CEB STRATEGIC PLANNING GUIDE
December §, 1997

Excerpts from the Memorandum for creation of the CEB

Meeting the needs of local communities through a performance-measureed, customer-driven
philosophy and a cross agency approach.

Other programs, old and new are similarly beneficial to local communities. These programs,
however, form an overly complex, categorical, unworkable, and ineffective response to the needs
of distressed communities.

I herby direct the Board to review these programs in order to ascertain how we can make
the entire Federal effort more responsive to the needs of distressed communities.

In addition, with respect to existing programs, identify and make available, to the extent
permitted by law, funds from those programs for use in implementing the strategic plans of
the designated EZ/EC communities.

a) identify additional legislative mandates that further the goals and objectives set forth in this
memorandum and develop recommendations for further action;

b) identify legislative mandates that may be impeding State and local governments from meeting
goals and develop recommendations;

c) consult with the Board on the exemption of regulatory mandates.

I _Federal Programs

A.) Preference Points:
1.) List of all FY98 Discretionary NOFA’s
2.) Target key programs to EZ/EC

B.) Technical Assistance/Agency Resources
1,) List of Resources
2.) List of Program linkages

C.) Waivers
1.) VP/CEB coordination



1 C .

A.) Federal CEB/Interagency Taskforce
1.} kntra-agency TaskForce
2.) Regional CEB

B.} Agency toEZ/EC

1.} Conferences

2.) Mailings

3.) Satelites

4.) Flash Faxes

5.3 Conference Calls

6.) Regional Staff meetings

CYEZ/EC to Agency

1) Conferences

2.} Performance Reports
3.) Site visits meetings
4.) Phone calls



CONSENSUS OF IDEAS FROM EZ TEAM
FOR 6 MONTH STRATEGIC MANAGEMENT PLAN

OVERALL PROGRAM MANAGEMENT AND COORDINATION

CER: 4 role of the Office of the Vice President
% relationship to DPC and Reinventing Government
. ¢ management role for designating secretaries, Cuomo and Glickman
- / 4 appointment of senior staffer to run CEB
. , [ ¢ re-appointment of senior member agency representatives to CERB
«f/p ¢ limited CEB agenda:
7 - agency resouTces
- regulatory relief’
~ programmaltic )
\ Interagency
- 4 Agency program areas
¢ Labor Force Development/Job Continuum
4 Welfare Reform
¢ Brownfields
# Sustainable Development
# Franchiging’
¢ CRA
# Fannie Mae Freddie Mac

%h ¢ Information dissemination to agencies on current status of zones
@ Re-establish ties with EC’s and other agencies

Special Projects
+ Ed Tech

# Determine Tax Incentive Impacts
« Treasury
- IRS
<« Designees .

¢ WOTC
~ Special EZ/EC information initlatives
- Generalist events and reporting
- Coordination with Labor
_~ Additional eutzeach;‘pmm{moa mqmmments Flash
- Capturing the resuits ) .
.. = Expanding the WOTC-
Legislative strategy


http:infmmatlo.fi

Task Force
& Joint Task Force with AG to mirsor the CEB

¢ Siaff appointments with CER'
Functions:
- Walvers
- NOFA's

HUD Program Management Structure
& toospeent Role frv o
¢ Location: CPD or HUD secretary
¢ CPD Office of Community Empowerment
# CPD Office of Empowerment Zones
& Secretary’s Office of ..

4 HUD Field Office Responsibilitics
- CPD
- Secretarial Representatives
HUD Management Issues

. ¢ Section 108 Shop: EDI focus for EZ's

4 Performance evaluation @W‘e\nﬁw
{ Con Plem ‘

Generalists 9 Roles and Responsibilities

~ current role

- area of coverage
~ Round 1§
- Future



TECHNICAL ASSISTANCE

# Provision of zone specialized TA
4 Report on what has been delivered: resules
. % Areas of Need

- Business/Private Sector outreach strategy

- Benchmarking and Performance cvaluation

- REP's and contracting .

- Conflict resoultion; board development; negotiation

¢ Ficld office TA

¢ Availability of assistance from ICF/ Aspen
4 Nexus lettery

4 New Task Order ander IQC

. CHAMPION C(}m{UNI_TZES

4 Making the Strategy and reality

@ Clarifying mailing universe

$ Provision of TA

# Updating on-line NOFA information - the AG contract
1s expiring and plans are needed to maintain the
sysiem on a daily basis

+ Regulatory decontrol (waivérs) policy and responses
to requested submitted during application phase.

¢ System for capturing "best practices” .
¢ Establishing a Champion Community demonstration
program with state of New Jersey.
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GAO Report  # Public release Jan 20th
- press conference; stratégy

-
they M6
# Completion of 1996 reports

. drafting/editing

¢ Getting Field office Reports

Annual Performance. Report

Q“Raiea'se of Reports
~ timing with GAQ report
<= all 72 reports

# Process

- continuing designation ieﬁers

- meetings

- policy for letter of concern
- - TA follow-up strategy
- troubled city list {public)?
- role of generalist! CPD office
- incorportation into library/city by city

¢ Programmatic
~ Issuing Designee 111stmct10ns.’gu1dance
- Reviewing/révising reporting format
~ Clarifying role of field offices
- (iRPA Benchmarks

e

-

Performance Benchmarks

‘#® Updating the process

+ Relation to QOUTCOMES : GAQ cvaluation
* Private sector models

¢ Reporting requirements

® Designee evaluation of projects

# Strategic planning and benchmarks

¢ Incentive: performance grants

# Role of generalists, CPD field and Task Force
4+ Timing and format .

$ State's role: clarification Sy



Federal Program’s Update: or expanded

¢ Update with contact names and numbers
¢ Include state resources

# Include outside resources

¢

- Performance Assessment

¢ Status Rockefeller: second round
¢ Coordination of PW/Rockefeller and ABT effors

Business Guide

4 marketing section
4 how to guide for business investment
" # how to guide for Board development with businesses

Best Practices .
# Update and final edits
¢ When to publish”
¢ Use with Round 1?7
¥ Distribution: mail
intermet \
conferences {White House)
models
award ceremaony

Library
¢ How to maintain



¢ President’s Budget submitted in Feb
® Coordination of legislative policy
" -OMB/CEB/DPC/HUD and AG

¢ New applicants vs EC's.SEZ's and BEC’s
- weight of cuarrent performance reports
- admistrative funds-
- goveérnance structure in strategic plan
~ boundary changes

¢ Congressional Strategy

# Preparation of Application outreach Strategy
- PIGs
--Congress
- Potential Applicants
- - Guidehooks
- Conferences
- role of genermlists .



OQUTREACH
# Academeic Institutions
* PIG&
- US conf of Mayors
- National Governors
- Urban League

~ National assn of Counties |
- NICE: new PIG

4 State run orgamzations
4 Foundations

L
& Press release: matlings
- performance reports
- best practices .
- white. house conference
- BAO 1eports

¢ EBvents Scheduie
Communications

# Newsletter . ,
® Home Page: Web Page
® EZ/EC Flash (expanded outreach)
¢ Mailings

¢ Sutellites

- Business outreach to privatg sector (marketing your zong)

- RFP’s and contracting

Conferences/Seminars/workshops

) # White House
4 Regional

¢ WOTC: 1ax incentives
¢ Generalist meeting
9 Regional meetings
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m Where do we want to go?

, Goals
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‘m How do we know when we get

®m Critical Success Factors
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® Where are we now?

B Current Performance
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B What must we do to get there

?

