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HDOD INTRO 
 
Overview 
 
Cities are increasingly becoming the focus of larger capital investments in catalytic 
projects, often through public/private collaborations involving universities, hospitals, 
sports facilities, transit centers and mass transit, business centers, and large scale housing 
developments.  These catalytic projects typically either require changes in land-use policy 
in order to realize them or follow changes in land-use policy such as zoning from 
industrial to residential-mixed-use.  In almost every situation, there exists a community of 
low and moderate income individuals and house-holds, small businesses, and community 
organizations and institutions that will be deeply affected by these high impact 
development projects and changes in land-use policy.  In fact, it is often claimed that the 
purpose of these large scale, high impact developments to be a catalyst for community 
change, based on the assumption that a rising tide raises all boats.   
 
Unfortunately, experience has shown that these projects have unintended consequences 
and it remains unclear as to whether and how low-income families  and neighborhood 
enterprises benefit directly, if at all.  To this end, new instruments such as Community 
Benefit Agreements (CBAs) have emerged to ensure that such families do indeed benefit.  
Social justice advocates typically negotiate CBAs but have limited experience in real 
estate development processes.  Conversely, the real-estate development professionals and 
promoters of the catalytic projects and changes in land-use policy have limited 
experience in social justice issues. 
 
The result in the community development field is a juncture where the false dichotomy 
inherent in the investment of people vs. place can no longer be ignored.  Recent history 
has demonstrated that merely investing in place can result in unanticipated outcomes such 
as the displacement of low-income families due to appreciating property values.  
Conversely, focusing investment only on people-based strategies may result in the 
moving of upwardly mobile families to opportunities in other communities.  In such 
instances, those families remaining are trapped in a downward cycle of poverty within 
communities that are ripe for gentrification.  Youth and the elderly are particularly 
vulnerable to such forces as they are either locked into underperforming schools and/or 
live on fixed incomes, respectively. 
 
An example of such dynamics is Camden, New Jersey where research has successfully 
quantified an annual income threshold of $30,000 whereby families begin to move to the 
South New Jersey suburbs in search of opportunity.  Concurrently, political leaders 
within Camden are hard at work to attract new middle-income families to move back into 
the central city.   
 
Why the spatial mismatch?  One explanation is that the rate of change for upwardly 
mobile families is much faster than the rate of change for the physical place they seek to 
escape.  These early adaptors believe that the prospects for cultivating financial assets 
such as homeownership, small businesses and living wage jobs are much better in 
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communities that are already stable, i.e. the far suburbs.  They do not feel confident that 
their existing neighborhoods will experience revitalization within a reasonable period of 
time to ensure the creation and preservation of personal financial assets.  In short, this 
mismatch is much more profound than mere geography, it is also temporal.  In such 
contexts, market forces operate on both geographic and temporal dimensions.  Policy 
makers are themselves trapped in a development paradox with little knowledge as to how 
to integrate growth between people and place.  Finally, little is known about social 
protection systems within such a context. 
 
Sophisticated digital tools based on Geographic Information Systems (GIS) have 
emerged over the past ten years.  These tools have been applied to both community-based 
planning and real-estate development, where they have been used to formulate and 
visualize alternative land development scenarios in 3D virtual reality environments and to 
evaluate the scenario’s physical, financial and environmental impacts.  Such tools have 
gained acceptance within planning and public policy circles, but most often do not 
provide insight as to the plight of poor families (including those that are becoming 
upwardly mobile, small business owners, or non-profits) as they adapt to anticipated 
physical changes within their communities.  What if a new tool could be deployed that 
would integrate physical and human development within rapidly changing communities? 
 
The Concept 
Overlay Districts (ODs) are an accepted device by planners to regulate, manage and 
stimulate physical change through land use policies.  Everyday examples include banner 
districts, historic districts, greenways, main streets, etc.  They create a place-specific set 
of land-use controls that are layered on top of the generic zoning regulations.  Proponents 
hope that such policies will help to provide a sense of place – a commonly held 
community identity – that will preserve, attract or enhance development as the 
community transitions towards a new identity that includes people as an integral 
component of place.  What if we could integrate the human and physical dimensions that 
would do two things: support an inclusive planning and design decision-making process 
that includes all stakeholders; and engage, monitor and assist in managing the trajectories 
of existing residents and small businesses as well as the changes brought about by the 
development in and around them?  What if such a tool would enable intervening human, 
social, and economic development agencies to provide assistance to residents and 
businesses to embrace physical changes as upward mobility opportunities?  What if we 
could simultaneously track changes to people and place over the medium term (3-6 
years)? This would be the essence of an innovation we might call the Human 
Development Overlay District (HDOD). 
 
The HDOD 
The HDOD is premised on the idea that physical place and the people who live there 
constitute a totality of three interrelated constituencies, all with needs that demand 
addressing. These groups are: the broader community including its institutions and 
organizations; the proponents of the catalytic project and public policy change (the 
“change agents”); and the “at risk” community of individuals and households and small 
businesses that will be most directly impacted by the changes.  It is neither top-down nor 
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bottom-up, but rather inclusive.  The HDOD’s  purpose is to frame choices and reach 
consensus on issues regarding values and group and individual identity so that the 
broader community, change agents, and the “at risk” community can respond 
intelligently and proactively by taking control of their respective futures.  The ultimate 
goal is about finding consensus among potentially divergent constituencies in our 
pluralistic society.  Because the locations we are considering to pilot the HDOD are 
currently experiencing unique dynamics related to catalytic projects and changes in 
public policy “place” will play a critical role in locating common ground.  As Donald 
Appelyard so presciently observed in his 1979 article “_______________”: 
 

“Technical planning and environmental decision are not only value-based 
…but identity-based…Physical planning decisions can, and frequently 
do, threaten the identity and status of certain groups while enlarging 
the power of others… The city and the natural environment are areas 

of symbolic social conflicts and as such raise their own issues of social justice.” 
 
