the community so
as to coincide with its changing neceds
brought about by population structure
changes over time.

These basic social services, as well as others that can be en-
visioned from different perspectives, are to be included in any
overall framework plan, The specific requircments and form of
participation are not capable of being decided by an 'outsider."
However, their active involvement in the development process is
essential if that process is to be complete and fruitful. TIn so
doing, the following basic conditions will be satisfied. First,
that the community's nced for social services is every bit as
strong as its need for physical facilities--the one supports

the other. Secondly, all services will be paid for, in one manner
or another. There arc costs and benefits in social services,
just as there are in physical development. Third, the prevention
of poor social conditions is crucial to a strong, healthy com-
munity. It is more important to prevent deleterious conditions
than it is to overcome alrcady decayed ones., Fourth, social
services must be made available to all. Entry into the social
service systems of a cammunity should be easy from any point in
which the individual or the family chooses. This last point
should be stressed, The normal burcaucratic tendency of social
service and public delivery agencies is destructive and harm-

ful to the social fabric. Mechanisms are to be devised as a part
of the planning process to inerease entry into the social services
systems and to decrease restrictions and requirements to obtain
the benefits of those services.

In this effort, it must be remembered that the annual cost of
scrvice delivery is greater than the cost of any capital improve-
ment in the development process. Wheu the programs are ill-
conceived or poorly administered, then those costs exceed the

net worth of the City and become in the end, a basis for bank-
rupting a city, It is never the physical facilities that cause
these basie difficulties, but the operation and delivery of ser-
vices, To be sure, facilities can be built and constructed in
such a way as to reinforce and make cfficient operation of secr-
vice mechanisms, But in the end, it is the service mechanism
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itself that must be well coordinated and maintained. Conse-
quently, they must be planned in exactly the same way and at the
same time as physical facilities, This cannot be stressed too
strongly, .

It is not simply a matter of coordinating services provided by
different agencies, It is a matter of planning what services are
to be delivered, by whom, at what price, and in what form. That
single act, done jointly by the appropriate public and private
bodies, can do more to increase the vitality of Ypsilanti than
any other function, ' ’ '




THE PHYSICAL FRAMEWORK




Social and economic goals must be translated into a physical
plan if the deveclopment process is to make any sense, The
physical plan provides the facilities and embodies in a geo-
graphic framework the concepts of social good and cconomic gain,
The purpose of the physical framework is to guide the evolution
of the development process in response to social objectives

and cconomic means. Tt is a mechanism to assure that decisions
about physical planning and development have social significance
and are capable of implementation to benefit the nceds of
Ypsilanti citizens, :

THE EXISTING FRAMEWORK

Cities are a complex array of functions and facilities. These
have normally grown without much planned relation to each other
in ways determined primarily by the prevailing market and the
spirit of the times. It is little wonder that cities which

were once small and relatively simple in form have, in the last
couple of decades, grown to two or three times their earlier
size, and have increased in complexity beyond comprehension, .
Most Americans have difficulty in feeling comfortable about their
cities, in having a "sense of place' or a feeling of belonging.
How can one belong to a collection of separate, even conflicting,
values. A city is no longer a place, a city can no longer be a

home in the old sense of that word. Much of the spirit or identity

of the city passed with the advent of modern commercialism,

While Ypsilanti is not a very large city, it nevertheless suffers
the dilemmas of its larger counterparts. Ypsilanti has seen

the fragmentation of a once cohesive physical fabric., It has
witnessed the flight of commercial activities to adjacent areas.
In short, Ypsilanti has suffered at the same time, the pangs

of growth and the despair of obsolescence. The result of all of
this is a patchwork urban quilt with housing, commercial, indus-
trial and institutiomal facilities all intermingled with little
to distinguish the best from the worst in the City,

A simple examination of the City's land use map reveals the
great intermixture of functions, so that hardly a single area
is identifiable for a primary function any more, except for the
University., The drawing entitled "Existing Activity Areas"
indicates the overlapping of these arcas and the intermingling
of conmercial and residential funections. This is not to say that
there should be ne interrclationghip among functions, but it is
obvious from this diagram that there is very little that is
clearly a discernible "place' in Ypsilanti. It is very hard to
tell where onc activity begins and another ends. Consequently,
it is almost impossible to identify in a friendly way the key
places in ¥Ypsilanti. Certainly there is no obvious basis from
which to establish a framework for future growth and change.

These activities should be reorganized to bring together those
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functions which support cach other, and to establish development
controls which support the proper growth of major functions.
Conversely, it is necessary to separate neighborhoods from each
other, in order that each may maintain its unique character and
support that particular life style for which it was built. This
reorganization should also take into account the kinds of facil-
itics and services required to achieve the basic alternatives
presented to the Council in the Ypsilanti I rcport, These in-
clude the expansion of human services, the ability to take advan-
tage of the University in a college town setting, and the pro-
vision for a variety of resident life styles, To accomplish
these objectives, the physical framework plan consists of:

1, The assignment of major function centers
to key locations; and

9. The establishment of development zones
to provide growth control devices for
the development process.

ORGANIZATION OF FUNCTIONS

The drawing entitled "Organization of Functions' indicates a
geographic reorganization of the primary urban functions of
ypsilanti to satisfy these alternatives. This organization
has three major interconnected foci. In addition, it takes

. advantage of the Huron River basin, and orients some of the
City's primary functions to the River. Finally, it identifies
the separate residential areas and attempts to strengthen the

+ definition of those areas into neighborhoods,

The central focus is the downtown area of Ypsilanti, This is a
much expanded version of downtown. It is no longer to be viewed
as a retail-commercial center, but as a truly multi-functional
area, Downtown will have to be expanded to include 900-1,000
new housing units, all manner of commercial and entertainment
activities. It will have to emphasize offices, and cultural and
entertainment activities, as opposed to stores, appealing to

all age levels. Further, Downtown will have to be a uniquely
attractive place if it is to succeed commercially, Therefore,
its physically precise definition is essential, and its con-
nections to the rest of the City must be protected by a clear phys-
jcal transition to the adjacent areas.

The sccond major functicnal area is the luman Service Center.

As was indicated in the social plan, a major expansioa of human
service functions and facilities is required. The basis for
dealing with these in Ypsilanti is centered on the beyer Hospital
arca, This plan envisions the major cxpansion of health related
services in that area, and accompanying social secrvices which tend
to support family health in the broadest sense of that vocd, Lt
is suggested that land be aggregated in this area to bring about
those kind of functions and to allow them te work in an integral
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way with each other. In-addition, land and roadways should be
reorganized to encourage easy interrelationship between separ-

- ate entities,

The third primary functional area is Eastern Michigan University,
The University has to be viewed as a major complex of office,
educational, rescarch and cultural functions. It can no longer
be left as a blank spot on the City's zoning maps, simply be~
cause of public ownership. Tt must be identified as a special
functional zone and dealt with in the overall planming of the
City in that fashion.

Fach of thesc major functional arcas is connccted by other

unigue and intense activities. The downtown district is comn-
pected with cthe University area by an intensely developed office,
commercial and housing corridor along Huron and Cross streets.
The reason for the intensity is to concentrate those functions
which service or are related to both of the two primary function-
al arcas, and to kecp service uses out of the adjacent residen-
tial neighborhoods, Between Downtown and the Human Sexrvice
Center, is an area set aside primarily as a retail service area.
These are not human services, nor are they strictly retail- '
commercial in nature. However, there are a wide variety of
commercial services which can benefit the citizens of Ypsilanti
and the surrounding areas, These services include functions
without any precise geographic limitations, but with the similar
characteristic that they all require a high degree of vehicular
accessibility. There are many services, such as newspapers, dis-
tribution centers, laundries, and the like, which are oriented

to automobile distribution into a surrounding metropolitan area.
It is proposed that these functions be aggregated in this place
so as to be ecasily accessible to the general public, and at the
same time, have easy service access throughout ecastern Washtenaw

County. _ .

Most other area designations are self explanatory. They are
either residential, commcrcial or industrial in nature., These
nced not be described in detail here, However, special empha-
sis should be placed upon the open space areas along the Huron
River. These areas must be held inviolate to construction, and
must be regavrded as a primary resource of the City. To that
end, they are interconnccted throughout the entire length of
the City, and into both adjacent Townships. The existence of
these open spaces as a major resource for the development and
servicing of the City cannot be overstressed, These are the
single most available and valuable resource for the '"marketing’
of the City, and for the pleasure of the citizens, Failure to
take advantage of this asset from every point of view, socially,
cconomically, and physically, will result in a major loss. We
propose that these arcas be carried as a public use zene for

all the three municipalities, and funds sct aside to develop
them on a multi-municipal basis. That means that the open space
arcas should be shared with Ypsilanti and Superior Townships,
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both in terms of use, and the responsibility of their enhance-

ment.,

DEVELOPMENT ZONES

Most cities have grown haphazardly in the last several decades.
Each period of growth has resulted in new layers of rules and.
regulations, one over the other, until there is a jungle of
zoning codes, lot lines, tax assessments, ete., which make
cffective development control of the city nearly impossible,
These "zones' are all restrictive in nature, and all are aimed
at keeping the people and the developers from doing "bad things.,"
The whole eveolution of zoning was defensive in nature, designed
to keep the bad things away from the good things, Consequently,
what is missing is a structure or container of rules which en-
courages good development, not merely punishes poor development,
The drawing entitled Y"Existing Development Restrictions” rgveals
the absurd result. The lack of distinction in the present
development control regulations makes it literally impossible

to control development funds and to guarantee home owners of

the maintained value of their house, and at the same time, re-
wvard both homeowners and businessmen for maintaining and ex-
panding their investment in the City.

Our cities have been built up, utilizing all these rules and
regulations, and they are still a mess. They haven't encour-
aged the good things to happen. Our cities might be much worse
off without such regulations, but there is no evidence to that
effect, Some of the most attractive citics in America have

been built without such regulations, However, the key now is

to create a development structure which encourages and rewards
good, sound, healthy development, while at the same time, limits
the opportunities to misuse the development process,

We propose establishing development zdnes as a device to erase
many of the superfluocus and restrictive barriers, and te replace
them with clear, well organized geographic districts which will
serve as containers for control devices., These development zones
are to be determined primarily by the character and intensity

of the functional land uses curreatly in the City, as well as
those proposed to be reorganized, JFor example, residential
neighborhoods should be identificd as development zones, with
the emphasis on maintaining and strengthening the residential
character of that zone. By contrast, the downtown arca of
Ypsilanti should be a zonec capable of supporting the wide var-
iety of development and operational demands. Naturally, the

one should be clearly distinguished from the other. There
should be no question about where Downtown begins and the
neighborhood begins.