Plan
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How will go about doti



m  Facilitate community economic development that
o Creates businesses and jobs
o Provides access to capital

m  Establish sustainable community development activities that improve:
o Public safety
¢ Family and youth programs

“ 0 Education and health

o housing/infrastructure

m  Create community based partnerships that strengthen
o Governance structures
o State and local government relationships
o Private sector and non-profit involvement

m  Develop a strategic Vision for Change that
o Coordinates strategy
o Employs benchmarks

o Evaluates results
Office of E2/EC DRAFT /10487 FOR INTERNAL USE ONLY



® The community is méaningﬁally mvolved
m Performance benchmarks are established for communities

& Private Sector, foundations, and other non-governmental entities are involved
m Communities are linked to the Information Superhighway

m Communities receive technical assistance that produces results

®m Performance is measured and improvements are made continuously



— Human Capita
- Housing and Infrastructure
QOffice of EZ/EC DRAFT 1/10/87 FOR INTERNAL USE ONLY
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| Strengtfls

| W Weaknesses | B
- Program is fully operational and - (Governance structures are
is being implemented in way that complex
reflects the spirit of the Initiative. — Neighborhood residents are not
- Program has broad support among “well organized
stakeholders — Real empowerment is not widely
— Resident participation is understood or universally
significant in most communities supported
— Conflict, where it occurred , was ~ Benchmarking process and
over big 1ssues performance reviews provide

incomplete measures of outputs
and outcomes



a lOpperténitieiss

— Success results are occurring and
can built on

— Technologies can enhance positive
change

— The Secretary-designate strongly
supports the program

Office of EZ/EC DRAFT 1/10/87 FOR INTERNAL USE ONLY

- Real change is an inherently slow
process

- Organizational conflicts,
intergovernmental relations,
contracting and procedural
practices

- Major economic downturn

— The Congress loses interest in the
Initiative



» Prograril maﬁz;.gel;nént
m Community Empowerment Board - roles, relationships, staffing
W Interagency - roles, relationships, activities

®m Task Force -roles, relationships, activities

m HUD operational structure

- Location of program oversight and management
— CPD field office staff
- Generalist liaisons

Office of EZ/EC DRAFT 1/10/97 FORINTERNAL USE ONLY




Management Considerations

CeB

Other
Agencies

HUD

EZEC
Ccommunities

0B210001.py1



Program Activities

What must we do to get there?
How will we go about doing if?

CDBG Communities

e oesder TR



mA

®m General Accounting Office Report

® [ndependent Assessments and Evaluations

m Stakcholder Perceptions

Cffice of EZ/EC DRAFT 1H0/97 FOR INTERNAL LISE ONLY
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m Provision of Technical Assis

m Analysis of Need

] Assistance Performance
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= HUD Com:munlty Cennectlens Web§ Sité
= Best Practices

W Library

®m Business Guides

= Conferences, Meetings, Seminars

m Newsletters and General Communications

Office of EZEC DRAFT 1/10/97 FOR INTERNAL USE ONLY
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m Tax Credit Workshops

- Empowerment Zone Employment Tax Credit

- Work Opportunities Tax Credit

- State and Local Workforce Employment
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m Preparing the for next round



m Mini strengths, weaknesses, opportunities, threats assessment

- Issues to be addressed

m Planned results and measurable products

to be taken

1018
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- Schedule
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- Organ
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EZ/EC Priority Review

REVIEW OF CURRENT ACTIVITIES

In late October, the EZ group met to discuss one year prionties. The group set a number
of goals, in each of the areas listed below. While we may now want to reassess those goals, they
are presented here by way of background::

1. Reorganization:

Goal: Move from central support system to regional support system (ie from task force to
generalists): The purpose was to provide visible service to cities, with a local advocate to access
ta, fed resources {program help, flexibility, funds).-

Status: all generalists hired and in-place except for NYC. Cities appear to be very satisfied with
the level of support from generalists.

Who: Vilmain/Patlis create field system.
Selvaggi reorganizes task force.

2. Develop One Year Plan: Accomplishments for Each Zone

Goal: one year plan (or city summary) for each city, focusing on 1} visible accomplishments:
ie,business/jobs, housing neighborhoods, and other activities, regardless of source (ie title xx,
private, other federal, etc) 2) federal support (technical assistance, flexsbility, interagency issues).
These one year plans serve as the blueprint for organizing efforts of generalists and feds in
supporting cities implementation, as well as providing raw material for marketmg and promotional
efforts.

Status: Plans/summaries have been prepared for each city, w1th more recent generalists providing
their summaries this week.

Wheo: Generalists

3. Technical Assistance:

Goal: Ensure delivery of requested TA to zones, expand to EC's.

Status: TA acti\}ely underway in numerous cities. Has been expanded to EC's, improving federal
credibility in those cities. Regional conferences reaching every EC held.

Who: Julian



ignature inttiatives:

Goal: focus was fairly narrow on creating CD bank and labor initiative.

Starus: cd bank mode! concepts developed, imtial buy-in visits to target cities; concern abows
fleshing out model and implementing on schedule.. Labor agreement to create 600 new jobs in-
four zones is being drafted. Other fed agency signature initiatives left to CEB.-

Who: Donchue, Glaser, Pryde

5. Marketing:
Goals: newslener, video, signs, banners, accomplishments stories, psa'’s, marketing TA.

Status: second newsletter underway, video, signs and banners in production, psa’s written, first
version of accomplishments stories available, TA done at conferences and some site visits,

Who Finton

6. EZ Oo-line/Conununity connectons:

Goal: get communities on line, increase available info, conduct dialogues.

Status: all software has been purchased and distributed, first chat has been held.  Significant info
15 on line, still need to increase info available on line, specifically maps and NOFA info.

Who: Started with Teresi; Hinton, Priest and Glaser have pitched in. Need to get conplan group
on board to do map connection, Task force program group needs to increase NOFA info.

7....Development of stakeholders lists

goal: a comprehensive list of players in each community for use in mailings, relationship building,
happy zones.,,

siarus: completed for xx commumities.

Who: Patlis, generalists, aspen.



8. Waivers;

goal: create task forge waiver team, clear ez requests, clear ec requests, issue waiver report..
srrtus, ez requests cleared, ec requests not. No waiver report. Judi Gold from WPR has been
spearheading for CEB, she recommends replacing certain task force staff, sheryll is working on.

Also recommends mis system be upgraded 1o track waivers,

Who: judi gold, selvaggifeeb

9 Fed funds:

goal: identify 1996 fed funding preferences, track competitive announcements and feed info to
communities, issue report.

stsus: 1996 funding preferences tentatively identified, preferences through 1995 identified, stll
no tracking system for funding announcements.

who: selvaggiftask force/ced

10, Evaluston:

goal: contract with program evaluator, design and begin fieldwork,

sterus: evaluator selected by price waterhouse, field work not yet begun,

wha: glaser, PW

Goal: Develop series of events in each zone tracking the one year plans. Disseminate for cabinet
use.

status: event suggestions have been developed for most zones, made available to Terry/Trish for
AC use; events stiil need to be augmented and t:ed to accomplishments, still need system for
circulating to cabinet if AC doesa't do.:

who: vilmain, patlis



12, Benchmarking, Monitoring, Reporting:
Goal: Complete benchmarks and sign MOAs, develop reporting system.

Starus: MOA's signed in all but 4 cities. Benchmarks completed but varying qualities, and many
communtiies need addendums. Reporting system drafted.