These communities also raise issues of social justice and provide a diverse set of 
demographic, market, and land-use challenges to the three constituencies in managing a 
balanced and consensually agreed upon development agenda of people and place.  Each 
of these sites has relatively strong neighborhood development entities within both the 
public and private sectors.  In some cases, local non-profits are poised for such 
innovation, and on occasion, in concert with local government, champion efforts to 
integrate and balance people and place based approaches. 
 
What will the HDOD do? 
The HDOD is a multi-dimensional tool that fully integrates process values and actions in 
a technologically mediated environment to provide information to all constituencies using 
the quick feedback loops made possible by information technology.  It will assist all 
decision-makers in three areas: 

 Change “at risk” population’s perception of threat to opportunity by being 
responsive to their needs— What do they need to know? ; What frequency do 
they need information to better understand their choices and make informed 
decisions? 

 Track changes in people, networks, and place; measure the gap between 
people’s perceptions and measurable information and processes them 
individually, but with equal significance; identify “at risk” individuals, 
households, institutions and social networks; and engage all stakeholders in 
creating, reporting, and refreshing the HDOD database. 

 Manage change by providing the context for incremental decision-making 
through feedback loops on the state of physical and human development and 
identification of “tipping points” so that interventions and policies can be 
adjusted in response to their actual performance, and to help providers target 
responses and resources in timely and effective ways. 

 
THE HDOD TOOLBOX 



 Nov 13, 2006 
 

4 

The HDOD toolbox design is predicated on Kevin Lynch’s observation in “image of the 
City”: 
 

“…[That] not only is the city an object which is perceived (and perhaps 
 enjoyed) by millions of people of widely diverse class and character,  

but it is the product of many builders who are constantly modifying  
the structure for reasons of their own.  While it may be stable in general  
outlines for some time, it is ever changing in detail.  Only partial control  
can be exercised over its growth and form.  There is no final result, only  

a continuous succession of plans.” 
 
  The concept is to provide communities, individuals, as well as policy and decision-
makers with a toolbox that is adaptable to the neighborhood or district conditions, the 
anticipated changes, and the needs of individuals, organizations, and the community.  The 
toolbox integrates a range of tools, some computer-based and other socially, 
organizational and process-based such as informal and formal tracking and reporting 
systems of individual and community change, and community-based decision-making.   
The tools are designed to “talk” to each other but not necessarily in a linear or 
hierarchical manner. This encourages each community, individual, and service provider 
to decide how to apply theses tools in their specific context. There are no defaults built 
into the HDOD, nor is there a single critical path but rather multiple entry points. 
 
There are five types of HDOD tools: 

 Organizational and Methodological Tools that focus on how to locally apply 
and structure the HDOD toolbox and the alignment of the tools with the 
people it is intended to inform (citizens to policy-makers). 

 Communication Tools that focus on a communications strategy/program that 
recognizes that it has a broad constituency of users with differing information 
and decision-making needs who need information in a form that makes 
complex issues sensible so that they can be acted on. 

 Decision Support Tools are designed to support what people need to know to 
make informed decisions.  At the core of the Decision-Support Tools is a 3D 
multi-dimensional geo-spatial database that integrates real estate development 
and human development data/information.  It includes perceived and 
measurable information that track the changes in communities, individuals 
and households. This allows us to evaluate how the changes in the human and 
physical dimensions of the community are performing. 

 Information and Data Analysis Tools provide the content for the Decision-
Support and Information Analysis Tools that coordinate physical and human 
development within rapidly changing neighborhoods.  A local, independent 
non-partisan resource center will deploy and manage the Decision-Support, 
Information and Data, and Information Analysis Tools on behalf of the 
community and stakeholders. 

 Information Analysis Tools focus on the questions the community, 
stakeholders, and individuals/households want to know about in order to 
frame their choices and options, assist in evaluating them, and develop future 
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options and scenarios to understand the consequences.  Information Analysis 
Tools will analyze the differences between perceived and measured 
information, identify “tipping points”, and perform “patch or social gap 
analyses”. 

 
Exploring the Application of the HDOD through a Hypothetical Scenario of 
Community Change 
Rather than describe the application of the HDOD in the abstract, we have developed a 
hypothetical scenario that is representative of many “shifting sands” communities 
(Greenpoint and Williamsburg in NYC, Hunters Point in SF, Chinatown in Honolulu, 
University of Pennsylvania in Philadelphia, e.g.).  The hypothetical scenario assumes a 
catalytic project being proposed for an old, declining, former mixed-use industrial district 
in a city.  The catalytic project is the plan of a large HMO to relocate its offices, services, 
and health care facilities into the mixed-use districts.  The hypothetical scenario 
simultaneously tracks the community and individuals during the first year of the HDOD 
application through the short, mid, and long-terms actions and activities.   
 
The hypothetical scenario includes: 

 An up-to-date description of the evolution of the district including changes in 
the physical form of the district, demographics, jobs, transportation, and land-
use policy. 

 The stories and aspirations of three protagonists, representative of the 
district’s “at risk” population. 