These development zones arc to be the containers for all appro-
prigte development mechanisms, including zoning- regulations,
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building codes, financial budgets and environmental mainte- -
nance operations. ‘The drawing entitled "Development '
Zones" establishes areas with different development require-
‘ments and different management needs, The numerical desig-
nation of the zones is strictly a bookkeeping matter, and has
no significance in terms of priorities. The zones are organ-
ized, however, in exact relation to the proposed functional
arcas, and are intended to identify the specific development
limits for each area, As an example, the downtown area also
has the downtown development zone. Similarly, the human ser-
vices area has a zone of its own, The primary functions of
the University, separate from its housing functions, has a
zone designating their location. '

Fach zone carries with it a basic quantification of facilities
required to attain its maximum value, It is all well and good
to identify an area as a Human Service Center or Downtown.
But, there nceds to be established, more than a general concept
for cach of these areas, a specific development plan

and program for each zone, Such plans and programs

should state the population to be served or housed; the facil-
ities required in terms of buildings, land and parking; the
capital and operating budgets required; and a timctable in
which development process is to take place. In addition,
participants in the development process have to be identified
at the ecarliest possible date in order to take advantage of
this framework, It is not the purpose of this plan to iden-
tify that program, but instecad to establish a framework within
which such programs. can be fostered by the participants in
each area. FEach zone should have, for planning purposes, a
basie description of its existing characteristics, in terms of
population; land and buildings, an estimate of its existing
capital value; and a budget for its maintenance and operation,
Based upon these, the program for future development can' be
generated, along with the anticipated increased capital value
and the associated operations budget, The following pages
indicate for cach zone, a basic statement of concept and pur-
pose, It is left for the Plamning Department of the City, the
Towvnsghip and the appropriate participants in the development
process, to establish detailed programs for each zone.

As a guide to establishing such a development program and bud-
get, a hypothetical program and budget is indicated for zone 1.
This is only an outline of the functional characteristics re-
quired. It is not to be construed as a precisc statement, but
only as an indication of the general magnitude and array of

the facilities required to service a population ol up to
120,000 people, in a cohesive urban development structure,
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Each of the development zones described on the preceding pages,
carries with it significant aspects that make it unique from
its neighboring zene. The primary functions of some zones con~
flict with uses that exist within them, But, one cannot afford
the luwcury of weakness in the rebuilding of the City. In many
instances, conflicts between decisions of the past and decisions
for a better future will arise. There arc many examples of '
this. Churches and schools built in residential neighborhoods
can easily destroy the character of that neighborhood that they
are intended to serve. The inability to establish clearly de-
fived neighborhood service zones, which can contain churches,
playgrounds, schools, etc., can result in rupture of the necigh-
borhood spirit. On the other hand, it is unreasonable to ex-
pect that a school or a church which has been located, even if
improperly, in a neighborhood will be moved., As unfortunate

as the original choice of location of the facility may be, the
question is how Lo integrate that facility into the neighbor-
hood fabric, while at the same time, not encouraging or allow-
ing further disruptions to continue by the addition of similar
out-of-place facilities,

Sometimes the converse is true, Often there is a misconception,
based upon past experience, of desirable location, which is
counter to desirable future alternatives, For example, one
would never normally think of putting an elementary school in
a downtown business district, Yet, in those instances where
this has been done, the schools turn out to be the healthiest
schools, with the greatest easc of access by the children, In
addition, those schools provide, as a rule, the best education.
While a school may not need to be downtown, there is no reason
to think of it as an isolated facility situated in a 'green
pasture,"

In like fashion, there is every reason to encourage the Uni-
versity to build in downtown Ypsilanti, as opposed to contin-
uing its outward migration into the countryside, In short, in
the unique functional zones of the City, almost every conceive
able activity, except the most greedy, is to be encouraged,

In the residential areas, only residential functiens and those
facilities that directly support that individual neighborhood
arc to be allowed., It is the combination of exclusivencss in
residential areas, and inclusiveness in the multifunctional
arcas, that keynotes the physical framework plan.

The elected leaders of all the municipalities, e¢itizen represen-
tatives, business leaders and service providers should create

a program for the major functions of the City, bascd upan what

it has now and what it should have in the future in order to
maintain a healthy city. The University should meet with the
City and other vitally interestcd parties to formulate an over-
all plan for the University areca. The same is true of the Down-
town arca. The organization of functions and the cstablishment
of development zones is the basic framework to guide the lecation
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and the magnitude of facilities to be provided through the
‘development process. The specific requirements for each
funetion and each zone are a matter of subsequent planning
by intimately involved parties.i

The way people want to live together in a community setting

is, of course, the key to the physical planning process. The
use of physical planning in development to provide opportunitics
and choices for a better lifestyle is its primary reason for
existence, and its final test of cffectivencss.

35




ASSETS AND LIABILITIES

It is often thought that the devélopment process should support
those things considered by the "community' to be its assets.
Accordingly, businessmen in a downtown area will want a new
parking garage to strengthen its viability; factory management
will want a new parking lot teo streagthen thelr bargaining

base with employees. There is, as often as not, a distinct
relationship between assets and liabilities, and oftcn the
requeésted improvement is really sought as a device to overcome
a liability, rather than to stréngthen an asset.

It is necessary to know which are the real asscts. of the urban
community, and which are its liabilities. One cannot rely alone
upon the comments of the persons affected by the development
process, for that which appears to be a liability to them may
also be a potential asset to someonc else. HMany of the properties
facing the river, for example, are in terrible coundition. These
properties are in themselves liabilities. However, the existence
of underutilized properties, which contain a high potential

for reuse, is an asset. The riverfront is an asset, the access~
bility to property along the riverfront increases that asset,

The realization of the full potential of those assets, and the
-simultancous elimination of llabllltles, is a key ingredient in
the development process

The drawing entitled "Assets and Liabilities' illustrates the
major developmental assets and liabilities of Ypsilanti. The
major assets consist of the University's primary campus area,
the whole riverfront park system, some special facilities such
as the new high school, and some portions of its underutilized
land. By and large, the principal liabilities are poorly uti-
lized and underJGVLloped lands which are not immediately adja-
cent to a facility with high development potential. These
liabilities must generally be thought of as requiring replace-
ment through the redevelopment process. It is of some interest
that in the downtown area and in the University's high-rise
residential area, both must be considered as areas wherc assets
and liabilities are of near equal value. The University housing
is a high intensity development that was established without
appropriate supportive services to sustain Its attractiveness

as an apartment and dormitory complex. Conscquently, the build-
ings themselves represent an asset, but the functions represent
a liability. Asscts and liabiliries in downtown, are mixed in
that there are scveral businesses and services in the arca
functioning properly, but there is an equal or greater amount

of underutilized and vacant space. The assets are such that

the functions performed as desirable while the physical condition
of downtown must be considered a liability in terms of the
development process,
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DEVELOPMENT POTENTIAL

The drawing entitled "Development Potential® illustrates the
factors which constitute varying degrees of land for potential
development purposes. There are four principal factors: 1) land
with a low use intensity; 2} land which is recady for change from
one use to another; 3) land which has a good orientation to de-
sirable amenities, such as the riverfront or parks; and 4) land
which has a good market reference. Land with a good market
reference is that which is located near or in the midst of an
already intensely used area, and commands the presence of an
existing market. Development actions could either strengthen
that market or generate a new market., Those areas containing
all four factors of development potential are most suitable for
develepment at this time., Those lands with 3 factors are also
suitable for development purposes, but not so highly as areas
having all four factors. Areas with only two facteors are not
suited to primary development, but may be utilized for develop-
ment of low use intensity functions.

The drawing also illustrates a sequencing of development activ-
ities, One would attempt, as a first sequence step, to develop
that land with the highest development potential, Phase 2 of

the development sequence would therefore go on the land with the
next highest development potential, and so on. The reason is
obvious: maximizing the greatest potential now increases secon-
dary potential to a higher level, making it a high potential for
Phase 2 development. Still further, the sequencing of develop- -
ment according to potential guarantees a continuation of the
develcpment process in a series of logical steps, each benefiting
from the previous one. It allows for the planned evolution of
physical, financial and secial change in the City, minimizing

the risks and inequities to the populatien, and maximizing
development potential and available resources. Careful attention
to the relationship of development projects to existing develop-
ment potential and sequence avoids the mistakes of haphazard
development and unrelated development activities.
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URBAN STRUCTURE

The development process concerns -itself not only with individual
development projects and the relationships between them, but
with the overall urban structure as well, The structure of
the city is the container of the development process. The struec-

ture governs the direction of [uture growth and the generation
of relacionships in years to come.

Very seldom have cities in the United States been planned to
guarantee a structure which assures self-regeneration through
the development process. Those cities in which such planning
has been undertaken have maintained a higher level of value and
usefulness, by and large, than those cities which have not.

In the case of Ypsilanti, the urban structure was originally
that of a gridiron pattern transversed by random diagonal
streets,all converging upon a central mercantile area. Very
little structural recognition was given its natural assets,

such as the riverfront or the gentle hills which contain the
City. In more recent years, the emargence of strong industrial
centers and of a major University complex, have been done, in
spite of limitations imposed by the original structure. The
original structure could not properly contain such changes

so as to be constructive to the development process and benefit
the City as a whole. In future years it is clear that continued
growth of these mulei-functional centers will further dismaember
the structure of Ypsilanti and render its harmenious development
even less likely, unless appropriate steps are taken.

The drawing entitled “Existing Urban Structure’™ shows three strong
centers, the downtown, the University, and the health center area,
in terms of their relationships to cach other, to the open space
system, and to the major circulation systems of the City. 1t is
clear from this that there is no overt or plannad structural
relation of these three units. The circulation system, which was
originally created to service the downteown area, and still does
so, does not adequately service either the University or the
health center area. In fact, the general growth and access
relationships of these areas are coatrary to mutual strengthen-
ing and are outward or multidirectional in nature, The downtown
arpa is attempting to grow both north and west, toward the
University and the riverfront. The university is attempting to
grow in all directions and expanding its influence into adjacent
undeveloped arcas. The health center is attempting to grow to

the north to reach Michigan Avenue, and to the west where devel-
opment values are low. There is a great deal of opportunity for
these areas to positively influence each other,

The drawing entitled "Proposed Urban structure" illustrates how
these structural elements can be more positively related to
cach other, by a concentrated effort to relate development
functions and service aclbivities hetween the downtown arca, the
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human "proceeds," however, It is much better to mot be an
exporter or an importexr of population, but to maintain a bal-
anced population structure while moves in and out continue on
a normal basis,

Profiles of the populatien structure indicate those areas

in which inadequacies presently exist., In Ypsilanti, there

has been an increasing predominance of senior citizens

over the past two decades., This indicates that many

people choose to remain in Ypsilanti after their children have
grown and left. Tt is a healthy situation that the senior
citizens do not feel they have to move out. By the same token,
it represents a possibie danger, in terms of the City's ability
to attract young families who want to pursue the life cycle of
raising a family in the City,

Conversely, the Townships are the location of most of the new
families. That indicates that there is a "competition' between
the City and the Townships for a population base. On the other
hand, if the overall population plan is considered to be a plan-
ning ingredient of all three municipalities, then it is fair

to say that the population profile for the three is a healthy -
one. It is simply that the new lands in the Township attract
young families, whereas the high service areas in the City
attract older families, or families not bent on raising children,
Naturally, that situation will change at some point in the future,
After the Townships are built up, they will no longer be able

to attract that kind of population. By this time, the City will
be substantially into the redevelopment process and will again
be atlracting young families. So, the location of lifestyles

is a matter of choice in the planning and development process.