Who: Priest, Sclvaggi

13. Reporiing System
Goaf: Manthly reports for Secy/WH, Real Time Updated City by City briefings; summarizing

visible accomplishments
red flags

news tems

TA

Scheduling

Waivers

fed funds

Status: City by City's in draft for big 12,

Who: Patlis/Generalists/task force



NEXT PHASE

The primary goal we set at the beginning of the winter was to gain control of the program, which
we had essentially lost to the civil service task force. The activities of the last ninety days have
created the infrastructure to operate in each of the cities with people who report to us, to respond
to the cities with assistance and information in order to establish our own credibility, and to begin
to collect information for our marketing efforts. Assuming that this infrastructure now will take
fewer resources to maintain than it did to create (which is debatable), the question now is how to
reallocate resources to greater effect in the limited time remaining this year,

Reallocating Resources for the Next Nine Months
Some things we need to continue to do, some we haven't tried and should add to the agenda, and

some we should deemphasize at this point, Using the template proposed by Andrew, with one
additional category (and recognizing of course that there is some overlap):

1. "Running the Program”

a. External;
i. Generalist Operation

Current Goals:
specified visible accomplishments
visibility in the cities/relationship building
responsiveness to commurities
local promotion
troubleshooting
pressure to produce
information gathering

Proposed changes: } GD

SR

Who Current: Vilmain, patlls(

ii. Technical Assistance

Current Goals: Active delivery of EZ and EC specialized TA to support
visible accomplishments/troubleshoot

s

Proposed Changes:

Tar

___-""'___1—-.—'



2.

Who Current; Potter
i, Evaluation

Current Goals: Performance Evaluation by Rockefeller
EZ Book

Proposed Changes:
Who Current: (laser
b. Isternal
Curreat Goals/Functions:
Performance and Benchmark Review
Monitoring )
Waiver/Fed Funding Administration
ED108 Adminstration
Administrative Backup: mailings, reports, records management, etc.

Praposed Changes:

Who current: Priest/Selvaggt/Task Force

Private Secior Leverage
Fourndations
Current Goals: unciear
Proposed:
Who current: Cashin/Levy
Business Groups
Retail
Service
Financial
Current Goals: Unclear

Who current: Cashin/Weiss {in theory)

Labor



Carpenters
Current goals: agreement for 500 jobs this year
Proposed changes:

Who current: Donahue

Parks
Current Goals: unclear
Proposed changes:
Who current; unclear
Other?,
3. Federal Signature Initiatives
a. HUD Initiatives:
i. CD Bank
Current Goals;
Op Ed Piece
Academic Piece
Model
2~4 "banks" up by Sept 30,
Proposed changes:

Who current: W (0%

ir. Early Childhood
Current Goals
Competition = Excitement

Proposed changes:

Who current: priest



b. Other Federal Agencies:

Current goals:
Need to review agency by agency, but in general;
EPA: brownficlds
Educatiom: TA
VP: wire schools

SBA: One stop shops
/?éi“ Qther activity appears minimal / {ﬁ

Proposed changes:

Whao current:  CEB/cashin

4. Marketing/Communication

a. Marketing Current goals:
Publications

Mailings ,(6
Video é\(\
Accomplishments \i

Press support/response 6

Signage

Proposed changes:
Who current: Hinton

b. Communications Current Goals:
EZ Chat
Internet/Maps
EZ Flash

Proposed Changes:

\

Who current: 7

ey
il
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IX.

CONTENTS

OBJIECTIVE AND GOALS

1‘
2»
3.
4&
5‘
61

Jobs/Business

Visible Change/Housing

Zone Signature Projects
HUD/Federal Signature Projects
Computer Maps/Communication
Reinvention/Federal Partnership

GENERALIST ROLE

A,

B,

c'

. R

III.

Iv.

Overall Responsibilities
Priority Assignments

1. a) First Year Accomplishments
bj One Year Game Plan
i. Zone Tour
ii., TA package
iil, Calendar
iv. Local Marketing Plan assessment
v. EZ/EC 180
¢} Marketing Plan
2. EC Responsibilities
3. Cutreach
4. ConPlan/Internset
5. Pederal Reinvention
6. Technical Assistance
ajEd’'s
BIEC’s
7. Weekly Reports and Conference Calls

Generalist Timeline

Generalist Regions

NATIONAL/LOCAL MARRETING PLAN

A,
BD
C.
Dt
Eﬁ

tienexral Ubjectives
Marketing Tools
Hedia Strategy

EZ Mailings
Audiences

TASK FORCE REORGANIZATION

A, Background
B. Proposed Staff
C. Pransition Concerns



V. REPCORTS
VIi. BZ/EC MASTER TIMELINE
VIi. ATTACHMENTS: ‘

~-Weekly Report Draft Format
~~Technical Assistance Reports



TABLE OF CONTENTS
EZ/EC TEAM
"ONE YEAR PLAN"

A ASKEOREEINEORGANIZATION

Task Force Reorganizalion Memo
Task Force Exit Memo Guidsalines
Task Force Sample Exit Memo
Task Force Status Report Form
Task Force Memos

Job Description

Regions Memo

Hiring Memo

Generalisis Weekly Report Form

Generalists Sample Weekly Report

One Year Game Plans: Cleveland and Philadelphia

TA Grid

TA Process Memo :
TA Summary by Date and City
TA Money Spent to Date
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Public Relations Memo




REBORTING (DISSEMINATINGIAND
MONIFORINGINEORMATION

Tom Teresi Memaos
- PW Lotus Note Memo
Hinton Memo
Monitoring Memo
PW Project Management Memo
Task Force Sample Weekly Report
Task Force Information Systems Memo
Task Force On Line Memo
Task Force Performance Memo
Task Force Federal Funding Tracking Memo
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Conference Schedule
Conference Agenda
Conference Letter

Benchmark Update Memo
Sample Benchmark Summary for CEB

Waivers Update Memo

GUETOETHE CEDIEIEUD STARE
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e

Task Force CPD Memco



Cisneros Memo

Walt Rostow: Nat’l Security Advisor to Lyndon Johnson:
Urban problem is #1 National Security prablem

Loss of Jobs and buying power

Fear of ¢rite and street tensions

racial and income isolation

Broad Community Empowerment Strategy: broader than urban
children

Schools

Jobs

Appropriation’s bills: Cuts in 777

Republican cuts of programs for vulnerable people and distressed communities are the weak spot
in the Republican juggernaut of tax cuts and stringent balanced budgets

Mayor’s are focused on What works and are less partisan and ideological in their govemning style;
their capabilities, priorities and constituenceis deserve Federal attention.

Argue for community specific and place based; not for overarching Federal initiatives that are
geneval,

Caution from some to not embark on an “urban” strategy because it will mark us as OLD Dems
and identify us iwth the cities/minorities constituency . We should wait, ...

People know that things are profoundly wrong in cities,
Practical solutions.. "values”

Impressed with the Chamber’s of Commerce and regional planning organizations; that have
reached acreoss the lines to discuss urban decling and mter-racial dialogue.

Leadership to tackle the problems: based on values of work, responsibility and opportunity,

CHILDREN / SCHOOLS AND JOBS

What is possible with existing initiatives and legislative environment.



WHAT WORKS?
1.) Feds can not lead local communities: Let communitigs lead

Need Fed § to fil the gap and push a marginal project to feasibility. To achieve public goals in an
ecoNOMIC strategiy,

Fed role must be emtreprenueunal. Respectful of local vision and focused on results

2.} Stand by the grassroots

focused eivic and personal moral commitment.

Transform schools; strenghthen policing; reform health systems

medical centers, urban universities, regional community colleges, utility companies, churches and
schools are the powerful institutions that offer the building blocks foir jobs and the best hope for
CviC staying power.

- 3,) Urban residents can handle the focus on responsibifity

Acknowledgment of reciprocity

A good school: study and homework

safe streets: help police

job: fatherhood responsibilities

public initiatives must address personal and moral challenges of urban life
structure and discipline of work and community

4} Don’t forget the Mayor’s and the cities
Devolution to states, governors.

Must work on a relationship between the cities and the states,. any deviolution must have
participation and vision from localities,

11.) Broader Community Empowerment Effort
Al) Jobs, Jobs, Jobs
link inner city residents to new jobs and the metropolitan economy

CD BANKS
CRA REFORM



EZ’S
EITC

Reduced capital gaing tax rate for taxpayers who invest in a “comnunity revitalization”
investment,

rec: Capital Gains tax releif to artract capital for community revitalization efforts which could be
defined as equity or debt investments in financial intgrmedianes whose prupose it would be to
provide capital to qualified businesses located in distressed areas.