 Stakeholders (including NGOs/CDCs, Merchants and other neighborhood, 
non-profit entities) 

 The “change agent” (HMO) catalytic project 
 The concurrent application of the HDOD Toolbox to the community planning 

and decision-making process and the aspirations of those at risk. The Toolbox 
enables both groups to position themselves to positively benefit by accurately 
monitoring and efficiently assisting all parties in managing the trajectories of 
the community at large and existing residents and small businesses as physical 
changes occur around them. 

 
The hypothetical scenario of catalytic change presented in this paper is one of many 
possible scenarios of community change which the HDOD is designed to respond.  Other 
likely scenarios of community change could include: 

 The organic filtering of the housing stock 
 Changes in land-use policy 
 Immigration 
 Catastrophic Events (e.g. major fire, earthquake, hurricane, etc.) 

 
Background: The Neighborhood Over Time 
This is the story of a mixed-use district in decline. The neighborhood is a large area that 
includes the mixed-use district, the focus of the hypothetical scenario (illus. map of area).  
The neighborhood is approximately 150 years old.  Its origins are industrial, beginning 
when a series of factories were constructed on platted farmland.  As the factories 
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expanded, speculators and builders constructed workers and managers housing in the 
form of row housing and multi-story tenements, among and often adjacent to the 
factories.  This area, a mixture of factories, housing and services (including bars), became 
the mixed-use district and the subject of the hypothetical scenario. 
 
Adjacent to the mixed-use district, factory owners and speculators built tracts of better 
quality, but modest brick front row houses as well as larger better quality walk-ups for 
the mid-level skilled workforce.  Over time, the next ring of blocks was developed for 
skilled craftsman, foremen, and management.  These concentric rings of housing with the 
mixed-use factory district at the center constitute the hypothetical scenario’s 
neighborhood.  Schools, churches, shopping and services were located in the residential 
areas with a smattering of small stores, bars, and services located in the mixed-use 
district. 
 
Fast forwarding, the neighborhood thrived through two World Wars.  Generations of 
children grew up in the neighborhood and tended to remain there, working in the 
factories and living nearby.  It was a stable, if not economically and physically stratified, 
traditional ethnic neighborhood. 
 
Manufacturing diminishes 
By the 1960, the nature of production had changed.  Many of the smaller factories could 
no longer compete with regional or national scale enterprises.  In addition, the multi-story 
loft buildings were not well suited for the new production techniques that favored one-
story buildings. 
 
The loss of jobs to the post-war suburbs and low cost of suburban home ownership 
combined to destabilize the neighborhood. Many long-term, multi-generational families 
left for greener pastures.  During the period between 1960 and 1985, the neighborhood 
adapted and continued to be relatively stable, although less cohesive socially and 
economically as the population aged and younger people left. 
 
After 1985, the mixed-use district and many of the bordering blocks were beginning to 
exhibit significant signs of decline.  Worker rowhouses and some of the larger 
“brownstones” were converted from single family houses into affordable apartments and 
rooming houses for low and moderate income new entrants to the city seeking residential 
units at a reasonable cost.  Many became vacant, particularly in the mixed-use district, 
where living among factories (many vacant or under utilized) was considered undesirable 
by middle class standards. 
 
A Key Building is Targeted for New Use 
The six-story loft building between our hypothetical Missouri and Kansas Streets (illus. 
located on 3D map), built in the 1930’s was the largest and best equipped building, and 
was fully occupied.  It is this building that the change agent will utilize as its catalytic 
project along with the neighborhood hospital, which remained a significant, although 
declining employer of unskilled to skilled, non-union jobs. Colorado Boulevard. 
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(illus____) was still the neighborhood’s main shopping corridor, but was stagnating and 
beginning to show its age.  
 
 
While the mixed-use district still provided a range of skilled, semi-skilled and unskilled 
jobs, they were still fewer overall jobs and opportunities than at the neighborhood’s peak 
immediately after World War II.  Smaller workshop assembly and repair operations still 
functioned in the district’s stock of larger multi-floor loft buildings, while larger 
operations tended to move into newer one story buildings that replaced the small loft 
buildings.   
 
By 2000, the majority of industries in the mixed-use district were no longer labor 
intensive or skill based. The smaller workshops and factories had been replaced by one-
story warehousing, distribution and storage facilities requiring an unskilled workforce.  
The six-story loft building mentioned earlier is devoid of workshops and is now used as a 
warehouse and storage. The hospital was at a crossroads, confronted with decisions about 
whether to expand its services or close. Colorado Blvd., while showing signs of 
revitalization, still has vacant retail sites. Its second and third-stories, formally occupied 
by professional offices and residences remains upwards of 50% vacant, often leading to 
vulnerable situations with respect to burglaries or damages from bursting pipes or the 
impacts of other inappropriate uses. 
 
During the neighborhood’s long decline, the industrial zoning classification that prohibits 
residential occupancy remained in place, effectively thwarting reinvestment (illus. zoning 
overlay in 3D model).  It is this situation that the change agent found and hoped to 
change with its catalytic project. 

 
Change Agent: The Catalytic Project 
The hospital, with respect to its future, is at a crossroads. Faced with the increased 
demand for its services from the influx of a younger, moderate, middle income and 
home-buying population in the adjacent residential neighborhood, the hospital has 
decided to merge with an HMO. The intent is to honor its historic mission to serve the 
community’s elderly and low-income residents, but also to expand its services to both the 
neighborhood and a broader city-wide constituency as well. 
 