The essence of this profile will be the variety of locations to
assure every family of a choice in how it wants to live. Can

a young family that wants to raise children live as well in

the City as in the Township? Can they have a choice between a
house and an apartment in either location? Can they have a
choice between a house and an apartment in the City, as well as
a house and an apartment in the Township? If all of that var-
iety of choices exist for all families, the chances are excel-
lent that Ypsilanti will be a healthy city; a dynamic city at-
tractive to many, many more people than it really needs. 1f, on
‘the other hand, a family finds its choices are limited only to

a new house in the Township versus an old house in the City,
thereg-is no real choice and fewer families will choose Ypsilanti.

The population profile shows that the City and the Townships

may both wish to attract young families, who either do not wish

to raise children right now but may do so in the future, or who
have just begun to raise children. If these families are attract-
ed into the Township, they have the advantage of being able to
build a house on a large lot, access to the open spaces, and so
forth. llowever, young families arc very often unable or un-
willing to make the capital investment for a housc in the early
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Each of the development zones described on the preceding pages,
carries with it significant aspects that make it unique from
its neighboring zone. The primary functions of some zones con-
filiet with uses that exist withim them., But, one cannot afford
the luxury of weakness in the rebuilding of the City., In many
instances, conflicts between decisions of the past and decisions
for a better future will arise, Therc are many examples of '
this, Churches and schools built in residential neighborhoods
can easily destroy the character of that neighborhood that they
are intended to serve. The inability to cstablish clearly de-
fined neighborhood service zones, which can contain churches,
playgrounds, schocls, etec., can result in rupture of the neigh-
borhood spirit. On the other hand, it is unreasonable to ex-
pect that a school or a.church which has been locatea, even if
improperly, in a neighborhood will be moved., As unfortunate

as the original choice of location of the facility may be, the
question is how to integrate that facility into the neighbor-
hood fabric, while at the same time, not encouraging or allow-
ing further disruptions to continue by the addition of similar
out-of-place facilities, '

Scmetimes the converse is true, Often there is a misconception,
based upon past experience, of desirable location, which is
counter to desirable future alternatives, For. example, one
would never normally think of putting an elementary school in
a downtown business district, Yet, in those instances where
this has been done, the schools turn out to be the healthiest
schools, with the greatest ease of access by the children. 1In
addition, those schools provide, as a rule, the best education.
While a school may not need to be downtown, there is no reason
to think of it as an isolated facility situated in a "green
pasture,"

In like fashion, there is every reason to encourage the Uni-
versity to build in downtown Ypsilanti, as opposed to contin-
uing its outward migration into the countryside. In short, in
the unique functional zones of the City, almost every conceiv-
able activity, except the most greedy, is to be encouraged.

In the residential areas, only residential functions and those
facilities that directly support that individual neighborhood
are to be allowed. It is the combination of exclusiveness in
residential areas, and inclusiveness in the multifunctional
areas, that keynotes the physical framework plan.

The clected leaders of all the municipalities, ciltizen represen-
tatives, business leaders and service providers should create

a program for the major functions of the City, bascd upon what

it has now and what it should have in the future in order to
maintain a healthy city. The University should meet with the
City and other vitally interested parties to formulate an over-
all plan for the Universiry arca, The same is true of the Down-
town arca. The organization of functions and the establishment
of development zoncs is the basic framework to guide the location
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“and the magnitude of facilities to be provided through the
‘development process, The specific requirements for each
function and each zone are a matter of subsequent planning
by intimately involved parties,

The way people want to live together in a community setting

is, of course, the key to the physical planning process. The
use of physical planning in development to provide opportunitics
and choices for a better lifestyle is its primary reason for
existence, and its final test of cffectivencss,
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ASSETS AND LTIABILITIES

Tt is often thought that the deveélopment process should support

" those things considered by the "community" to be its assets.

Accordingly, businessmen in a downtown area will want a new
parking garage to strengthen its viability; factory management
will want a new parking lot to strengthen their bargaining
base with employees. There is, as often as not, a distinct
relationship between assets and liabilities, and often the
requested improvement is really sought as a device to overcome
a liability, rather than to strengthen an asset.

It is necessary to know which are the real assets. of the urban
community, and which are its liabilities. One cannot rely alone
upon the comments of the persons affected by the development
process, for that which appears to be 4 liability to them may
also be a potential asset to someone else. Many of the properties
facing the river, for example, are in terrible condition. These
properties are in themselves liabilities. However, the existence
of underutilized properties, which contain a high potential

for reuse, is an asset. The riverfront is an asset, the access-
bility to property along the riverfront increases that asset,

The realization of the full potential of those assets, and the
simultancous elimination of liabilities, is a key ingredient in
the development process. '

The drawing entitled "Assets and Liabilities' illustrates the
major developmental assets and liabilities of Ypsilanti. The
major assets consist of the University's primary campus area,
the whole riverfront park system, some special facilities such
as the new high school, and some portions of its underutilized
land. By and large, the principal liabilities are poorly uti-
lized and underdeveloped lands which are not immediately adja-
cent to a facility with high development potential. These
liabilities must generally be thought of as requiring replace-
ment through the redevelopment process. It is of some interest
that in the downtown area and in the University's high-rise
residential area, both must be considered as areas where assets
and liabilities are of near equal value. The University housing
ig a high intensity development that was established without
appropriate supportive services to sustain its attractiveness

as an apartment and dormitory complex. Consequently, the build-
ings themselves represent an asset, but the functions represent
a liability. Assets and liabilities in downtown, are mixed in
that there are several businesses and services in the areca
functioning properly, but there is an equal or greater amount

of underutilized and vacant space. The assets ave such that

the functions performed as desirable while the physical condition
of downtown must be considered a liability in terms of the
development process.
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DEVELOPMENT POTENTIAL

The drawing entitled "Development Potential" illustrates the
factors which constitute varying degrees of land for potential
development purposes. There ave four principal factors: 1) land
with 2 low use intensity; 2) land which is rveady for change [rom

~one use to another; 3) land which has a good orientation to de-

sirable amenities, such as the riverfront or parks; and 4) land
which has a good market reference. Land with a good market
reference is that which is located near or in the midst of an
already intensely wsed area, and commands the presence of an
existing market. Developmant actions could either strengthen
that market or generate a new market, Those areas containing
ail four factors of development potential are most suitable for
development at this time. Those lands with 3 factors are also
suitable for development purposes, but not so highly as areas
having all four facters. Areas with only two factors are not
guited to primary development, but may be utilized. for develop-
ment of low use intensity functions.

The drawing also illustrates a sequencing of development activ-
ities., One would attempt, as a first sequence step, to develop
that land with the highest development potential. Phase 2 of

the development sequence would therefore go on the land with the
next highest development potential, and so on. The reason is
obvious: maximizing the greatest potential now inereases sccon-
dary potential to a higher level, making it a high potential for
Phase 2 development. Still further, the sequencing of develop--
ment accerding to potential guarantees a continuation of the
development process in a series of logical steps, each benefiting
frem the previous one. It allows for the planned evolution of
physical, financial and social change in the City, minimizing

the risks and inequities to the population, and maximizing
development potential and available resources. Careful attention
to the relationship of development projects to existing develop-
ment potential and sequence avoilds the mistakes of haphazard
development and unrelated development activities,
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URBAN STRUCTURE

The development process concerns +itself not only with individual
development projects and the relationships between them, but
with the overall urban structure as well., The structure of

the city is the container of the development process. The struc-
ture governs the direction of future growth and the gencration
of relationships in years to come.

Very seldom have cities in the United States been planned to
guarantee a structure which assures self-regeneration through
the development process. Those cities in which such planning
has been undertaken have maintained a higher level of value and
usefulness, by and large, than those cities which have not,

In the case of ypsiltanti, the urban structurc was originally
that of a gridiron pattern transversed by random diagonal
streets,all converging upon a central mercantile area. Very
1ittle structural recognition was given its natural assets,

such as the riverfront or the gentle hills which contain the
¢ity. In more recent years, the emergence of strong industrial
centers and of a major University complex, have been done, in
spite of limitations imposed by the original structure. The
original structure could not properly contain such changes

so as to be constructive to the development process and benefit
the City as a whole. In future years it is clear that continued
growth of these multi-functional centers will further dismember
the structure of Ypsilanti and render its harmonious development
even less likely, 'unless appropriate steps are taken.

The drawing entitled "Existing Urban Structure' shows three strong
centers, the downtown, the University, and the health center aread,
in terms of their relationships to each other, to the open space
system, and to the major circulation systems of the City. It is
clear from this that there is no overt or planned structural
retation of these three units. The circulation system, which was
originally created to service the downtoun area, and still does
so, does not adequately service either the University or the
health center area. In fact, the general growth and access
relationships of these areas are contrary to mutual strengthen-
ing and are outward or multidirectional in naturc., The downtown
area is attempting to grow both north and west, toward the
University and the riverfront. The university is attempting to
grow in all directions and expanding its influence Into adjacent
undeveloped arcas. The health center is attempting to grow to

the north to reach Michigan Avenue, and to the west where devel-
opment values are low. therc is a great deal of opportunity for
these areas to positively influence sach other.

The drawing entitled "Proposed Urban Structure’ illustrates how
these structural elements can be more positively related to
cach other, by a concentrated effort to relate development
functions and service activities between the downtown area, the
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to the adjacent portions of the City is obvious. 1t should be
quite clear when one has arrived at 'the campus.' Secondly,
the buildings on the campus have to be harmoniously related to
cach other. That is, they cannot fight or combat with each
other for visual prominence, If several buildings succeed in
competing with each other for dominance, then the campus itself
wili be destroyed.

The downtown arca is identified in urban design terms by a well-
defined edge, with internal open spaces distributed within it.
This is the opposite of a campus setting. It means that the
edge on the area is defined with buildings, rather than with
open space, and that the, primary open spaces are urban spaces
defined by the buildings themselves rather than by lawn and
trees., It will be necessary to view the future downtown area

as a more densely built up area, with spaces carved out for pe-
destrian use., In a similar fashion, the smaller commercial _
areas of the Campus Town, Depot Town, and the propcsed new shop-
ping center at the entry to the south side of town from I-94
should also be developed as physically contained areas with
interior open spaces. This is necessary in order to achieve the
desired contrast in the identification of "a place.'" These
places can be so attractive, with interior spaces so worth visit-
ing that by themselves they attract attention and increase the
potential for mercantile involvement.

The arecas connccting the human services campus with the downtown
arca, and comnecting the University with downtown, needs to have
a fairly rigid urban design character. There should be an ob-
vious physical comnnection between the urban centers by develop-
ment of buildings fairly close together, which create a "wall®
in effect. Then the entry into the key functional areas of the
City will be more distinct, and the direction from one area to
the other more clear. This can overcome the random, ragged

kind of strip commercial development that has been prevalent

in the past. This requires fairly strict control of development
on individual parcels of land between the various urban centers,
and along the Huron River. The attempt should be to avoid the
outstanding presence of one building over another, in order to
achicve a harmonious relationship of all the buildings connecting
the major urban centers. A wide variety of buildings, signs,
set-backs and spaces will be less desirable than the fairly dis-
tinet similarity of all of these buildings. That will increasc
their overall market value, and at the same time, decrcase the
environmental disparity presently in existence.