Metropolitan Opportunity

1.) Rebuild the base of jobs in the city

2.} Link residents to the jobs: job generators of the suburbs, airport complexes, industrial parks,
office centers, beltways ans loops, research parks, and “edge cities”

£0% of new jobs 80-90 in suburbs

Couanect poor urban residents to the rising tide of economic growth

Housing Mobility; reverse commuute;’ fair housing enforcement, suburban employer alliances,

training partnerships.

B.} Tax Base

City boundaries and tightly limited; narrow tax base

City Assets; Brownfields city land which can be reclaimed, renewed and can regenerate the city’s
tax base

environmental protection and economic revitalization overlap

Rec: Brownficlds TAX CREDIT

Large tracts of moderately priced homes to attract back the middle class

Housing and homeownership

Foderal citing: 1976 Executive Order encouraging Feds to use historic properties

€.) Children

HHS: Strong Foundations: 0-3 Safe Pagsages

Rec: Create Incentives for states and localities and school districts to pool portions of existing

block grand funding streams to create safe passages structures and involveemnts for young people
growing up in distressed commuuities, CONTINUUM OF CARE



{create a bonus fund and streamlined audit procedures $o as to give states and localities an
incentive to pool parts of what are otherwise separate funding streams,
D} Schools

Condition of city schools determine the destiny ... people flee the city when they no longer can
tolerate the condition of the schools.

Title 1
Crder and Safety is a precondition for a conducive learning environment,
Gangs and walking home from school

Weed and Seed type of program siwht DA’s | Middlesex County... Community Policing for
Schools

Charter Schools : privately run publicly financed:

DC proposal 10 have major institutions: Library of Congress, Nationa! Science Foundation,
Smithsonian to establish charter schools

C

DCProposal: Low mod families will be eligible to apply for scholarships at moste local private
schools. Public schools funded by earoliment

E.) Scourge of Drugs:
Gangs and Drugs: safety to live
F.) Metropolitan Approach:

Boundarigs; racial and economic isolation;
False jurisdictional and political hines

Rec: Incentives 10 regional shaning of responsibilities: mass transit, housing, taxes
Tie Federal funding to unified regionsa! budget

Rec: States, Hartford region 29 wowns “fair share housing porgram. . state appeals process

Rez: Countiis and Regions! forums: County Gov't
Carry burden of Health and Welfare:
County Housing policies on Affordable Housing in Mong. MD

Ree: Urban region is the true economic otganism which participates in the national economy and
competes globally is the urban region. . jurisdictional lines and city suburb distinctions have nio
relationship to the unique role that Boston or Miami play ia the world ¢conomy. Boston:
education based Cleveland © machinary. . Seatle and Pacific rim trade Dallas and Southwest
distriburion...



111, Federal Gov't in Places

problems are place based

locel leaders are place based

jurisdictions are place based

Feds, heirarchy ..., specialization,,

MAKE THE CEB WORK IN PLACES

Rec: Local Federal functions to a local governance structure or contract to help local
governments,

Flex funding . .myors could be given the authority to flex funding between disparate federal
programs : education, housing, ¢d, transportation, job training 10 enable z laser focus on local
prionties.

Meld Departmental funding streams to create a sum of locally flexible money
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SURT: The Role of Reinvention in the Adpinistration’s
 Conmunity Empowarnment strategy

DATE: November 21, 1995

We have been working with OMB, NEC &nd DPC on comstructing a
community empoverment strategy that could be unveiled in the FPY
1997 Budget and the State of the Union. It has becone .
increasingly apparent that such a strategy, 4f it is to be
neaningful and effective, should extend reinvention to the .
fedural governuent’s relationship with States and communities.
The attached paper attempts te set out the logic for the federal
role in a community empowverrpent strategy and putsz forth a series
of reinvention options for us to consider.

Attachzent
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COMMUNITY EMPOWERMENT STRATEGIES

A. NATIONAL IDEALS.

i

Sustaied sconuimic growth with low inflation is the
foundation for an efiective national community empowerment
strategy, because without such: growth the private sector
cannot produce enough jobs to grow and sustain a strong

middle class; and to budld strong neighborhoods, towns and
clties.

A growing sconomy alone does not antomatically reach gl .5

Americans. Without targeted public investment, evea a
Looming national economy can leave many communitics

untouched and many Americans mired in poverty and
disflipsionment.

Addressing opportunities for all Americans is inportant to
aur ability to compete and succeed in the global economy.
We cannot-belp individuals unless we aiso strengthen their
families, thelr neighborhoods, their comanmities and their
schools, Our pational ecomony is increasingly a system of
metropolitin regional economies which need cconomically
vital central citiss to thrive, The destinies of metropolitan
areas are linked 10 the performance of their cities, and the
clefes in turn are linked to the strength of their neighborhoods
and familiey,

If the goal of a national community empowerment sirategy is
to bridge the.divide between the poor and economic
opportuities in the Jarger metrapolitan marketplace, then
community empowerinent stratepiss nust bring together tax,
welfare, education and job ual ceonomic development,
transportation, and bousing initatives that help residents of
distressed communities make the transition 10 seif-suffidensy .
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the racial divide. At the University of Texus in October,
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President Clinton said: "Here in 1995, on the edge of the 21st
century, we dare not tolerate the existence of two Americss.
Im!idemmhmgicanwsmthatax soon as possible there
is only one ~ one America under the rule of law; one soclal
contract commitied not {o winner take aﬂ, ‘but to ghving all’
Americans a chance {0 win together — one Amcrim.
(President Clinton, Oct. 16, 1955)

COMMUNITY IDEALS

A community empowerment strategy that builds bridges
between people and jobs and that remaves barriers to
opportunity and upward mobility will emipower Americans to
assumne responsibility for transforming today’s distressed

. communities into tamorrow’s thriving neighborhoods, citics

and regions.

Therefore, 2 community empowerment stratcgy raust be
aligned with the values of commupities, connact national
purposes 1o solving the problems that people are most
concerned about (jobs, children, schools and violence),
promote solutions that axe locally erafted, and be
implemented in ways that give people greater control over
the institutions that touch their lives.

An effective comnumity empowerment strategy must remove
impediments to the creative and necessary use of existing
federa] resources to meet urgent local needs.

Thiz does not imply an abandonment of national community
jdeals or of the federal government’s role. It is a recognition
that the way the federal government relates ta comumunities
in nesd, and that the existing program delivery system is
seriously flawed and tmust be addressed as part of an overall
community empowerment strategy.

Central elements of 2 community empowerment stratogy
should include some or all of the following: {ederal agency
restructuring, improvements in federal inter-agency
coordination, more consolidation of discretionary programs,
the transfer of more dexﬁslm-makiﬁg azﬁhozz:y to

* o mmaag
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communities, and funding systerns that distribute scarce
federsl resources according (0 both demonstrated need and
performance, “

3. Those wha live and work in a community must assutme ulthpaie
responsibility for its renewal Therefore, & community
empowerment strategy should promote and encourage the creation
of coalitions of common purposs that cut across barrisrs of race, |
income, and other divisions. . Expanding the federal government’s
techniques and capacities to help Jocal keaders sustain aod enbance
their shared visions of communities and places — neighborhoods,
cities and regions - allows federal programs to transcend
abstractions and t¢ help in the places where action is most
DECHSSATY. ’

€. THE CONTEXT: REINVENTION IS CENTRAL TO AN EFFECTIVE COMMUNITY
EMPOWERMENT STRATEGY

1. Up to this poini, the President’s community erpowerment process has
idenuifiad over-arching poalt and values:
' ¢ linking familics to work;
» promoting private investment in distressed communitics;
¢ respecting locally drives solutions:
o affirming traditional values of work, family and self-

reliznce.