From the HMO’s perspective, the mixed-use district would be ideal for a complete health 
care services institution including the hospital, out patient care, specialized clinics, a 
hotel for patient’s visitors, bioscience medical products manufacturing, job creation, 
HMO offices and affordable housing for its health care work force (illus. 3D of HMO 
plan). Not only is the neighborhood well served by public transportation and other 
services, but there is room to expand into the declining and increasingly vacant mixed-
use district where large parcels of land and serviceable buildings are available at 
reasonable prices.  
 
The HMO/hospital also realizes that others (speculators, developers and even City 
Planning) are beginning to perceive that the mixed-use area is ripe for change, and so the 
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time to act is now. Seeing itself as the mixed-use district’s primary change agent, the 
HMO plans a series of catalytic projects that they believe will turn the area around and 
provide much needed jobs and housing for low and moderate income workers and their 
families. The plans, currently in the conceptual/feasibility includes (illus. map): 

 The purchase of three blocks to the south of the existing hospital. 
 The adaptive re-use of the 500,000 SF six story loft building located between 

Missouri and Kansas Streets and construction of a new building on the remainder 
of the block (±500,000 SF) to house an up to date hospital, special clinics, out 
patient clinics, HMO offices, medical manufacturing and parking for staff and 
guests. Also under consideration is the inclusion of small scale ground floor retail 
and services along Minnesota Avenue to reinforce the local retail character of the 
Avenue. 

 The existing hospital is to be de-commissioned and adaptively re-used for HMO 
offices, ground floor retail (fronting on Colorado Blvd.) and hotel for visitors to 
hospital patients visiting health care professionals. 

 The construction of mixed-income housing, a day-care center, and mixed use 
buildings (ground floor retail with housing above) along Minnesota Avenue and 
rehabbed the two blocks south of the existing 6 story loft building that are 
currently mostly vacant. The northern most block is fully vacant and has been 
used for parking for businesses in the loft building. The southern block retains 
over a dozen fully occupied walk-up tenements, one of which houses the bodega.  

 The possible purchase and rehabbing of existing tenements scattered throughout 
the district. 

 The purchase of the block to the east of the proposed HMO headquarters 
(between Kansas and Missouri Streets) for future expansion. 

 
As the largest single land-owner in the district, the HMO could request the zoning 
changes for its sites that would allow the realization of its institutional and housing plans. 
The approach would leave the remainder of the area to be redeveloped through 
subsequent rezonings and/or variances, land speculators, the organic filtering of the 
rowhouse housing stock by middle income renters looking for affordable home 
ownership, and artists looking for affordable work-live space.  
 
Assuming a leadership role 
This laissez-faire approach was rejected by the HMO. It intends to assume a leadership 
role in the community’s revitalization and if pressed, to involve the broader community 
and stakeholders (both public and private) in developing a vision for the mixed-use 
district within the context of the larger neighborhood. 
 
By taking a more comprehensive view, the HMO leadership feels that it will help insure 
that the their own investments are not jeopardized, that its actions, even if taken alone as 
planned, will be perceived to be in the best interest of the community. Toward that end, 
the HMO has begun discussions with the city regarding the rezoning of the district. While 
discussions with the City’s Planning Department and the Deputy Mayor for Development 
have been encouraging, rezoning this mixed-use district is not on the City’s front burner, 
since the City is currently reviewing its industrial land use and jobs policy to meet the 
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rising demand for housing. Given the scarcity of appropriately zoned-land, in addition to 
residential neighborhood resistance to rezoning to higher densities and the political costs 
involved, the City administration views industrially zoned land as a potential resource for 
new neighborhood creation and housing. 
 
The fact that the City is revisiting its industrial land-use policy has led to speculation in 
industrial areas in anticipation of changes in zoning that would allow residential use. The 
district, while not as desirable as the industrial waterfront, has seen the arrival of artists 
being priced out of other parts of the City and a limited, but increasing amount of 
speculation and parcel assemblage of not only industrial sites and vacant land but 
rowhouses and tenements in the district that are currently non-conforming/non-
complying uses under the Industrial District Zoning classification, which prohibits 
residential use. Although some residents are anecdotally aware through informal 
neighborhood networks, most are completely in the dark about the City’s review of its 
industrial land use policy and are apprehensive as to how the policy changes will affect 
them in the short-term, but more importantly in the mid to long-term. 
 
The Protagonists: Representatives of the “At Risk” Population  
The hypothetical scenario protagonists are a working single mother of color with a young 
child, bodega owners, and a working family of color. They all live and/or work in the 
mixed-use district and bordering residential neighborhoods.  Each is profiled below. 
 
The single working mother of color with young child is thirty years old, has a high 
school equivalency diploma and holds a full time job in the food service industry.  The 
young child goes to the local public primary school located a few blocks away (illus. 3D 
map showing location of her house, school and transportation) where she is doing well.  
They have lived in the neighborhood for five years.  She relocated to the mixed-use 
district and neighborhood because of housing affordability, the quality/ proximity of the 
school, and accessibility of public transportation to get to work. 
 
She lives in a moderately priced rental unit in a three-story walk-up building.  The 
building is in modest repair with an aging ethnic owner who also resides in the building. 
Because the building is an existing non-complying use in an industrial zoning district, the 
owner has had difficulty in obtaining refinancing to upgrade the building.  The mother 
and daughter are living there with housing vouchers, without which they could not afford 
the modest but market rate rent.  The two other families in the building help out by 
picking up the child from school and taking care of her until the mom comes home from 
work.  Other than the people in the building and a passing, if not pleasant relationship 
with the other families and businesses on the block, she does not have intimate friends in 
the neighborhood. 
 