In all instances, the attempt has been to make clear distinction
between areas of commercial enterprise and the surrounding resi-
dential neighborhoods. Also, distinct attention has been placed
for the entering of the downtown area, or the entering of the
City, or the entering of the various other functions of the City.
Not only should it be clear how to get to a place, but it also
should be quite elear to the traveler when he has arrived. If
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there is no physical distinction between a residential area and

a commercial area, then one can be sure that there will be little
distinction in development values, and the nature of activities
will suffer. The merchant will suffer through loss of attract-
iveness of his store, the resident will suffer because of the
loss of residential character which tends to strengthen overall
vitality of the neighborhood. .

Properly done, the urban design statement can be a guide to the
avrchitect and his client in terms of ‘the evolution of indivi-
dual design projects. It can result in a much more pleasant and
harmoniously developed city, and a much finer environment than
will be the case if each individual effort is carrizd off in a
randoa, haphazard fashion, with no consideration for the environ-
ment as a waole, or the public at large. This natural indivi-
dualism carried to its limits will destroy the urban fabric,

and render the City a rag-tag assemblage of pieces, each screaming
for attention from the other, and each in turn robbing the City
of its potential for greatness.
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COORDINATED PLANNING FOR PHYSICAL DEVELOPMENT

It is folly to presume that the development process stops at
municipal limits. It is equally foolish to plan for physical
development only up to the city lines. The development process
transcends municipal beoundaries gquite easily and se¢ should
planning for it. In this regard the overall development plan
should be established by both function and location.

Functional planning is planning for housing development throuszh-

out the City and adjacent Townships. In a similar fashion,

planning for transportation, commercial uses, recreation facilities,
or any land use category should be done without restraint by the
limits of the City boundaries. Since financial investments will
not be limited in such fashion, neither should physical develop-
ment planning. At the earliest possible date, joint planning
ciforts should be undertaken between Superior and Ypsilanti Town-
ships and the City of Ypsilanti in order to provide for coordin-
ated development policies and plans.

Geographical location planning is a function of the location of
activities. For example: there should very clearly be a plan

for "downtown Ypsilanti," Since the operations going on in down-
town Ypsilanti also affect the adjacent Townships, and vice versa,
downtown planning should become not only a part of the overall
plan for Ypsilanti, but of the two Townships as well.

In identifying the details of specific places it is necessary

to identify what specific functions will take place, what their
building volume will be, what the costs will be to private in-
vestors and to the City, specifically what activities by way of
merchandising and marketing will take place over a given time
period.  This is true of ‘every place which has a unique function.
Unique functions in the Ypsilanti area will include the downtown
area of Ypsilanti, the University area, the industrial develop-

ment belt which is shared between the two Townships and the City,
all the recreation facilities along the Huron River and other places
which are shared by the two Townships and the City, and other speci-
fic aspects as they may arise such as "campus town,'" Depot Towmn,
etce,

It will be necessary to have a locational reference for housing
types by occupancy, density, cost, etc. It is not sufficicnt

to have 'a category which identifies only single family dwellings
vs., multiple housing. It is more significant to identify housing
by who lives in it and at what price,

Properly done, a physical development plan can be evolved which is
agreeable te all interested parties which has an easily identi-
fied rate of investment and a relatively precise rate of ¢volu-
tion. 1In this regard the amount of public investment or the
public actions required to attract private dollars will be much
more easily predictable than in the paset, Conscquently, the
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capital improvement budget should become a part of the overall

development strategy. In this way, specific dollars allocated

for public improvements can be related to dollars allocated for
private investments. ' :

An overall development plan should identify;

1. The redevelopment staging of land; the times
at which land should be either put into new
deévelopment or should be celigible for redevel-
opment, o

2. The proposed uses and densities of use for
all pieces of land,. >

3. The capital investments required to develop
land and the service investments required to
operate facilities, '

4. Special functional centers which would receive
much more design, planning and implementive
attention than would other sectors, which would
be largely left to the operation of the private
market,

The drawings on the following pages indicate various aspects of
this approach to planning. The drawing entitled "Existing
Urbarized Area" indicates land in the general area of Ypsilanti
which is already developed, and is undergoing development, and
that which is eligible for neow development under the present
method of operation. The drawing entitled "Development Values"
indicates the present cost evaluations of physical development

in the Ypsilanti area, based upon assessment of development sales
prices during 1973 and 1974,

Other drawings depicting, in more detail, various development
aspects of areas within Ypsilanti, are shown in subsequent
sections., 1In all cases, the process of distinguishing overall
development from specific projects should be maintained, the
mechanism for relating private to public dollars should be main-
tained and a balance between physical, economic and social fac-
tors should always be maintained. 1In this manner, normally un-
forseen factors detrimental to the development of a city can
largely be avoided and the fullese opportunity can be taken of
the true potential available.
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THE ECONOMIC FRAMEWORK




The test of a plan is its capacity to be implemented through the
investment of funds and the generation of revenues. A number of
hard assumptions are required in the projection of any plan in
order to make decisions to proceed. All costs and revenues must
be estimated over the 1ife of each separate project, for each
development zone and for the City as a whole. In addition,

both public and private actions must be budgeted to include both
direet and indirect costs and Lo estimate social and economic
gains for the community. Unfortunately, few developers, and
even fewer cities, have mechanisms to establish a complete bud-
geting plan of the development process. Such a plan would deal
with overall economic development of the entire city and each

of its development zones, as well as for every individual pro-
ject. In this way, the costs involved in any given project

can be related to city development and compared with the over-
all framework plan. '

An overall financial framework which takes into account

public and private actions, has been developed for building

new cities and for large scale redevelopments in one or two
large cities. Cedar-Riverside in Minneapolis and the Hartford
Process in Connecticut are the best examples, along with the new
city of Columbia, Maryland., The present capital and operational
budgets for Ypsilanti bear no imprint of the private develop-
ment process. In similar fashion, private development acti-
vities take little account of the public investments. The
strongest private interest in public capital improvement is

in rural areas, where land speculation is based largely upon

the extension of sewers and roads. :

We propose that an overall development account be prepared
which allows the City to have a complete budget of all develop-
ment activities, both public and private. A similar budget
should be prepared for each zone, and for each individual pro-
ject. In this way, the City and private interests will be able
to correlate their budgets and their plans for future growth
and change with relation to other ongoing economic activities.

Naturally, this process includes the Townships activities as
integral parts of the account, There is no accurate econocinic
model for merging accounts of the City with those of the ad-
jacent Townships. We propose to use a model escablished by the
Rouse Company in its building of Columbia, Maryland. It ap-
proximates more closely the budget intentions in Ypsilanti and
the Townships than any other tested medium. We have modified
their model to refer to the whole City, including new and
redevelopment procedures, and to relate the total development
cost of every zone and project, identifying the City's share
of burden. The budget is established over a five-ycar period
to relate to five-year capital improvement programs.
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In most current city planning, the great issues are thought to
be matters of land development. The principal questions arc those
associated with its "highest and best" use. Unfortunately,
this form of planning is often dismally short-sighted, resulting
in inadequate urban systems and services, and lost futures.

This traditional approach to land use planning requires defining
the activities to be allowed on the land, usually in terms of
building types. FEach activity type; schools, housing, stores,
factories, streets, etc., is given a different land use designa-
tfon. The intensity of these uses is prescribed as well, for
example, high rise apartmcents are distinguished from single L[am-
ily houses. This approach to planning is worthwhile, parcicular-
ly when one is trying to predict the occupancy characteristics

of land, and to make plans for appropriate relationships be~
tween different land uses, '

However, these are not the only uses of land, or even the most
significant. The primary land uses fall into three basic cate-
gories. First is consumption of the land's natural resources
for the provision of food, fuel, lumber, eélectric power, and so
forth. These are uses of the land in ternis of its basic condition
for the sustenance of life.. The proper management of land is,
in fact, a most important activity upon which several others
depend. TFor example, the existence of materials with which to
build a variety of land occupant uses depends upen the avail-
ability of natural resources and their proper farming. Viewed
in this way, the consumption of the earth's natural resources
is land use.

The second major land use is functional occupation. This simply
means that that which we have already discussed, namely housing,
factories, schools, churches, and the like all of which are
furctional land uses. These occupant uses of the land are
secondary to the primary resource use of the land but, arc a
basic category. One of the land resource uses is set aside,
namely the production of food, and in its stead the creation of
urban environments has taken place. This use, the occupation

of the land through a variety of urban functions, is a sacond
primary use of the land. ' :

The third primery use of the land is capital generation. The
use of the land as a basis of wealth and power, and the manip-
ulation of the land to alter the distribution of wealth and power,
is a primary land use. This is emphasized in Capitalistic coun-
tries. In the United States especially, the ability to buy

and sell land at increasing values, thereby assigning artificial
value to the land, is a major use of land. 'In the Communist and
some socialist countries, tand is not bought and sold, but its
control represents a form of power. The organizational struc-
ture that controls the land also controls the distribution of
resources and development functions. In the United States,

land is controlied by a control of capital investment. Fot this
reason, capital investment and capital regencration must be secen
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as one of the three primary uses of the land. This form of land
use cannot exist without either of the first two, but, by itself
capital generation constitutes a major use of land.

- Now, what does all of this mean to the role of the cities in a
world where planning has been relegated only to functional uses
of the land. Only in recent years has there been broad scale
thought given to planning the consumption of the earth's nat-
wral resources. LEven functional placement planning through-
out a city is relatively recent, but, not so late that we cannot
make good sense out of it. However, there is no planaing for
capital investment, except by private entrepreneurs who wish

-a higher return on their investments. There is no overall pub-
lic control or involvement in this third primary land use, that
of capital generation., For this reason, other forms of public
urban planning make little sense, If one does not plan at the
primary usc level first, it makes little sense to plaa at the
secondary functional levels.

The only apparent and presently useable access by municipalities
to the primary land use levels is to become capitalistic entre-
preneurs themselves,

If cities are to compete successfully with the forces which are
robbing them of their financial essence, they must bccome compet-
itive in land speculation, purchase, and ownership. There are
never sufficient property taxes genecrated to pay for the run-
ning and the rebuilding of a city. “There is also not euough
inherent value in the present capital distribution system to

make it worthwhile to rebuild the city. In fact, capital de-
pletion has already taken place to the extent where the simple
maintenance of the city is itself a liability,

However, if cities and other municipalities can begin to function
as land development entrepreneurs, participating at the outset

in the whole transfer of values on capital generation from land,
then they can begin to realize a substantial gain on those in-
vestments. With these "profits" cities can become active partic-
ipants in their rebuilding.