2. The on-going NEC-led community empowerment exercise has also identified
promising cominunity initigtives that have the potential to contribute to the
Adminjstration’s overall national ceonomic goals:

* increase access to private capitel;

s reclaim uhban "brownfelds &Sr productive, job-generating
uses;

¢ recialm and stebilize whole neighbortiouds tirough large-



NRA-21-1995 13144 FROM 0FC OF BECRETRNY T BIN13Z07 .06
- . - \ (PR Y v

scale homeownership dmiopmem for vwrkmg and middie.
income families;

. enm}: and refine the Bmpowermmt Zone and ﬁrtter;mse ,
Communities pragram ta increass £CoNOIIc npportumnes 1o
zone residents; '

» dramsticaily replace public housing through a :
combination of vouchers and mixed income housing
developed by public/private partnerships.

& link people to jobs in the metropolitan economy tx:rnugh
creative bridges-to-work partnerships.

3. While th;:se and other promising imitiatives under considération - such as those
relating to youth and families ~ may be necessgry clements ~ as individual initiatives, they
are not sufficient to constitute a comprehensive national community ampmrmmt
strategy. This is so for five reasons:

e even if they were to be funded at the most optimistic of
Jovels, the amount of new money that would be made
available to individual cities would stil be very modest
relative 10 need; .

s without some "systemic ghie” to hold them wgethe: msy
cari be' porirayed as yet another set of boutique cateporical
programs being put forth to placate mayors and the
Adrntnistration’s urban base; \

» these new initiatives would still be dwarfed by the stream
of existing federnl resources flowing 1o distressed comymunities
from & variety of discretionary programs, many of which are
sa encrusted with unnecessary federal restrictions as to render
even those which are inherently effective only paruaﬂy usefnl
to the achisvement of local pricrities;

«  Jocal officials who are ultimately responsible for
community solutions repard the existing federal-local
relationship as seriously flawed, and believe that community

- empowerment strategies must dramatically changs the system;
and, =

. & the Administration needs a bold "reinvention” ‘aitamam
1o the Congressional ie&dersiﬁp’s commitment tozcﬁmiaaw
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one or more cabinet departments, which they are bound to
pursuc as part of their balanced-budget plan.

4. For all these reasons, the bold reinvention of government - fundamentally
changing the way in which federal agencies relate 1o sach other, local officials use federal
funds, and the federal government relates to communities ~ must become contral
clements of an effective community empowerment strategy. Heretofore, reinvention and
the development of program and policy initiatives have proceeded on parallel tracks. It
is time for the reinvention and program development phases of our community
empowerment strategy work to be jomed. Together, they will become the
Administration’s comprehensive response to the prodlems of distressed communities and
the Adminisiration’s positive alternative to sending block grants to the States.

Devolution to State capitals is stifl decentralization one step remaved from
communities where the most acute needs exist and from the level of government most.
directly and dally linked to citizens. A truly responsive decentralization would build on
the creative methods of entrepreneurial jocal governments and community-based
organizations in partnership with their State governments,

B. THE FEDERAL ROLE IN MAKING IT HAPPEN

If strong communitics are an important national ideal, then along with other
glemenis of society -- families, churches, neighborhood leadership, local governments,
business and philanthropic organizations — the federal government has a role to play.
Despite the detision with which it is too frequently dismissed, the federal roje includes
several irreplaceable and invaluable aspects:

» By affiming that healthier communities are in the national interest, the
federgl government nationalizes the quest, in effect setling a standard and
bringing the nation together in acknowledgement of this common purpose;

¢ By scanning the pation and showing the best practices and most
successful community experiences, the federal goverument estabiishes a
framework within which conupunities can acwmpks:h things they could not
otherwise accomplish, such as is npow the case in the Empawmcm Zones
and Enterprise Communities.

e By targeting its resources, the federal government injects public capital
to produce infrastructure and services that attract private investment, or
which accomplish tasks that are distinctly governmental in nature and
therefore, unsuitable for private investment,

s By directing national experience and resources to capacity building snd
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trgining, the federal governmernt can help commonity leadess and residents
deal with complexity and adapt national hiaxv}edgc and mfczmaﬁan for
20(:3} use, ‘

» By cnwuragang new alliances and dialogues, the federal goverament can
- help communities work across city and regional j‘unsdxcuezzal boundaries
and resolve ares conflicts and impasses.

A natzom} community empowerment strategy that is responsive 10 the nerds of
mayors and comrunities woukd include most or sli of the mmg five (3} elements:

s Restructure the federal departments that serve communities;
» Improve inter-agency collaboration at the federal level;
» Reduce the stultifying link betwsen federal dollars and both bureaucratic

approvaly and heavy-handed oversipht by consolidating and simplifying
federal programs and making them more flexible at the local level;

« Reinvent the federal program delivery system;

» Enpage community decision-making in profoundly new
ways,

Bach of these five reinvention options s discussed below.

Apency Restructuring

Create a Department of Communitics and Homeownership {HUD only™) -
that would reorganize HUD along the lines of our FY 1997 budget
submission. Designate HUD feld offices as problem-solving “arban county
agents.,” The adage of "steering not rcmng" is not accurate. We need (o
be down at the community leve! rowing with them.

OR
Create a larger Department of Communities and Homeownership ("HUD

plus®) that would shift community-focused programs to the enhanced
department.
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Irter-agency Collaboration

Create “the Virtual Department of Cleveland,” or the single point of
contact for the 100-150 largest citles, as recommended by the Natiogal
Performance Review. Points of contact would be located in HUD regional
offices, with a strengthened CEB in Washington guthorized to break
logjams relating to stalled requests for program waivers that sre received in
the field. This proposal could be expanded to include reorganization of
community-oriented agencies into 8 "domestic policy cluster” to improve
collaboraton.

OR

Joint administration of programs — expands upfm the school-to-work model
to include HUD/HHS collaboration on homeless initiatives,
DOL/EPA/HUD collaboration on brownfields redevelopment, DOT/HUD
on regional development strategies, efe.

OR

Create performance partoerships between comrounities and
multiple federal agencies by using coliaboratively deslgned
performance measures to focus on outcomes, thus creating
feedback for federal sgencies on thelr contributions o local
successes. The fedeml role would be transformed from
monitor and suditor concerning money and ryles 10 a parier
n produting results, It would also free communities 1o try
different approaches, leaving room for experimentation to
schiove the desired outcomes.

OR

Employ new interactive telecommunications technology to
eliminate multiple steps in bureancratic approval processes.
For example, it is now possible fo convene local officials by
video canference to revicw an application submitted by
computer and geo-coded map systems. The resvitis a
paperiess transaction invoiving several federal agencies which
produces an answer in days as opposed 10 months,
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Programn Conselidation/Flexlility

Consolidate additionn! discretionary programs refating to comnyunities;

fiexibility to consolidate federal grants of less than §1 milfus without prior
foderol approval if required to carry out comprebensive community
strategy. Human nature and bureaucratic practice are such that when one
party f1as the money sud the rulcs, no matter how flexble that party is
encouraged to be, the opportunity 10 be arbitmry, over-bearing, and
unreasonable is often to great {o resist. The only way to mitipate this
tendency is 10 hreak the link between the money source and total authority
by taking "a giant leap of trust,” acimowledging that local offfcials care #
much about results and prudent financial practices as federa! officials.
Sophisticated random reviews of local financial processes can give
reasonable assurances of fiduclary respansibility.