The block where she lives is characterized by a mix of mostly vacant commercial and 
industrial activities, vacant lots and a residential enclave of two, three, and four story 
tenement type buildings that are almost fully occupied.  Notwithstanding, the block is 
reasonably well maintained and policed by the residents and the remaining businesses.  
The neighborhood has a manageable crime rate mostly directed toward property rather 
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than people.  The block is relatively safe, compared to ones that are less cohesive, less 
residential and more industrial with vacant lots. 
 
The bodega owners are a Hispanic couple, in their mid-forties with three teenage 
children. The husband worked in his father’s bodega where he learned the business.  
When he married, both parents loaned the newlyweds capital to open their own bodega in 
the transitioning neighborhood.  Both parents operate the bodega taking shifts – the 
mother during the day when the children are in school, and the father mid-afternoon until 
closing in the evening.  This arrangement allows the mother to be home when the 
children return from school.  They own a modest house in an inner suburb where the 
children go to school. 
 
The bodega is a “mom and pop” operation with one part-time employee who handles 
stock and odd jobs.  They selected the district because rents were affordable and, at the 
time, it was still a relatively thriving district with a daytime working population of skilled 
and unskilled laborers.  When they opened the bodega over ten years ago, they did not 
realize that the district and residential neighborhoods were already in decline from its 
peak over 30 years ago.  The bodega has been burglarized three times in the 10 years. 
 
The bodega is located in a corner three story tenement with tenants occupying the upper 
floors (illus. photo of bodega in tenement and bodega location on 3D map).  The bodega 
is about 2,500 SF and primarily caters to the low and moderate income households whose 
inhabitants live or work in the district.  The rent is affordable because of the high ground 
floor vacancy in the district.  The owners are at a crossroads.  Their lease is almost up and 
they need to make a decision regarding lease renewal and store upgrades.  Obtaining 
financing seems elusive, in part, because the district does not have a formal small 
business association or other useful networks.  Further, because of the declining 
workforce, an increasingly transient residential population, and competition from other 
bodegas and a revitalized nearby Colorado Blvd., business is not as stable as our 
protagonists would prefer. 
 
The working family of color and their two growing children represent working families 
of color.  Both parents are in their early 30’s.  The father and mother both graduated from 
high school.  The father works in the construction industry as a carpenter and belongs to 
the union where he completed an internship five years ago.  With the resurgence of the 
city, he’s been employed on a full-time basis for the last three years.  His wife works 
part-time in an office, preferring to be home for the two young girls who go to the local 
primary school (where they are doing well).  When the girls are older, she would like to 
work full-time as an office professional and has been upgrading her skills through on-line 
courses. 
 
The couple moved to the district about three years ago from the inner city neighborhood 
where they grew up and met, in order to get a larger apartment for their growing family at 
a rent that they could afford in a quality school district.  The live in a moderately priced 
two bedroom basement in an owner-occupied “working class” rowhouse bordering the 
mixed-use district, an improvement over their former one bedroom apartment where they 
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slept in the living room ( illus. house location on 3D map).  Being on the edge of the 
mixed-use district and closer to the more affluent rowhouses, the neighborhood residents 
include a higher proportion of moderate income working families similar to the 
protagonists than the mixed-use district proper, where the residents are generally poor or 
working poor.  The block they live on predominantly residential, almost fully occupied, 
and is anchored by a large Catholic Church, a symbol of the neighborhood’s ethnic past. 
 
The current owners of the building are “empty nesters” in their middle 60’s who have 
lived in the neighborhood for over 30 years when the neighborhood was still 
predominately white ethnic.  The owners feel less tied to the neighborhood as the older 
ethnic community has gradually moved out and a new population of color has moved in.  
As a result they intend to sell the house to provide equity for their retirement, creating a 
dilemma for the working family.  The working family of color has two more years on 
their lease. It is very likely that their rent will go up, or that the lease will not be renewed, 
as potential purchasers would probably convert it back to a one family house. 
 
The Protagonists’ Aspirations 
The single working mother with child has aspirations for her and her daughter.  Her 
personal goal is a better full-time job – more engaging, and with health benefits.  She is 
prepared to go back to learn marketable skills.  She is open to these skills being directed 
toward the changes taking place in the community, although she does not know what 
those changes are and how she might benefit from them. She would like to see her child 
continue to go to her current school, where she is doing well and has made friends across 
racial and ethnic lines. While nicer housing would be preferable, her priorities are 
focused on her future earning capacity, her personal growth and her daughter’s well-
being and education. 
 
The bodega owners’ dream of sending their children to college and saving for anticipated 
costs is closely tied to the future of their bodega. In order to make their plan work, the 
bodega will need to generate more income. The owners see that the bodega at a 
crossroads and are perplexed about what to do. With one year left on their lease, they 
need to decide whether to renew thee lease and expand, or find a better situated location. 
Their sense, through personal observation, conversations with their clientele, and general 
gossip is that the district is changing – some say for the better and some say for the 
worse.  The couple would prefer to stay because of the relationships they have built with 
the clientele and others in the district.  They also realize that they need to expand the size 
of the bodega in order to provide a greater selection of higher quality high value products 
that in turn would increase their market, profitability and ability to finance their 
children’s education. 
 