The idea that the whole development process can and should be
done with public participation, is a new one. It is normally
thought that the public should be held free from the "evils"

of land speculation and free from the profit motives. What is
really meant is that cities should be held free from economic
viability. There is simply no way for cities to survive cco-
nomically outside what is commonly referred to as the mainstream
of American eccnomic life. In order for citics to become viable,
functional, and to survive, they must be competitive with the
other basic financial activities in the nation. That mezans they
must become capitalistic generations of economic development,
Since the primary resource of the city is its land and its
ability to control land through various legal and tax sanctions,
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then the most logical devices for the city to use in pursuit of
economic viability lie in the area of land development. In
other words, the city should become a developer, acting Jolntiy
with private interests, for the public good.

In pursuing this course, there are several moral objectives the
city can reach, beyond the level of economic stability itself.
First, the city can begin to control where development takes
place and what kind, more directly than through land use plan-
ning and zoning alone. That in itself, not withstanding any
financial gains, is sufficient reason for the city to become
involved in development activities. To be able to control the
rate and location of pbpulation growth, for example, means also
being able to control the rate and direction of public services
extension, of school development, of shopping center develop-
ment, etc. This would mean being generally able to orient new
growth properly to existing growth rather than turning its back
on the old, as has been the habit in the past. '

Secondly, the city can through outright purchase of the land,
and its subsequent sale or lease to developers, make a return
onr its invested dollars. This return will be higher, particular-
ly if the land is leased, than can be generated from taxes

on development land in which the city does not participate.
Even if the cities do not make-a profit on the sale of the

land per sc¢, the cost of development can be reduced through
avoidance of normal land speculation procedures. In this way,
the city can sell some land at higher cost, and some land at a
lower cost, thereby insuring that development at different cost
levels will take place. Through this device cities can insure
its population access to adjacent suburban development. Subux-
ban development would no lenger be characterized as “suburban"
in the traditional sense, because the city will have developed
it, and weuld perhaps be .a participant in ownership.

Three, the city can loan money for development purposes. This
money can be gained through the sale of its bonds, much in the
same way as the MSHDA, and from allocations of the general fund.
It can be loaned to developers at rates less than what they
could achieve through a normal bank mortgage. The city can do
this in order to insure, for example, that higher income housing
is built in lower income areas, as well as to insure that lower
income housing is built in higher income areas. The city can
alse use this mechanism to guarantee that parklands will be re-
stored, or that a shopping center will go in the right place.

Four, the city can wind up owning the project at the close of
the mortgage. One of the big dilemmas of urban development

has been that once the buildings arc all used up and need to be
torn down they are owned by another brand of speculator who
acts to "milk" the property of all residual value, leaving the
city with completely consumed and often dilapidated structures
to contend with., 1f, on the other hand, the city can purchase
the land, and either sell or lease it to a developer on the
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condition that at the end of the mortgage the ownership of the
property returns to the city, the city will then be in a position
to contrel the redevelopment process or refinance the project

if there is still life in it.

Through these devices the city can participate from beginning to
end in its own creation and redevelopment and can make a profit
at doing it. Not only does the city make a profit, but the
quality of development will be higher than if the city does

not participate, There is no reason cities have to continue
holding the old position towards development., The only immoral
position a city can take is failure to take advantage of this
kind of an epportunity.

59




THE ECONOMIC MODEL

No activity in the development process is more important than
preparation and maintenance of the economic model. Based on a
number of hard assumptions, it is a projection of all the finan-
cial implications of the task, Correctly structured, it will
identify all costs and revenues over the life of the project and
it will stage these costs and revenues. It will identify the
interrclationships and effects of the various "actors™ in the
task, Public and private actiens are not mutually exclusive and
actions by the public side affect the private side; conversely,
private development activities produce definable social and
economic gains or losses for a community,

it is important to understand that an economic model can only be

a reflection of specific development proposals, A precise model
requires detailed analysis of the land, market conditions which
dictate pace of development, and careful matching of these factors
with a set of goals established for the new community to be
developed. The economic model is a simulation of how the develop-
ment process should ideally be carried out. Tt includes a budget,
a projection, a target, a discipline, and a financial plan,

The economic model should include at least three accounts., The
first is the Municipal Account, "This is a statement which out-
lines the financial proceeds to Ypsilanti from full development,
and states the City's financial commitments to the prdject. The
sccond account is the Special Community Facilities and Sevvices
Account. These facilities and services are above and beyond those
ordinarily supplied by local government., This account presents

an Inventory of the community facilities, services and added
amenities needed teo mount 2 successful marketing pace, and gives

a financing plan for their funding. '

The Municipal Account

The Municipal Account is that part of the economic model which
identifies all the preojected costs and revenues of the municipal-
ity in which the development project is to take place. It is
distinct from the Development Account which identifies the devel-
oper's costs and potential revenues,

The Municipal Account should be divided into its capital and
operating aspects in such a way as to coincide with the City's
capital and budget pracedures. The revenue side will identify
potential real estate taxes given current rates at the existing
assessment ratio and other revenues such as local and state taxes
and state and federal grants., Real estate tax revenues can be
adjusted and analyzed to account for special tax abatements which
support below-market housing to mect housing goals.
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The Municipal Account will reflect the public position vis-a-vis
cach project arca at any point in the development process. The
format and major components are shown on the following pages.

Community Facilities And Services Account

The Community Facilities and Services Account deals with costs
and revenues related to providing social and personal amenities.
Tt is as important and integral to community development as the
Municipal or Land Development Account. It is the sare kind of
identification of costs ‘and revenues and their interrelationship,
but it deals with the quality of community life in a very gpecial
way. It describes what the guality of life forv people can be.
The provision of a special array of community facilities and
services provides not only a superior human environment, but also
sets an atmosphere for social innovations which are not likely

to happen in conventional development patterns. To insure a
palanced community, it will be necessary to provide a superior
environment that compares favorably with any available in the
metropolitan areca for the population the City hopes to attract.

However, the creation of an amenity package and a service system
might not be politically feasible if the source of funds for these
services and facilities were to come from taxes to which all of
the residents of the City had to contribute. One way to deal
with this is to establish a community association with its own
economic model to facilitate the basic goals of a particular
community, and at the same time, function in an economically
sound fashion. The financial plan for such an association iden-
tifies those who pay for the amentities; who will end up "owning”
the amenities; what should be the mechanism for the transfer of
physical amenities after they have been built and how to insure
an on-going cperation.

This social account will show its investments phased in such a
manner as to induce a successful pace of commercial, industrial
and residential develepment while at the same time, meeting the
needs of the population within the project area. On the next
page is the format for the facilities and services account. It
is estimated that producing a full economic model for a particu-
lar community might require 6 to 9 months and $15,000 to $20,000,
which is a part of project development costs.

Land Development Account

The Land Development Account is really the "entrepeneur' st
account. It is a reflection of the basic analytical studies of
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the site, allowable zoning, infrastructure costs to be incurred

by the developer as opposed to infrastructure costs to be incur-
red by the municipality, market conditions, and political realities.
The Land Development Account staggs all the costs which the devel-
opment entity will incur and all revenues it hopes to generate

for its own account over time. It does so within the prescribed
framevork of established goals and market conditions and realities,

In the value creation approach; the Land Development Account
will veflect the capture rate based on current trends plus the
extra market that can be attracted through a balanced community,
It is this added market potential that is the incentive for
developing a better community. In this same way, the job market
is estimated. In doing this, jobs which are truly basic to the
metropolitan arca must be identified. Added to these are office
jobs and other commercial 'employment that taken all together
give the developer the basis for projecting a housing profile
that has a basis in reality.

Infrastructure costs must be estimated and staged in conjunction
with the expected pace of development of the various elements

of the housing spectrum and commercial segments of the develop-
ment process.,

Real estate factors such as land prices and market acceptance

for the various housing types must be identified. Estimated
procecds from residential and commercial development should be
staged to reflect a rational pace of development. Projected sale
proceeds must be shown to be sufficient to retire the debi that has
been, and is being incurwved, for land and infrastructure costs,

Planning, management, and marketing costs must be anticipatéd
and staged. Other developer costs such as maintenance of un-
developed land, tax payments (if any) and special land sale
discounts for specific development activities (contributions
for school sites, low and middle-income housing, etc.) should
also be reflected.

The "bottom lines'" of the Land Development Account will then
indicate the cumulative net position of any point in the proposed
development process and identify such significant economic factors
as the peak debt and the year in which it occurs as well as the
estimated turn-around point. The magnitude of the financing and
estimated interest costs are then readily available. A "financing
ratio’ (the ratio of the present value of future net ravenuc

flous to debt) can then be estimated for any point in the develop-
ment process and particularly for that point at which the peak
debt occurs. It is this financing ratio or coverage which will
determine the availability of financing for working capital and
front-end money necessary to undertake comprehensive community
development. An illustrative format is shown on a following page.
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MUNICIPAL ACCOUNT -- CAPITAL COSTS

L1974 1975

197

Basic Tnfrastructure Costs

Grants

Treatment Facilitics
Trunk and Lateral Sewers
Storm Drainage System
Water System
Roads -
Walkways

Gross Sub-Total

Net Sub-Total

Public Transportation

Rail Link

Bus Stations

Buses

Irternal Public Transit System
Gross Sub-Total

Grants

Net Sub-Total

Parks and Open Space

Metropolitan parks
City. parks

Neighborhood parks
Open space reserve

Sub-Total

Cultural Tacilities

Libraries
Museums

‘Sub—Total

Educational Facilities
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Elementary Scheools

Middie Schools

High Schools

Community Colleges

Universities
Sub-Total

197




MUNICIPAL ACCOUNT -- CAPITAL COSTS (CONT'D,)

1974 1975

1976 1977 1973

Health Facilities
Hospitals
Community Clinies
City Clinics
State Clinics
Sub-Total’

Other Major Public Facilities
Police Stations
Fire Staticns
Postal
Sanitation/Maintenance

Sub—To;al

Total Capital Costs to City
Costs Within Debt Limit
Costs Exempt from Debt Limit
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MUNICIPAL ACCOUNT II -- OPERATING EXPENSES

1974 1975 1976

Population Reference
Assessable Base Reference

Expense Budget Revenues
Real Estate Taxes Potential
State Aid
Federal Aid
Service Revenues
Project Revenucs
Other Sources

Total Revenues
Tax Abatements for Low-Income

TQtal Revenues After
Tax Abatements

Expenses Before Debt Service
Net Revenues Before Debt Service

Debt Service

Net Revenue Flows
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INVESTMENT ANALYSIS -- UNITS AND DOLLARS

s

1974 1975

1976 1577 19738

Units/§ Units/$
Population Reference

Housing {du)
Single family units
Apartments

Total.

Qffice Space (sf)
Commercial Space (sf)
Rental Space
Industrial Space (sf)
Other

Totral

66

Units/$  Units/$ Units/$




COMMUNITY FACILITIES AND SERVICES ACCOUNT

1974

1975

1976

1877

1978

Population Reference
Assessable Base Reference

Revenues from Special Assessment
Operating Expenses Before Debt Service
Debt Service Facilities

Total Operating Costs at..

Net Position at End of...