OR

Flexibility to shift funds between federal programs. Local feaders
cousistently argus that the way the Pederal government is organized to
respond to community problems too often undermines our ability to be
part of the problem-solving process even whest tocal solutiuns are. possible
and when local leaders have good plans. :

We must ghve local feaders the power to make decisions nbout funding
-allocations and prioritics that better refiect the unique circumstances of
thelr cogpmunities. This can be qone by allowing Jocal icadm o {a)
dedicate a portion of their federal funding (say 10%) to programs and
activities that constitute local priorities and (b) waive federal rules that
impede thelr ability 1o mest Jocal needs. Ons Mayor, for example, might
decide 1o dedicate additional funds to youth development programs,
another to economic developmem wutivities, s4ill another to housing
rehahilitation, These relatively sinzll changes could tripger immense
innovation &nd focus at the local level and rearray federal programs in
support of local priorities.

Alternatively, "Oexing” s interagency funds could be made
permissible either to achieve nationally prescribed objectives like linking
welfare reciplents to work, revitalizing distressed commuuities, or

integrating howsing, edueation and youth inftistives (e.g. OMB's HOPE
University conoept).

OR
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Propose generic statutory waiver authority across governument programs
relevant {o comuyenity empowerment. This pmposal would expand Senator
Hatfeld’s Local Empowerment Ao,

]
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(Gredte Community Erpowerment Councils or other new local leadership
forums headed by mayors and elected county executives to receive multiple
funding streams that can be used more flexibly and c:catmﬁy 1o address
cotprehensive comuuunity needs,

CR
Reguire local/State partnerships on welfare and bealth care reform (e.g.
Indiana and Wisconsin examples of mayors controlling the job training |
portion of State block grants.}

OR

Broaden Section 8 adivistration to include States and regional entities
better coordinate with welfare reform and job training initiatives.

Enpage Communily Deciston-Makers ¢

Many techniques have been developed for creating
community cousensus and for involving citizens who are not
nermaﬁy zngnged in public decisions, At a time when the
nation is paying & price for converting citizens into passive
clients of government agencies and for perpetuating
disconnectedness in our civil society, the federal government
should foster and encourage new ways fo give community
residents more say over thelr lives. Experiments in direct
democracy such as deliberative town halls, citizen juries,
electronic hearings, community asset mapping, deliberative
telcphone surveys, and neighborhoad focus groups are now
being tested by sophisticated wmmunity teformers. There
now exists & tremendous opportunity to link these
technologies for direct democracy,with the decisions of
feders] apgencies (see Attachment.)



NOV-21-1995 13:48 FROM OFC OF SECRETARY TO 93931307 P12

a0
Conclasion

A comounity :mpmment strategy can give Americans mﬁémcc that
government can achicve results that matter to people whers they live and offer value,
that is high quality performance, with smphasis on sofeguarding the taxpayer's dollar. -
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U5 DEPARTMENT OF HOUSING AND URBAN DEVELOPMENT
OFFICE OF THE SECRETARY
WASKINGTOHR, 0.C. 204 50-0001

HEMORANDUHN

TO: Paul Dimond
FROM: Bruce Ratg /{im”w
Hike Btew ﬂ 4
SUBJ: FY 1997 Budget: Urban Policy Initiatives
DATE: gotober 25, 1995
Introduction

HUD believes .that the principal goal of Administration urban’
policy should be to link people to work, both by reinvesting in
distressed urban communities and by reconﬁaatinq the residents of
these communities to jobs and opportunities in the larger
metyopolitan marketplace.

As you know, the Administration’s Haticnal Urkan Policy
Report explicitly rejects the false Qlichotomy between policies
that empower poor people and policies that revitalize distressed
places. People-oriented policies and place-based polidies are
complementary, not competing, and must be pursued in tandem if we
are to have any hope of ending the isolation and despair of
distressed inner-city communities.

The Administration’s challenge is to devise more effective
means ~- programmatic initiatives and reforms, organizaticnal
restructuring -~ of serving people~in-places. ¥We believe that
HUD?s contribution to the Adpinistration effort should consist of
the following five initiatives:

formation of a new Department of Community ‘Partnerships and
Homaownership which will have as its principal mission the
support of locally designed revitalization strategies
through the integration of federal services; .
a restructuring of the federal relationship with cities,
giving Mayors greater power to make decisions about. funding
allocations and priorities that better reflect the unique
ciroumstances of thelyr communities:



a "mobility strategy”, designed to link low income families
whoe live in distressed urban communities with economic
opportunity in the metropelitan marketplace as a whole;

a “Campuses of Learners® Initiative, designed to trangform
public and assisted housing developments through the’
integration of education, technolegy and job training
opportunities; and

a “Homeownership Zones® proposal, to support the creation of
large-scale homeownership communities in inner-city
rreighborhoods.

A New Department of Community Partnerships and Homeawnérship

HUD*s main objective in the FY 19897 Budget is to focus on
serving ®people in places* thyough the integration and
coordination of services, Ve seek to complete the transformation
of the Department intco one that *puts communities first*, into a
new Department of Community Partnerships and Homeownership. The
notion of helping communities forge comprehensive, integrated,
locally-generated soluticns to their problems wild be the driving
force for all this new Department does. It will shape and affect
the way we organize, the functions our staff perform, the
prograns we design and administer, and how we relate to the
network that delivers our product and ocur ultimate customers.

Host Federal programs -« even after significant streamlining
and consolidation ~- are still rigidly prescriptive; the ability
of localities to use fundg creatively and tailor them to local
needs is highly limited. Mayors and other local leaders
consistently argue that the way the Federal government is
organized t¢ respond to community probleems too often undermines
cur ability to be part of the problem-solving process even when
local seclutions are possible and when local leaders have good
plans. .

The problems in local communities, in short, are multie
faceted and place-based. Any given neighborhood revitalization
effort may have transportation, environmental, educational,
housing, community development and economic development elements.
Yot that ig not how the federal government is organized or
federal programs are designed. HUD and other Federal agencies
are still slaves to traditional organizations, to specialization,
and to hierarchy.

HUD’s FY 1997 budget geeks to yreorganize HUD and the federal
governrment in a way that is respongive to communities and their
problems. It will build upon the lessons of the Administration’s
premier wrban initiative: empowerment zones and enterprise
communities. The idea behind this initiative was simple: give
localities the chance to develop and implement comprehensive
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plans that are tailored to the needs of individual communities
and place federal programns and personnel in support of these
long-range strategies. That is the basis for a partnership, but
it can enly be a workable partnership 1if the federal role is
entrepreneurial, respectful of local visions and as focused on
rasults as they are.

We envision the creation of a *right-side-up” cabinet
- departwment that literally inverts the organization c¢hart, putting
the federal representatives who meet the public on the higheast
level and arraying every other function in support of the front-
line staff. The new agency will naturally divide functions
between those that are Washington~based (e.g. policy, ressarch,
budgeting, Congressional relatlons) and those that should be
located in communities (e.g. customer service, performance
oversight, consulting role, training). The new division of
responsibilities will compel the shifting of resources and
personnel from HUD’s headquarters to our 81 field offices {see
attached wap). Such a reorganization and redeployment will
underscore the principal focug of community sexrvice, leocal
partnership and problem soclving.

In many respects, the new Department will come to resepmble a
large congulting firm operating nationwide. Like such firms, the
Department will be a ¥clearinghouse of best practices", informing
sompunities ¢©f the most innovative and effective shxategiam that
are ripe for replication. HUD staff will be called upon,
particularly as federal funds become more scarce, to help local
actors pevform their jobs successfully -- develop comprehensive
revitalization plans, assemble multiple layers of financing ang
subgidies to develop affordable housing, support actmv;tie& that
rebuild neighborhoed econonies and generate jobs.

The Department will also be reorganized to ensure the cross-
integration of services and resources. The current barriers
between Departmental cylinders {e.g. public housing, community
development, FHA, fair housing) will be broken down at local
offices where teanmwork and integrated action will be encouraged
and rewarded.