The working family of color would like to purchase their own home in the neighborhood.  
The family likes the neighborhood, believes it is still affordable and is comfortable with 
the quality of the school.  They are looking for both stability (e.g. not renting, having to 
move and all that that entails, including the quality of the school, and social networks and 
friendships – theirs and the children’s) and the social capital  and building equity they 
represent.  The family has been able to save some money and expect to earn more as he 
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moves up the ladder from being a journeyman to a supervising carpenter.  Given the 
inherent instability of the construction industry, they have discussed the possibility of the 
wife working full-time and developing her skills.  This poses a potential conflict for her 
unless there is a quality after school program and child care.  They have never secured a 
bank loan, but he believes his increasing income should be enough to secure a loan.  The 
husband expects to do much of the renovation work since he assumes they will not be 
able to afford a new house and sees the value in “sweat equity”, given his construction 
skills. 
 
Community Organizations 
With the exception of the hospital, almost all of the service providers and faith-based 
institutions have historically been located in the adjacent neighborhood. While there are 
many faith-based organizations and churches in the adjacent neighborhoods, only the 
Catholic Church (mentioned earlier as being on the same block as the protagonist: 
working family of color) provides services and ministers to the residents of the mixed-use 
district. Many of the residents of the mixed-use district, including protagonists working 
mother and bodega owners are Catholic Hispanics. The Pastor of the church is active in 
education reform, organizing child-care, after-school programs for working parents, and 
senior-care programs. The Pastor has been developing linkages with workforce training 
and small business assistance organizations in order to deal with the level of need 
although he is experiencing pushback from some who see his ambitions as potential 
competition for their services. Because affordable housing and home-ownership and 
other forms of asset building are increasing critical to his congregants, particularly those 
“at risk”, he has had discussions with established CDCs in nearby neighborhoods to 
solicit their input and assistance in creating a charter school for the mixed-use district. 
 
To realize his goal of creating a charter school in the district that would also serve the 
adult community, the Pastor has been in discussions with the City’s Neighborhood 
Services Department to acquire a city-owned building with a focus on the one story 
vacant warehouse that shares the block with the six story loft building that has been 
acquired by the HMO. Unbeknownst to him, the City’s Redevelopment Agency has been 
in discussions with the HMO, which is interested in acquiring the building for its future 
expansion needs. 
 
The small businesses on Colorado Blvd., the neighborhood’s historic shopping street 
have newly organized themselves into a Business Improvement District (BID). The 
purpose of the BID is essentially to put a “new face” on the aging shopping street; to be 
more responsive to the middle class tastes of the gentrifiers. The boundaries of the BID 
do not include the merchants (including the bodega owners) of the mixed-use district who 
were “out of the loop” and had no idea that a BID was being formed. 
 
The Community Finds Out 
The public announcement of the HMOs plans come from the City council member who,  
so to speak “let the cat out of the bag”. Privy to the discussions as a courtesy of the 
Redevelopment Authority, Planning Department and Deputy Mayor, the ambitious 
Council Member perceived the situation as an opportunity to garner favor with her 
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constituency by holding a news conference to express her “deep concern” for her 
constituents. The media coverage effectively ”blows” the HMOs cover, leading to a 
hastily organized community briefing session.  
 
Perception of Change: How the HMO’s plans are received. 
Our protagonists and the community find the news of the HMOs plans unsettling, but not 
necessarily for the same reasons. First we will examine the protagonists’ perceptions, and 
then those of the community. The immediate response by all three protagonists to the 
HMO plans is threat. This is a common reaction when dramatic change appears to be 
beyond one’s control. 
 
The single mom finds about the HMO’s plans through conversations with other parents 
when she drops off her child at school and at the neighborhood laundromat. Her 
immediate concern upon hearing of the HMO’s plans and rumors of developers 
purchasing properties in the district is the threat of losing her modestly priced rental unit 
to gentrification and redevelopment. Her greatest fear is being forced to move to another 
neighborhood where the schools are poor, jeopardizing her daughter’s education, well-
being, and circle of friends. She also has the sense that the expansion of the hospital by 
the HMO would bring with it the possibility of jobs to the district that has not 
experienced job growth in years. While her aspiration is for a better job than the one she 
has in food services, she has not made the connection between the HMO coming into the 
district and the district renaissance it is intended to foster, including full-time jobs in 
nursing, administration, etc. and her own aspirations. 
 
The bodega owners learn about the HMO’s plans through their informal networking with 
other merchants and suppliers. They feel threatened by a rumor circulating through their 
information network that the HMO intends to incorporate a national, full service 
supermarket in their plans. After years of building their business in this marginal district 
and planning their future based on their assumption that things will improve, they now 
feel helpless and marginalized when confronted by an organization with the clout of the 
HMO. Similar to the single mom, they are having trouble reconciling their modest 
ambitions with what they perceive are the good things, such as a more affluent 
population, that may result from the HMO’s effort to revitalize the district. 
 
The working family learned about the looming changes to the district through the church 
they belong to. They see the HMO’s plans as a threat to their goal of buying their own 
home in the district. From his experience working on jobs in other rebounding 
neighborhoods, he senses the specter of gentrification and resultant increase in property 
values will squash their goal of home ownership. However, he knows that a revitalized 
neighborhood would raise property values. Assuming that they could purchase an 
affordable house with a reasonable mortgage, he could start building equity for his 
family’s future. 
 
All of the protagonists feel marginalized by larger forces. They also sense that the 
HMO’s development will change the district for the better, but that they will not 
necessarily be the beneficiaries of these changes – but rather its victims. The shock at the 
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projected scale of the HMO’s plan (and those of other developers) and the size and power 
of the HMO to realize them, as compared to an atomized community unable to confront, 
no less prevent, the rumored changes is an upsetting prospect. 
 