Facilities Capital Costs
General Cpen Space ‘
Developed Parks
Community
Facilities {e.g.Meeting Rooms,
Child Care Facilities, Swimming
Pools, Tennis Courts, Etc.)
"Pedestrian Systems
Internal Public Transportation
Other Facilities

Total Capital Costs
Average Annual Level of Expenditure

General Operating Expensés
General Administration
Community Centers
Community Service
Recreaation Administration
Youth Programs
Nursery Day-Care Centers
Maintenance of General Open Space
Maintenance of Developed Parks
Operation of Swimming Pools
Miscellaneous

Total
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LAND DEVELOPMENT ACCOUNT FORMAT

) 1974 1975 1976 1977 1978

Land Developmont Costs
Land Acquisition
Opctions
Leases
Purchases
Sub-Total

Basic Infrastructure Costs
Treatment Facilities
Trunk and Lateral Sewers
Water Lines
Power Lines
Streets
Gress Sub-Total
Project Administrarion
Management
Marketing
Administrative Facility
Sub-Total
Maintenance of Undeveloped Land
Taxes, or In-Lieu Payments
on Undeveloped Land ]
Total Costs Before Financing
Financing Costs
Total Costs with Financing

f

LAND SALE PRGCEEDS

Residential Land
Single-Family Detached
Townhouses and Garden Apartments
Mid-Rise Apartments
High-Rise Apartmert s
Sub-Total
Office Land
Retail and Other Commercial Land
Municipal Land
Institutional Land
Industrial Land
Total Proceeds

Net Cash Pesgition
Cumulative Cash Position
Significant Economic Factors
CEstimated Peak Debt
Estimated Turn~Around
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PROTOTYPE FINANCING MODEL FOR URBAN REDEVELOBMENT PROJECTS.

The following is a preliminary report concerning the manner in
which a development team might organize and finance an urban
redevelopment project. It assumes economic feasability of the
project, i.e. the availability of land (at the right price)
and tenant-occupants, and a markef to be served., It assumes
further, a projcct in which the city will construct a parking
structure and a few major tenants will take substantial space.

A, General Considerations,

Before considering the various techniques for raising cap-

ital, it is wise to set a prospective for yourself, from which
to view the project, I suggest the following: what you and your
client, the City of Ypsilanti want is creation of a new shopping
center mall to serve and promote the eity.. You don't particularly
want to manage the center, nor are you motivated by consider-
ations of return on capital, such as a private investor might
be, What you wang, then, is a scheme whereby you attyact maxi-
mum capital (by way of equity investment and loan) maintain
control ¢6f the project up to completion and then delegate man-
agement to a competent entity. This is consonant with basic
real estate investment considerations which might be used to
attract equity capital i.e. cash return and tax shelter. Your
client, (as a tax exempt entity) cannot use tax shelter. But
tax shelter, just like rents, bricks and mortar, can be sold

and used to attract the necessary and needed deollars to pay for
the preoject.

You should keep in mind that in competing for deollars, your pro-
ject can offer some.unique advantages, to-wit: city cooperation,
capital and perhaps tax abatement, the prudent use of which could
free up and increase cash flow to investors, or be ploughed

back in the form of low rental to attract business-tenants.

You should keep in mind, as well, rthat the period of construction
offers great tax losses (called soft money) so that the owner-
ship entity should be in existence by the time work is commenced.

B. Model.

I am going to establish some givens which T will use hereafter to
illustrate what I say. Assume, thervefore, for illustration
onlty, that the following facts apply to your project:

1. Total cost of project: $9,870,000.00
2. Available first mortgage funds: 8,000,000.00
3. ELquity need (1 minus 2}): 1,870,000,00
4, Projected income: 1,4310,000.00
5. Projected expenses: 365,000.00
6. Free and clear cash {low (4 minus 5): 1,045,000.00
7. Dbebt service on first mortpage: . 760,000,008




8. Spendable Income (6 minus 7): $ 285,000.00

9. Depreciation allowance {(per annum): 400,000.00
10. Soft Money (deductable from construction): 8,000,000.00
Il1. Price on sale-leaseback of la&nd: . 1,410,000.00
12, Land rental (per- annum): 159,500,00

As you can see, your problem is: How to raise your equity capital
of $1,870,000,00 (line 3) without over-diluting your projcct.

" What you have to sell in order to raise this capital is: a)
$285,000.00, your cash flow, b) the ability through tax-abatement
to increase this sum considerably, c) immense tax losses during
construction and thereafter.

C. Conventional Financing.

You obtain $8,000,000.00 in loan capital and either put in your
own- $1,870,000.00 or syndicate and sell interests to investors
for the $1,870,000.00. This gives you all the dollars you need,
but puts a terrific burden on you, i.e., raising $1,870,000.00
from private investors. You don't want the city to put up this
money because the city can't use the tax losses and you would

be abandoning one of the values you have for raising capital,
Thus, you must organize the deal so that the equity injected
comes from persons who can use tax loss and cash floy and you
mus t sell $1,870,000.00 worth of such investment,

D. Sale-Leasecback.

This involves selling the land for $1,410,000.00 (line 11)

taking a long-term lease back on the land and retaining owmership
of the improvements to be constructed on the land. In this way,
you retain control of the premises as long-term tenant, you
reduce your equity requirements from $1,870,000.00 to $420,000.00
($1,870,000.00 (iine 3) minus $1,410,000.00 (line 11) ) and re-
tain ovmership of the depreciable assets thus retaining the
ability to sell tax-loss plus cash flow (now reduced by the
rental on the land).

The thing to keep in mind here is that yeu are maximizing your
markets for the land and for the tax losses, and thus minimizing
the effort necessary for raising equity capital.

E. The Development/Ownership Entity.

This entity should be one which can pass through the tax losses
te its owners, i.e., a general or limited partnership. The
entity should be established prior to commencement of construc-
tion and can be composed of: a) Local investors and/or potential
occupants for the shopping mall; b} Bigger investors (looking
for a return in capital and tax loss and not necessarily being
local or potential shopping center occupants; ¢} a developer
entity which will syndicate this package and use its position
therein to obtain other funds for other similar projects.

% As usaed herein, the ter. "syndicate™ means the investment of
capital by passive inve: cors,
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F. Adenda.

City options necessary land and plans project. Developer locates
sources of equity and loan capital, and in so doing makes sure
that lenders and sale-leaseback investors needs are consistent
with city's plans and specifications. Developer syndicates,
purchases options from city, contracts for sale-leaseback and loan
funds, developer contracts with city and other tenants for shop-
ping center lease. Developer constructs and afterwards hires

manager.

Developer can leave syndicate open to investment by city and/or
other tenant/occupants-who may wish dual capacity and/or mortgage
lender/land lessor.

The developer, who would be the general partner in a limited
partnership, could be two corporations one of which could be
Urfban One. : ”

Attached are schedules descriptive of and alluding te facters to
be considered in projecting the ultimate project.
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[Note ~ Schedules utilize hypothetical but reasonable figures.|

SCHEDULE 1 - Basic Project Data

I. Type of Center -
Department store; national and/or local; mall, enclosed or open, etc,

2. Tenonts = : - -
National Department store - 165,000 square feot

Local Department store - 90,000 square feet
Small stores - 175,000 square feet
Total leasable area - "’ 430,000 square feet

3. Location -
X acres in downtown Ypsiianfi at intersections of

(other descriptive data)

4. Developer -
Description of development, scheme, team and entities.

5. Summary of Financicl data (from schedules 2 and 3)
a) Cost and equity requirement -
(i} Projected cost - $9,870,000,00
(ii) First mortgage - 8,000,000.00 (82% -8
(i) Equity needed ~ ' -
[(i) minus (ii) 1,870,000.00 (18% +)

b} Summary Cash Flow -

(i) Projected income $1,410,000.00
(i) Projecied expenses 365,000,00
(iii) Projected free and clear cash flow
[() minus (i1)] 1,045,000, 00
(iv) Debt service [8 3/4%, 30 years, 9.47
' _ constant] 760,000,00
(v) Spenduble lncome [{iii) minus {iv)] 285,000.00
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SCHEDULE 2 - Estimated Project Cost

$560,000.00
1,475,600.00

1,800, 000.00
1,050, 000.00
1,450,000.00

460,000,00

740, 000.00

575,000.00
tion

1,270,000.00

____470,000.00
$9,870,000.00

I. Cost -
a) Land cost (6% +)
b) Land Development (14% +)
¢) Construction: -
National Department Store :
' (15% +)
Local Deportment Store
(10% +)
Mall Stores (14% +)
Mall HVAC (4% +)
Mall Store Allowance
7 1/ 2% +)
d) Overhead:
Architectural, legal,
enginzering (6% +)
e) Firancing (including construc
foan interest (13% +)
f} Contingency (7%+)
Total cost:

2. Capital Structure
a) Cost,
b) First mortgage {82%+)
c) Equity Requirement (18%+)
FHa) minus (b)) _ B
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$9,870,000,00
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SCHEDULE 3 - Estimated Income and Expenses

1. Income -

[Notea;

National Department Store (16% +)
Local Department Store (12% +)
‘Nationul or rated Mall stores (4% +)
Local Mall stores (15% +) -
Other {11% +) -

B Total income::

all leases have tax ond operating escalotion;
all leases have % provisions in excess of hase rent of
$70.00/square foot for National Department Store cmd

$57.50 / square foot for local depertment storel

2. Expenses -

Real Estate taxes $165,000.00°
Insurance 17,000.00
Building Main-
tenance 22,000.00
Merchants Asso- o _
ciation 21,000.00

- Management 49,000,00
Common areq 81,000.00
Misc, 10, 0C0.C0

Total expenses

3. Summary -

Income (1, above) - 1,410,000.00
Minus: Expenses (2, above) - (365,000.00)
Lquals: Free and Clear cash flow 1,045,000,00
minus: ({mortgage debt service) (760,000.00)

Net spendable cash:
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237,600.00

164,000,00
644,000, 00
216,000, 00
148, 000. 00

$1,410,000.00

365, 000. 00

285 ,000.00




SCHEDULE 4 - Land Leaseback: SQm-nory of Basic Terms

I, Financing: Land Leaseback, subordinate to first mortgage for $8,000,000.0C0
2. Property: Shopping Center project
3. lessee: : Public interest investment group (piig) which has assembled land for

purpose of bulk sale, leascback financing, only includes local people

and/or first mortgageeor fee landlord wishing equity position; should

be in tax qualified limited partnership form,
4. Amount to be raised on sale/leaseback: | $1,450,000.00

5. Cash Flow available for land rental on sale/lcaseback:
a) Potential Income (Schedule 3)
b)Y Vacancy allowance
¢) Income [(a) minus (b}
' d) Exnenses (Schedule 3)
e) Net Income prior to debt service [{c) minus {d)]
f} Debt service
g) Net spendable cash before land rental {{e) minus (f)]
h) Annual lond rental (11% + on $1,410,000.00)
i) Net income after lond rental [{g) minus (h)]
(Spendable dollars and cushion)
(Nct spendable income (line g) = 1,69 x land rental, a good rcho)

6. Proposed Capitalization:
a) First mortgage (82%)
b) Land ledseback funds (13%)
¢) Equity requirement (5%)
d) Total cost .