Such coordination, to be successful, nust extend beyond the
Department. We envision the new Department providing a service
te other Cabinet agencies, setting up collaborative local
networks of Federal officials who are involved, acknowledged,
heeded, trained and promoted for their community effectiveness.
It might even be possible to turn over some federal functions to
a local governance structure or to contract them to local
govermnments. The next step in reinvention of Federal agencies
should be from the ground up, not from the top down.

Finally, the new Department will be organized to rely on
corporate forms of organization and governance where appropriate.
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The Department, for example, will contain a Federal Housing
Corporation to enhance its presence at the low-end of the
homeownership market. The Department will alsc house a Ybad
bank* entity, along the lines of the Resolution Trust
Corporation, to dispose of troubled multifamily assets and aarry
out the comprehensive restructuring of the slder assisted
portfolio.

Cne of the primary missions of the new Department will be
to equip HUD personnel with the skills necessary to succeed in
the reinvented world of federal housing and community :
devalopnment., As programs become consolidated and allocated by
formula, HUD staff will need to help States, localities and
citizen groups devise comprehensive community strategles. As the
Department receives enhanced powers to address the problems of
troubled public housing agencies, HUD staff will need to bhecoms
experts in corporate rastructurinq and management of diﬁtressa&
real estate.

Very importantly, the new Department.will set up private
collaboratives to train and retrain the nation’s network of
housing and community development providers: community
development corporations, public housing agencies, state-and+
local governments, housing managers, homeless p:avidars,Tfazr
housing enforcement entities, affordable housing lenders.’ For
too long, HUR has defined success narrowly -- when funds are
awarded or obligated, when rules are promulgated. True success,
however, only cccurs when the outcomes of federal housing and
community developrment policy are yealized (e.g. the
rehabilitation of affordable housing). To ensure such success,
the new Department must constantly buttress the skills,
capacities and capabilities of the real delivery systen.

The new Department will also exploil the rise of naw
copmunications technology == cable televizion, satellite
networks, computer mapping capabilitieg -- to ensure that
information is disseminated to the naxinmum extent feasible
throughout the housing and community development network. 1In so
doinyg, the new Department will partner with existing information-
sharing entities which already serve certain segments {e.qg
public housing agencles, community development corporations) of
the community. The ability to communicate instantly through
multiple media and multiple networks odbviates the need for old-
style hierarchies to disseminate information., It creates the
petential for a ®virtual®, place-based organization to emerge.

The new communications technology will accelerate the
transition to "paper-less" offices and processes. This
transition is already underway. The Office of Community Planning
and Development, for example, now reguires local jurisdictions to
submit one consclidated plan instead &f sight separate and
ovarlapping planning documents. Development of the consolidated
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plan is aided by computer maps, supplied by HUD, which show the
existing allocation of federal rescurces in local neighborhoods.
The new consclidated plans are submitted on computer discs, which
nake them more accessible to the general public.

In addition, FHA is borrowing the most advanced techniques
from modern insurance companies by establishing back-office,
administrative processing centers. Such centers have already
dramatically reduced the processing time for approval of FHA’s
single-family mortygage product and have contributed to tha growth
in business and revenues, We are rapldly approaching the time
when the Department’s main ¢lients {e.g. public housing agencies,
state and local governments)} can communicate with the Department
almost exclusively through the computer netvork.

The method by which the new agency is created will itself be
unigue. During 1%96 HUD will enter into an unprecedented
partnership with a fortune 500 company or gombination of
companies. The partnership will help the Department re-engineer
its basic functions to enhance service to customers. The
partnership will alse focus on how to use technology to further
the new mission. The lessons of corporate restructuring will be
applied throughout the transition period.

Boyond Reinvention: A New Relationship with cities

As described above, the congolidation trend in HUD and
elsewhere will still leave in place programs with tightly defined
missions and requirements. A¢ HUD alone, for example, localitias
will receive a mix of HOME, CDBG, MHcKinney, HOPWA and public
housing capital funds that may not reflect local priorities and
needs. HUD belleves strongly that we need to give Mayors the
power to make decisicns about funding allocations and priorities
that better reflect the unique circumstances of their
communities,

HUD’s FY 1997 budget will, therefore, give high performing
jurisdictions the power to allocate a portion of HUD funds in a
way that bstter reflect the unigue circurstances of their
communities. Specifically, performing jurisdictions would bhe
given the authority to "flex®™ up te 10 percent of each formula
program to enable a laser focus on those agtivities that
constitute local prieorities. In a particular ‘jurisdiction, for
example, the highest local priority might be naighborhood
econowic davelopment. The Mayor or other local leadsy, after
appropriate local consultation, would be permitted to shift
funding from one or multiple programs to CDBG to accomplish this
objective, Such flexibility could trigger immense innovation and
discipline at the leocal level and rearray federal programs in
support of loval priorities.

Clearly, such flexipllity should not be limited to HUD
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programs, Local jurisdictions receive an array of other federal
funds (e.g. education, transportation, job training} that also
should be made fungible at the discretlion of a perforring
durisdiction. *Flexing® between these interagency funds c¢ould be
made permissible gither to achieve nationally prescribed
‘objectives (e.g. the emerging YHOPE University® concept} or at
_the discretion of local jurisdictions that are superior .
performers across-the-board and have presented comprehensive
community revitalization strategies. These relatively small
program changes could trigger immense innovation and focus at the
local level and rearyray federal pxcgrams in support of local
priorities.

Mobllity Initistives: Linking Peopls to Work

Today, urban Americans are more likely to find employment in
the suburbs of our great metropolises than in the central cities.
Batween 1977 and 1987, two-thirds of net employment growth in
America‘s 60 largest metropolitan areas was located in the
suburbs. Over the sane period, the suburbs captured 120 percent
of the net job growth in manufacturing, while central cities
suffered absolute losses in manufacturing employment,

As jobs, wealth, and econopmic opportunities have migrated
cutward, poor communities in the central city (and in older
suburbs) have bacome increasingly isolated from the opportunities
of their metropolitan regions, the nation, and the ewerging
global economy. Most jobs in the American labor market today are
filled through employee referrals, direct application at the work
site, and other informal mechanisms. Vacancles are not widely
publicized, and job seskers need personal recommendations from
people that prospective employers trust. Thus, inner-city
residents face real barriers to finding employment in outlying
areas where job opportunities are expanding fastest.

Some employers wmay be attracted back to central cities by
the availability of investment capital, by the redevelopment of
brownfields, and by progress in combatting crime and viclence -~
all of which are components of the Clinten Administration’s
Community Empoverment Agenda. But in conjunction with rebuilding
employaent opportunities In the central cities, federal policy
must also help establish functional linkages between the people
who live in the inner city and the expanding opportunities to be
found throughout the metropolitan region.

Therefore, we propose three initiatives for ¥Y 1997, each of
which effectively links poor people who live in distressed urban
communities to opportunitiesz for upward mobility in the
metropolitan marketplace as a whole:

. 2 $75 million investment In the Bridges-to-Work initiative
will enable 1,000 inner-city residents in each of 50 cities
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to find and keep jobs in the suburbs., Participating workers
will receive agzistance with job search, transportation,
child care, and other barriers that may stand in the way of
commuting from the central city to a suburban job. This
initiative has the potential not only te link individuals to
suburban jobs, enabling them to start the climb out of
poverty, but also to revitallize the distressed neighborhoods
in which participants live.

. Expansion of the Empowerment Zone wage credits in the
federal tax code will include enployers outside EZs who
employ a significant number of Zone workers. Like Bridges-
to~Work, this initlative has the potential to replenish the
resources of inner~city neighborhoods and to forge more
extensive connections between distressed neighborhoods and
the metropolitan labor market as a whele.