The Community 
The geography of the community includes the adjacent residential neighborhoods, and 
Colorado Blvd., the shopping street and the mixed-use district located in the center. The 
community consists of individuals, businesses, local elected officials and organizations 
and institutions, each which will have separate and often overlapping constituencies. The 
neighborhood is diverse, reflecting households of different ethnicities, age, income, 
education and background. Each will have differing perceptions of the consequences and 
will wonder, “Are these changes good for me/us?”  
 
In addition to rumor, the community finds out about the HMO’s plans inadvertently from 
two primary sources: the Catholic Church’s Pastor and the local City Council Member. In 
the case of the former when he learned he was competing for a City owned site with the 
HMO and in the case of the latter in the media. 
 
Given the diversity of the population, it is not surprising that there are competing 
interests. For example, the Colorado Blvd. BID organizers envision a resurgent shopping 
district, while many of the residential block associations see more traffic and congestion, 
exacerbating the already bad parking situation. Others are concerned by “outsiders” 
coming into the neighborhood to use the expanded health care facilities, while elderly 
home owners and empty nesters see the value of their property increasing in value and 
desirability making the dream of retirement a reality. Similarly, local organizations and 
service providers may feel threatened by perceived competition from the HMO to provide 
services for their constituents. 
 
The First Community Meeting: The HMO Shares Its Plans 
At the information meeting the HMO shares its development plans with the community. 
The Pastor of the district’s church expresses his exasperation that a site he contemplates 
for the charter school and child-care center may no longer be “in play”. The bodega 
owners and their friends’ response to the HMOs/City’s plans for a major supermarket, 
(instead of being well received as the HMO anticipated) raises their ire who instead call 
for a co-op controlled by local merchants “who have stuck it out through the hard times” 
and won’t tolerate being squeezed out by a regional or national chain. The single mother 
and working family raise concern that market rate units for hospital professionals will 
replace affordable units such as their own, making home ownership for working families 
an illusion. Neighborhood folks from the low-income area (the major clients of 
neighborhood health centers and emergency rooms because they fall outside the insured 
HMO system) are suspicious when an institution of this magnitude arrives “to make 
things better/bigger”. Most of the attendees are shocked that all of this was happening 
without the participation of the community. On the positive side, there is belief that the 
neighborhood hospital that was on the verge of closing will remain open and expand its 
healthcare and career opportunities. 
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Rather than asking the question, “What would you like to see for the future of your 
community?” the HMO representative asked those assembled, “How do you like this 
plan?” effectively asserting the HMO’s agenda rather than setting the agenda with the 
community. Because the HMO misunderstands the role of the community in the planning 
and design process, it further reinforces the resident’s skepticism when they are finally 
asked to participate in the process.  
 
Realizing the mounting negative perceptions of its plans, the HMO representatives back 
off. They explain that the planning is only in its beginning stages and that they are 
committed to funding a fully independent inclusive visioning process that will result in a 
vision for the future of the district and neighborhood. Trust begins to grow as a result of 
promises of inclusiveness and sincere assurances that the process will not be adversarial, 
but rather collaborative and leading to consensus. The HMO representatives assure the 
community that they will have seats on the steering committee and working groups that 
will address vital issues, such as local merchant opportunities, job training, child care, 
affordable rental and home ownership housing mixed with marked rate housing, 
parking/traffic/air quality, brown fields remediation, etc. 
 
Proactively, the Pastor has invited a local foundation whose mission involves 
community- based planning and human development to attend the meeting. As a member 
of the foundation based “Living Cities” consortium, they became aware of the HDOD 
and have invited the Ford Foundation HDOD Technical Assistance Team to attend as 
observers. 
 
Assistance from a Resource Center, the HDOD Team and Advisory Group 
In the spirit of the meeting, the local foundation agrees to fund an independent resource 
center that will provide information, training, etc. to all stakeholders and be located in the 
neighborhood. The Ford HDOD Technical Assistance Team agrees to develop the 
program, staffing, data needs to create both a community baseline, and individual 
baselines, etc. In addition, the HDOD Technical Assistance Team agrees to consult with 
its “wise owls”, a group of national and regional experts in community and human 
development, to suggest successful examples of approaches to the issues confronting the 
community from cities across the country. 
 
 
It is agreed that subsequent inclusive community meetings will be jointly sponsored by 
the participating community based organizations, the Resource Center, HMO, and the 
City and that the agenda will be collaboratively set. 
 
The agenda for the next community meeting will focus on: 

 Explaining the HDOD concept, tools, and schedule, including the community 
“visioning process” individual development components. 

 Presentation of the plan for the Resource Center and its role with the wise owls’ 
suggestions of successful, models from other communities with a focus on what 
can be done now to assist “at risk” community members; 
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 The formation of a selection committee to review the RFP (Request for 
Proposal), interview and select the vision plan consultant, and  

 Next steps and schedule for subsequent meetings. 
 
Between the Information Meeting and the First Community Meeting 
All of the primary shareholders see the second Community Meeting as critical to moving 
forward and working collaboratively toward reaching consensus on the future of the 
community. The HMO, the City Council member, City administration, local NGOs, 
schools and businesses utilize their formal and informal networks to advertise the 
meeting and the importance of attending. 
 
 All of the protagonists are aware of the meeting: the single mom and other parents from 
the school; the bodega owners through their informal small business network; and the 
working family having attended of the first meeting. Despite their intent to participate, 
the demands on their time are such that only the wife of the working family is able to 
attend the meeting. Further, although they are actually supportive of the community-
based planning initiative, their immediate concerns are focused on the impact the HMO’s 
catalytic project will have on their lives and what they can do now; and not a year from 
now when the project is completed. 
 