7. Comporison of equity requirements with and without land leaseback financing:

Vithout land leaseback:
“a) First mortgoge (829)
b) Fquity requirement (18%)
c) Total cost

With land leaseback;
a) First mertgoge (829%)
b} Land leaseback funds (13%)
¢) New Equity requirements (5%)
d) Total cost
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The foregoing was an example in the operation of the develcp-
ment process with cne or two of the mechanisms of the City invol-
ved., It can be seen from this that the same process can be '
applied to housing or any other aspect in which private money
mipght normally be involved.

Suppose, for example, that a parking garage is built as a por-
tion of the overall development din the project previously de-
scribed at a cost of some $2,000,000.00. If that $2,000,000

was raised by the sale of City bonds, the City would have an
obligation for that $2,000,000, plus the retirement interest

on the bonds and operating costs are involved. Suppose this
parking garvage were built on a lease guarantee by private devel-
opment for $2,000,000 cost. At this point, the City is still
obliged only for a $2,000,000 project, a higher interest rate
and, of course, for the cost of operation. But, the effect has
been to QtLract $2,000,000 of private money, leaving the $2,000,000
of City bond money avallable for another purpose, perhaps within
the same project, now making it possible to have spent $4,000,000
on the project, rather than $2,000,000, with at least double the
return. In addition, property taxes would be generated if pri-
vately developed. If the City were to lease the land for the
garage, then rent would also be paid the City. This approach to
econonic development through physical development makes it
possible to capitalize on a limited number of public doliars and
to expand the liability for investments beyond the present con-
fines of the City and its local investors. Of course, the City
could, at any time of its cheosing, set up an arrangement whereby
it resumes full ownership of the parking garage and, of course,
the responsibilities for ownership that go along with it.

The point to be made here is this: If a group of businessmen,
merchants, property owners, would-be investors and a developer

are to be able to take ‘fullest advantage of investment potential
in ¥Ypsilanti, then the creation of a device, a land-holding

trust, a foundation, a syndicate, or whatever the form, must be
created which will allow their combined efforts to be greater than
the sum total of their individual efforts and, at the same time,
allow shared development between public and private enterprise,

It is in this fashion that funds preseatly not attracted to
Ypsilanti will be attracted at a very rapid rate,
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OVERAL], DEVELCOPMENT STRATEGIES

OQur work in Ypsilanti began with an exploration into possible
futures for Ypsilanti--what it could be and what the attendant
costs and actions would be in order to accomplish each of these
possible futures. The City Council and Administration decided

to embark upon a multi-Faceted future which would place the City
of Ypsilanti in a far better financial and service position than
it presently is and would maintain responsibility and authority
for city development functions in the hands of the City Council.
To this end, we were instructed to proceed with the development of
a framework plan and implementation of strategies which would
facilitate the proper rebuilding and maintenance of ¥Ypsilanti,
and the creation of a posture for City Government which would
allow it to meet future challenges in a constructive and positive
Way,

Naturally, this entails development of strategies for the acqui-
sition and use of funds, for prescribing actions by gevernment,
and for fostering good relations between public and pfivate
sectors. Ve believe that the best procedure is to establish a
fiscal position which would enable Ypsilanti, through the times
ahead, to remain financially self-sustaining, and at the same
time, to be able to control its redevelopmant efforts by control-
ling the financial mechanisms of the development process itself.
Failure to do this would result in an increasing dependency of
Ypsilanti upon outside resources, which the present city govern-
ment seems unwilling to do. The strategies we have evolved
depend upon meeting the following basic criteria:

First, all possible funding sources should be identified and
approached in such a way as to make investments in Ypsilanti
much more attractive than would normally be the case. Secondly,
the City should control the flow of capital development dollars,
and the dispensation of environmental services. Third, the City
should be viewed as a business operation, with clear costs and
benefits established at the broadest cconomic and social levels.

these three criteria requiré the City to become intimately in-
volved in the development process and to view this involvement
with au eye toward "making money," attracting funds either for
direct cash grant expenditures by government, or by private in-
vestment.  In any event, the intent is to increase the overalt
cash investment in Ypsilanti. This further involves establishing
a working relationship with areas outside the City where similar
financial investments are likely to occur which may directly
affect Ypsilanti. The primary objective then is to establish

(1) an overall plan by which these funds and resource allocations
can be identified and (2) mechanisms by which they can be govern-
ed.

The strategies identified here deal with government and private
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funds simultancously, with overall social and political structures,
and with the overall planning and development process. These
strategies are recommended in the following pages within these

»

three areas of interest.
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JOINT PLANNING

1t should be obvious to those aware of the development process,
that fragmented efforts and discontinuous projects can never

lead to a well planned community, The present financial and
physical condition of Ypsilanti and of the emerging Townships
reveals the best that can be expected from the piecemeal approach
to community develeopment.

The present cfforts of Ypsilanti and Ypsilanti Township to
establish joint planning are laudable, and to be encouraged

at every chance. But, these efforts must be vastly expanded
from planning to include the whole development process for the
greatest rewards to be gained. The key issue is ‘the understand-
ing of community development as an ongolng process, nob an
ohjective or an end. It is the whole process that is important
in joint planning.

mhere are several excellent examples of the cemmunity develop-
ment process in action in the United States. These include
Columbia, Maryland, Reston, Virginia; Jonathan, Minnesota;
Cedar-Riverside, Minnesota among the best. Each of these has in
common joint planning of the entire development process, uti-
lizing a complete development team appreach,.

The next steps to be taken in joint planning are:

1. Joint agreement on development policies
and areas.

- 2. Joint agreement on an economic development model.
3. Joint establishment of a community development team,

‘We supgest a series of intensive work sessions to take these
steps in 1974. We recommend two three-day work sessions, with
limited discussion objectives, and spaced at two week inter-
vals. These sessions, called charrettes, can be held in
Eastern Michigan University facilities, with a session mcderator
to hold to the session topic., Each workshop should be staffed
with experts in the selected subject area. The result of each
workshop should be an agreement for jeint effort in one of the
key areas of community development.
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COMMUNITY DEVELOPMENT ORGANIZATION

The City should establish, or cause to be established, a com-
munity development organization capable of initiating and com-~
pleting all types of facilities. The existance of a vaviety

of separate builders and developers docs not meet the requirements
of comprehensive community development ox redevelopment., Nor 1s
it possible to create a full development organization from the
prescntly existing separate parts,

The objective of establishing such an organization is to under-
take the development of whole communities, including housing,
schools, parks, shopping, roads, etc., as a compfgte entity.
This implics the crcation of new communities in the adjacent
Township, and the redevelopment of communities within Ypsilanti
to contain all the advantages of new ones. This involves plan-
ning, financing, designing, building and marketing on a vastly
expanded scale over present development activities.

Such a development organization would be especially well suited

to the redevelopment of downtown Ypsilanti., Its financial capacity
and development skills would be sufficient to undertake such
difficult tasks.

The proposed development organization would require the following
ingredients:

1. The setting of goals and priorities by joint public and
private sector participants in order to assume propevr
yse of public funds and reasonable returns on private
investments,

!

2. The ereation of a highly skilled development team, with
responsibilities to both public and private ageucies, The
team approach to land purchase, planning and design, legal
responsibility, financial endeavors, and marketing and
management is essential.

81




COMMUNTITY MANAGEMENT ORGANIZATION

Set up 4 community management and maintenance organization
which will manage and maintain:

1. All public facilities _ .

2. All facilities jointly developed wit
public and private funds

3. Any private facilities capable of con-
tracting for management, marketing or
maintenance services

A major aim of establishing such m organization is to bring
about a mechanism capable of maintaining whole areas, such

as downtown Ypsilanti, the public park system, oOr residential
neighborhoods. This will bring about supporting activities
not possible when cach businessman nust maintain his property
as well as run his business, It sets up an organization which
will see to it that both commercial and residential areas, and
public areas, are fully maintained to avoid blight and decay,

and to encourage full use.

Further, such an organization would manage the appropriate sup-
porting actions. In residential arcas that could mean day care
centers and supervisory recreation. In commercial areas, that
could include marketing, advertising, special street bazaars,
baby sitting services for shoppers and property management for
merchants, including rental services for vacant properties.
Such an organization could manage canoe liveries, fairs in

the parks, and historic home tours, all to the general improve-
ment of the environment and its use, :
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FINANCIAL AND ECONOMIC STRATEGIES RELATED TO DEVELOPMENT

Normally, a municipality or privaﬁe concern looks for sources
of funds with which to undertake the development of their city
or their projects. In the case of city governments the view is
gencrally toward larger forms of goverument, such as the State
~or Federal govérnments. This has not been unrewarding in the
past, particularly in regard to matters of redevelopment, when
such orpganizations as the Department of Housing and Urban De-
velopment have made available grants or low interest loans to
build housing, various public works and in some cases, even
commercial facilities and parks. Unfortunately, this means
that the city's development posture must be related to the grants
the Federal Government is willing to dispense, whether or not
the needs of the city are met.

Attempts were made at the cutset of this Consultant's work to
attract Federal dollars into the City of Ypsilanti., This was
anticipated to he largely more controllable here than elsewhcre
since the City had, at that time, & much better financial posture
than de most cities and was not totally dependent upon Federal '
and State governments for its very operation. However, as time
goes by and the physical facilities of the City grow older, and
its tax base weaker, this enviable situation will not persist,

It was also pointed out to the City Fathers that the very act of
becoming dependent upon outside governmental resocurces surrenders
a certain amount of autonomy not only in the development process,
but in the very operations of the City, itself. Since quite often
to receive Federal or State dollars for capital projects one must
earmark service dollars to support theose projects which often
means robbing service dollars from other activities which may

be more rewarding to the City.

It is our recommendation that the City attempt to attract all
manner of dollars, Dollars by themselves are not generic: but,
whether they come from the State, the Federal government or from
private sources is not the significant issue; the relationship
they bear to local dollars is the significant issue. If a cash
flow can be generated to the positive benefit of the City, then
the City will be well off regardless of the source of those
dollars, within moral constraints of course. This should be

seen very clearly as a competitive mechanism for operation by the
City of Ypsilanti with other cities and with adjacent municipal-
ities, not necessarily the Township. That is to say, if the City
ol Ypsilanti effects a positive cash flow it must be understood
that this will be done because another ecity has a negative cash
flow. This is the nature of the economy in the United States

and has to be clearly understood, In effect, what this means is
that the City of Ypsilanti must undertake "capitalistic" activ-
ities. It must seek to make a profic upon the services it deliv-
ers and particularly those related to the development process.
This will require a vastly different approach to development

than has been the case in tha past. Tt will mean, among other
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things, that the City must become involved in all forms of
development projects and in various stages and cannot wait

for approval alone. It must, in effect, initiate development
projects of its own and with its own resources in such a way

as to attract investors whether private or publiec. This 1is
part of the normal business of a free enterprise system. In
this regard, City government must become an active agent in a
free enterprise system. The méchanisms for doing this are sim-
ple--the techniques are not simple.