« A total of %0,000 housing certificates will be earmarked to
asuslist families who wish to move from high-poverty,
distressed neighborhoods to areas that offer better
educational and employment opportunities. Evidence has
shown that -- with proper screening and support -~ the
oppertunity to move to a lower poverty neighborhood can lead
.to economic independence for poor families. In particular,
younyg people whose families moved from distressed inner-city
communities to the suburbs have proven more likely to stay
in school, chooge college track courses, attend college,
find jobs, and earn more than the minimum wage.

These three initiatives empower people to overcome the barriers
to opportunity that perpetuate the isolation and despair of many
inner-¢ity neighborhoods. By re-entering the world of work and
responsibility, residents of distressed neighbaxheods can rebuild
their lives and theiy communities.

Campuses of Learners

In many large urban communities, publiu and assisted housing
developments act as an impediment to economic opportunity for
communities and residents alike. The sheer density and presence
of many developments discourages private investment in marginal
neighborhocds. The geographic, economic and social isolation of
davelopments also hinders families in their efforts to move from
dependency to self-sufficiency.

HUD s "Campus ¢f Learnersg® initiative is an effort to
connect public housing.developments and residents te the
mainstream of urban economic life. This initiative combines
public and private sector rescurces by incorporating education,
technology and job training opportunities in public housing
developments. Through creative partnerships with school
districts, universities, community colleges, and ccrpcrations,
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the Campus of Learners initiative is transforming public housing
developments from places that are often separated from mainstream
society into electronic and education campuses for the 21igt
century. Atlanta, Hartford, Denver, South Bend, New Haven, and
East St. Louls have already secured commitments from the private
gector, local school districts and universities to implement the
Campus of Learners initiative within the next eighteen wmonths.

Funding for this initiative is coming from a number of
existing HUD resources. Public housing agencies, for exanmple,
arve using capital funds for rehabilitation and redevelopment to
construct Campuses of Learners. The Department’s FY 1997 budget
also requests $500 million for a major initiative designed to
implement the Campus of Learners initiative in the context of
demolishing and replacing aa&e of the nation’s worst puhlie
housing projects. )

Key elements of the Campus of Learners initiative include
the following!

. Build pPhysical Campuses for Learning and Living:
Create new human scale gafe living environments that
integrate schools, parks, community colleges and
universities. Use architecture, landscaping, fencing, and
access peints te build livable huwan scale developments and
replace the traditional street system. In shoft to bulld
identifiable campuses where there are now only "projects."

. Integrate Area Schovls into Campuses of Learners:
Schools will be physically incorporated into the ¢ampus plan
to ensure access and security. Public Housing Authorities
will work with local school districts in development in
curriculum development, parent-teacher relationships, after~
school activities, and adult sducation classes.

. Partner with Universities:
Harness the resources of universities, vocational, technical
institutes and colleges through specialized education and
technology classes, share computer hook-ups, mentoring
progransg, and student-supported housing in the development.
Some faculty members will be invited to live "on-campus® and
act as academic advisors.

. Provide Access to Technology:
Wire every unit in the Campus ¢f Learners site, Computer
lab gites on campus will be avallable for computer classes,
language skills, life skills training, and GED classes to
accommodate the schedules of working mothers, children and
the eldarly.

. Encourage Private Sector Sponsorship:
Encourage corpurate sponsorship of the local Campus of
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Learners sites, including job training and employment -
apportunities,; mentoring for children and adults,
telecommunications resources, and youth sporta prograﬁs.

» Provide Eduaation and Laarniﬁg for R&sidenta of all Ages:
Enrolling in an education program of some kind will be a
requirement to live on campus. 2all residents, children,
adults, and senior citizens, will bave access to education
in nearby schools and campus education centers.

. Foster Employment Opportunities:
Partner with local businesses for job placenent and
opportunity for residents who complete adult education
training, computer programs,. or cother progranms.

. Create Safe Communities:
Design apartments and living centers with an emphasis on
safety and limited access. . Extend *boundaries® of public -
houging to nearby schools, aommunity collages and
universities,

» Change the psychology ol public housxng as a permanent
ssidence:
Emphasizefthe importance of inner-city education and job
training as critical rungs in the ladder of economic
oppertunity. Churches, businesses and volunteexr |
organizations will establiah strong mentoring/leadership
networks.

Honmeownership Zones.

Many older Amevican gities which have exparienced substantial
job, population and income declines have disproportionately large
rental housing stocks. fThis is due, in part, to the donversion of
once owvher-occupied housing into a larger number of smaller rental
units, typically absentee~pwned. while the transition of urban
hougsing stocks from owner to rental occcupancy are both cause and
effect of neighborhood decline, there is growing acceptance of the
proposition that distressed communities cannot be turned around
without a significant expansion in their homesowning populations.

RUD proposes a $200 million “Homeownership Zones® initiative
to support the creation of large scale homeownership communities
within empowerment zones, enterprise communities and other areas of
chronic economic distress. The initiative is designed to reclain
abandonad neighborhoods, attract back to the c¢ity hardworking
moderate- and niddle-income families, and stipulate business
creation and private investment. '

The initiative would operate as a challenge grant, reguiring
localities to compete for funds by proposing creative, cost-
effective homeownership strategies using a combination of their own
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. resources, private capital and federal program incentives. The
most’ competitive proposals would bring to their programs a wide
range of non-federal rescurces, such as city-owned land, waivers of
local jmpact fees and other-aas&a&mants, including the elipination
of state and local regulatory barriers to affordable housing.

To ensure adegquate scale, each participating locality would be

. required to develop 2 minimum 'of 250 homes® in a targeted area to

successfully compete for federal resources. The program a@ald
operate in existing EZ/ECs, and in qualified census tracts and
areas of chronic economic distress that presently govern. the
aortgage revenus bond program,

The $200 million in federal grants would bz used for deférved
payment second mortgages, up to $§5 million per participating
locality. Up to 825,000 in deferred second mortgage money would be
provided for single family dwellings; up to $45,000 for two-family
dwellings; and up to $65,000 foxr three~family dwellings.

If deemed appropriate, the program could be expanded to
include a series of tax options. We offer three options for
consideration:

An _exvanded Mortgage Credit Cer . -

that would raise the mortgage tay ara&xt in hom&a&nershlp
zones from the existing $2,000, to $4,000 per family per
year; and that would make the MCC tax credit refundable,
This is necessary to enable young, lower~inceme, firgt~
time homebuyers with children who currently take the
cehild care deduction to take full advantage of the MCC
tax credit., The federal government could apportion an
additional $500 nillion in private purpose bond cap
authority for cities to use only for expanded MCCs in
honeownership zones. '

A . postponement of the capital gains tax for aurrent

homeowners who sell their homes to buy less expensive
homes in designated zones by allowing them the aption of
deducting +the gailn from their Dbasis in their
homecwnership zone dwelling. '

; iditat credit for historic structures
cccuplied by the taxpay&r as his or her principal
residence. This tax credit is identical to that created
in 8. 1002 and H.R. 1662 -~ the Historic Homeownership
Assistance Act -~ introduced this year by Senators John
Chafee and Eob Graham, and Congressman Clay Shaw and
Congresswoman Barbara Kennelly. The rate of the credit
is 20 percent of gqualified rehabilitation expenditures
{same as the current orediti. Rehabilitation would have
to be performed in accordance with the Secretary of the
Interior’s Standards for Rehabilitation, with certain
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exceptions., ~ The Joint Committee on Taxation has
estimated the revenue loss of this measure to be $239
million over a filve-year period.

We believe the homeownership zone initilative furthers the
Adninistration’s overarching urban policy goal of bridging the
divide between poor pecople living in distressed communities and the
econonic opportunities in the larger metropolitan marketplace. The
private sector is reluctant to risk its capital in job-creating
investments In cities without a strong nucleus of homecwners whose
financial: and non-financial commitments to their neighborhoods
reduces the local costs of doing business, expands the local tax
base and otherwise creates a local climate for positive change.
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