The mechanisms include:

Establishment of a land-revolving fund separate from the capital
budget in order to make funds available to invest in development
prejects. Of course, the fund will be compensated from the pro-
ceeds of the development activities. Secondly, the City will

of necessity want to become supportive of overall development
plans so that its investments can be protected. That will require
“the development of such a plan in order that the investments
make sense and have the support of the City in such a way that
private investors may feel secure in follow-up investments.
Third, the City must be able to participate in land-ovmership
and turnover as an active participant with the developer in
implementing any or all projects. ‘ :

The specific acts which the City should be prepared to perform
include:

1. The purchase or optioning of land for later sale,
assignment or lease for development purposes.

2. The waiving of property taxes for specific periods
of time in return for guarantees of investmenc
by those contrdlling properties.

3. Willingness to sell and lease-back facilities
in order to insure the cash flow of development
processes within the confines of approved projects.

4. To make available bond money to developers for
construction purposes at low interest to overcome
the high interest rates charged for interim construc-
tion financing.

5, Being an active investor in public interest
development corporations in order to have a
constant return on the dollars invested.

6. Be prepared to become the owner of a project at
the end of its mortgage life in order to avoid
the effects of speculation which occur at the
end of many projects, and alsc to avoid having to’
undertake such projects as urbanmnewal in the
future in order to gain land that has to be cleared
aftor the project life is ended.




There will be other actions the City will be disposed to taking as
time goes by, but these constitute the basic actions which a city
should be able to .take either individually or in concert. Given
that these actions are possible by the City, it becomes far
casier to attract private investment capital into a redevelop-
ment situation, particularly if it is into a project the City has
officially declared it intends to support. If the development
process can be speeded up, or at least unencumbered by the remov-
al of unnecessary constraints, which is discussed in a later
section, private dollars will follow public dollars invested in

a ratio of 3 or 4 to ¥, at a minimum, and as much as 8 to 1 at

a later+level of maturity of the project. The following dis-
cussion sets out an example of how this process works and the
dollars involved in a typical project. An example of how this
process works and the dollars invelved follows,
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There are limitless tasks to be performed, and dozens of ways to
approach each one. Perhaps that accoeunts in part for the appar-
ent confusicon about what steps O take toward the future. To
attempt even a simple list of recommendations on each task would
be a monumental, wasteful, and a misleading effort. There

are three crucial areas, however, where energies should be fo-
cused to make possible the broadest benefits from the actions
taken. '

First: public and civic leadership must be jointly established
which recognizes Ypsilanti's citizens as worthy benefactors of
leadership efforts. ‘ '

Second: City government must take the lead in rebuilding Ypsi-
lanti, instead of waiting for Federal dollars and mythical
private "initiative."

Third: Ypsilanti's future must be marketed--"sold"--to its citi-
zens and others who might become citizens.

Without these bold steps, or others as strong and purposeful,
there will never be a resolution to Ypsilanti's development
needs. Those needs are matched only by the positivé, productive
and creative future promised by meeting them, Following are
several specific proposals for action. These proposals arc
intended to identify the magnitude of required actions, as well
as their character.

ATTITUDES

Develop a "plan” for Ypsilanti that the people know and under-
stand--a plan in which all can find a place for themselves, and
which developers can comfortably meet. Make sure that this
"plan'' is presented in simple terms to the general public every
year, in the press, in the schools, and wherever education is

a part of life. 1f properly done, a new cutlook--an anticipation
of better things to come--can be fostered in Ypsilanti, With an
attitude that the future can be great, prevailing Ypsilanti
leadors could take bold steps to rebuild the City with the
support of the people. '

BUREAUCRACY

The exercise of responsible lecadership in the creation of a
development policy and plan, and the withdrawal of public
ngupervision' after policy decisions have been made can drasti-
cally reduce bureaucratic intervention in the development
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process, The first public roles are to determine the policies

to be met by development, and to check the results to make sure
legal standards are maintained. This can best be done by limit-
ing the time for project involvement by city departments, and by
allowing private interests to use a variety of means to comple-
ment ot join publie policy., Of course, develeopment policies

are required to describe physical, social and economic policies
tions, The essence of this proposal lies in a "hands off' pos-
ture by the city once its policies are being embodied in develop-
ment projects.

DEVELOPMENT FUNDS

" Several actions can be taken by the City to increase the flow

of development funds to Ypsilanti. They all require recognition
that older cities are in competition for public and private de-
velopment funds with new suburban areas where develepment is easy
and cash returns are more direct,

First, establish a Land Revolving Fund, out of, but separate from,
the general fund, with which to buy, option or develop land,

The best results of using such a fund can be found in joint
ventures with private developers. The fund can reduce the first
cost burdens to developers, by using fund monies to option land
while zoning and other approvals are obtained, The fully ap-
proved land is then transferred te a developer who veimburses

the city and pays a fee of 5 - 7% of the project returns for the
city's assumption of his burden. The benefits of this action '
are:

1. The attraction of funds by the removal of a barrier re-
quiring a disproportionate amount of '"front" money in
elder cities as compared with suburbs,

2, A '"profit" is generated for the city, which can be used
either to enlarge public development rescrves or pay
for municipal services,

3. By exercising land control the city can determine who
the developer will be and conscquently what the develop-
ment will be., ' :

In addition, laws permit the use of such funds anywhere within

the United States. They are not limited to city projects. The
city could, for example, buy a ski mountain in the north, with

free access for Ypsilanti residents and paid access for others.
The city could also participate in housing in the suburbs, re-

tirement villas in Florida, and factories in Georgia,
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The City should act now to establish a lang revolving fund of
at least $1,000,000, ang increase it by $5,000,000 eaci year
until an operating fund of $100,000,000 is attained. The
anticipated ratio of private funds to be attracted by this fynd
is twenty to ong, or $2,000,GO0,000. Naturally, the fund is
self-regenerating, resulting in a constantly renewing attrac-
tion for private funds,

Second, the City can make available its bonds on selected pro-
Jects for use as interim construction money. The bonds are
sold usually ag 4% to 5%%, at. which rate the City must pay
teturns. Construction loans on preferred projects could be
placed by the City at 7 - 8%, rather than the 10 - 14% charged
by commercial banks,. Thisg substantial savings to the developer
would make Ypsilanti projects more attractive--and the City
could make a "profig,

Third, the City should bring legal action against, the State of
Michigan to require affirmative action in the approval of land
plats. Federal law forbids any state or local government from
perpetrating racial segregation, either directly or de facto,
The State of Michigan gives official sanction to suburban de-
velopments, many of which ecan he proved to be racially segre-
gated, and therefore in violation of federal law, The dction
would request an énjoinment of further plats until an affirmative

action element could be devisged. This would affect ailil suburban

platting, and subsequently, all further suburban development
until the element ig inserted into the Plat Act. Since develop—
ment funds cannot remain unused it is probable thas at least

& substantial portion of such funds would be diverted to central
City redevelopment efforts, where platting is not reguired,

This device, designed by Detroit attorney Paul Green, could do
mere to establish a constructive balance between urban and sub-
urban development than any other single activigy,

DEVELOPMENT CONTROL

'Zoning regulations and the building codes are the primary devel-
opment controls used by Ypsilanti. The best form of larnd control

is ownership., The Teorganization of ownership patterns is the
largest single obstacle to urban redevelopment, Jg is the basig
of urban renewal, and a cauge of financial Immobility, The City
should buy land, as already described, and then lease rather than
sell to private developers. Most developers do nor require
ownership--they need only the assurance of land control for the
life of rheir investment. The advantages of such an arrange-
ment are; :

1. Land rents in excess of the tax returns on the
land if it were brivately owned,
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2. Reduced pressure on private development funds to
recover land costs at the outset of the project,

3. The City automatically regains land control at the
end of the projects' life--without urban rencwal,
Such a device could be particularly useful in the
purchase of downtown parking lots, which have re-
latively high returns, and low Ltaxes.

Property taxes are & major device Ffor controlling land develop-
ment. In Detroit, the land is taxed at 10% of the property
assessment, and the development on the land at 90%. State law
permits local municipalities to provide tax abatement, if it is
in the public interest. Tax abatement is currently applied to
subsidized housing on the basis of 10% of gross ‘income rather
than the property tax which equals approximately 25% of month-
ly rent. If tax abatement were applied to downtown parking lots,
for example, the returns to the City would increase fifteen
times, on the average, over present tax returns. This would

be a morce equitable tax on property, which generates sound re-
turns, and would increase the desirability of converting parklng
lots into development projects,

MAINTENANCE

The principle difficulty faced in maintaining urban properties
is the lack of a sound framework within which to work. Code
enforcement has been offered as a mechanism to overcome this
difficulty, but it is abusive and restrictive. A device is needed
which encourages a variety of approaches to maintenance, and
rewards them all., Such a framework could be provided by Main-
tenance Specifications, developed by the City, as actions which
can be performed for desired results. Such specifications would
he used as instructions or guides for maintenance. An incentive
to their use would be compliance with a Public Work Speciflica-
tion, the results of which are tax exempt.

ACCOUNTABILITY

Throughout this section reference has been made to various ac-
tions by the City. Some clarification needs to be made about
vhich aspects of the '"city" are to be responsible for develop-
ment actions, and how they are to be held accountable., The key
lies in distinguishing between development planning and imple-
mentation. Those who plan from within public agencies ave seldom
sensitive to the developers needs. Conversely, developers sel-
dom take the time to 'plan' their projects as fully as is neaded.
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There results an area in which a vacuum exists--in which neither
the public planner nor the private developer ventures. Very
1

often, projects "die" for lack of planning and development
continuity; and no one is faccountable [V

To overcome this problem, some form of Public Interest Development
Organization should be established with the assignment to jolnt-
ly develop projectsﬁéccording to the policies established in

the City's plan. Such an organization would be responsible to

the Mayor, the Council and public iavestors, but not to other
public agencies. It would also be free to undertake all mnnner
of joint ventures with private entities, and with other public
agenciecs such as the Michigan State Hous ing Development Authority.
" Its onity function would be to assist in the rebuilding of Ypsi-

lanti.

A Land Development Trust should be established to expand the
resources of the Development Organization and to encourage
participation from every person and entity in Ypsilanti in the
redevelopment process. Such a Trust would sell stock in the
Organization's projects at, for example, ten dollars a share.
Everyone could cwn a piece of Ypsilanti. The dividends paid
on this stock would be considerably less than.on a traditional
mortgage, In addition, these kinds of resources are virtuaily
unlimited in quantity. Even movre important to some, shares of
stock could be rraded for services or needed commodities such
as land, buildings or trees. This is a way for the people to
share in Ypsilanti's growth.

These are, of course, only a few of the alternatives available

to Ypsilanti in meeting its housing needs. Whatever the final
form of actions to be taken one central objective should be
maintained--to make Ypsilanti a true city of choice for all
people. It is irresponsible to predetermine what those choices
should be. It is instead the role of government to provide the
tools with which each element of society can choose its own life-
style. Perhaps in this way, Ypsilanti can overcome 1its reputa-
tion as an "almost city" and achieve a new stafus as the 'people's

eity."

Finally, a community management organization should be establish-
ed to assure the highest quality of environment maintenance and
property management. This organization could also be able to
advertise the Ciry, lease vacant space, and assist in all mercan-
tile activities.
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