Since it is unlikely that those attending the second community meeting will not be fully 
representative of the community, and that the community’s at risk population needs 
assistance now and not a year from now, the Ford HDOD Technical Assistance Team 
suggests integrating two simultaneous tracks. The first track would focus on community-
wide issues and the second on the immediate and long-term needs of at-risk individuals, 
households, and small businesses. 
 
The sections follow the community and protagonists during the first year of the HDOD 
application. The tracks describe monthly activities, allowing the reader to observe the 
application of the HDOD in the context of neighborhood poised to undergo rapid change 
and follow events and the way in which community actions and those of the at risk 
population inform each other. The monthly headings represent both the community and 
protagonists through month 6 of the HDOD application. Subsequent months have been 
compressed, focusing on the major action(s) in that month. We begin with month two 
during the second community meeting. The simultaneous trajectory of both the 
community and the at risk population can be followed in the HDOD Project Roundup. 
 
Month 2 
During month two, there are two major actions. The first is the second community 
meeting. The second is the identification of resource providers and the communication of 
the results of the second community meeting to the protagonists and the at risk 
population. 
 
At the second community meeting, Ford HDOD Technical Assistance Team is introduced 
to the attendees where the team presents the HDOD, the Visioning component of the 
HDOD, and the Resource Center concept. The team explains that the HDOD is a set of 
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digital tools and a process designed to assist the community and the at risk population 
frame their choices for the future and that both tracks will advance in parallel, mutually 
informing each other. A Project Roadmap is included at the end of the narrative in which 
the reader can see the entire first year for both the protagonist and community.  A 
representation of these two tracks would look something like this: 
 
 

Community Individual 
Community Value and Goals Individual (household) Values and Goals 

What we have? What I need? 

Where do we want to be a community? Where do I want to be an individual? 

Community indicators to measure success 
or “How are we doing?” 

Individual indicators to measure success or 
“How am I doing”? 

 
It is explained that the HDOD Toolbox (see p.____ for an explanation of the HDOD 
toolbox) will assist decision-makers (from the individual at risk to the broader 
community) in three areas: 

 Change at risk population’s perception of threat  
 Track changes in people, networks, and the neighborhood and mixed-use 

district 
 Manage change by providing the context for incremental decision-making 

through feedback loops  
 
How will the HDOD assist decision-makers? 
The HDOD team begins by stressing that the HDOD is not a one-size-fits-all approach, 
but rather a nuanced approach. They explain clearly that is designed to adapt to the 
community’s and at risk population’s human dimensions. It is a shell or structure that 
needs to be populated with information about the neighborhood and district and the 
people who live there. Most importantly, it is developed to capture the community’s and 
individual’s values and sense of identity, clarify common ground and reach consensus on 
community and individual action. 
 
The HDOD Technical Assistance Team explains that the HDOD represents both human 
and technological tools. The Technical Team is comprised of professionals in digital 
information technology, the design and application of decision-support tools and database 
design (the information on which decisions are made; community –based planning and 
visioning, small business, economic development, workforce development, social 
services, and tracking (community and individual). This group will be the HDOD 
representatives on the ground. They will provide technical and other assistance on an as-
need basis in response to the questions and issues that arise for the community and at risk 
individuals. They will train the community and local resource providers in the use of the 
HDOD as part of the process of transferring the HDOD. 
 
The other group of professionals are the HDOD’s “wise owls”. These advisors are 
national experts with extensive experience in community and human development. Their 
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role is to provide insights into the issues confronting the community, individuals, and 
households, and merchants. The provide oversight of the HDOD during its application in 
the community, assess the efficiency of the HDOD, and provide feedback to the 
Technical Assistance Team and local resource providers. In addition, they will be called 
on to suggest examples of successful precedents from communities across the country – 
some of which will be presented for discussion at this meeting.  
 
The three digital components at the core of the HDOD are: 

 Information/Database 
 Decision-Support Tools 
 Information and Policy Analysis Tools 

 
The decision support tools are visually-based employing real time 3D visual simulations 
(similar to flight simulation software and immersive computer games) of anticipated as 
well as preferred change. This encourages people to try things before they happen and 
learn from them in an interactive 3D digital representation of the community. The 
visualizations are integrated with a data rich environment. Feedbacks on actions by either 
the individual or community are based on the concept of performance – “How am I doing 
against my own expectations?” 
 
The decision support tools will be used in the community visioning process where the 
participants will develop a Vision Plan and steps to implement the vision. They will also 
be used by individuals to help them frame their choices within the context of the vision 
plan. For example, the bodega owners can use the tool to help them understand the 
trajectory of changes in the community. Armed with this knowledge, they are better 
equipped to seize the opportunities presented by those changes, including opportunities 
for success. 
 
The visioning process, it is explained, is critical to achieving both the common ground 
and the consensus in a diverse, pluralistic community such as theirs. It is the essential 
first step because it coalesce the stakeholders in desirable collective action. It is 
emphasized that this is particularly critical to the community’s at risk population because 
it provides the context for successful individual action. Without the broad consensus 
provided by the Vision Plan, individuals at risk become atomized players, buffeted by 
events that are external to them and the community as well. In this sense, the at risk 
population’s ability to take advantage of the changes the community is about to undergo 
drastic change by giving them a powerful voice that is the result of the Vision Plan. 
 
It is explained that bottom-up and top-down planning approaches have proven to be 
inadequate for a number of reasons. First, and foremost, rather than building agreements, 
they have tended to impose the will of one group over another. The preferred approach is 
an all inclusive one. One that could bring to the table the broadest range of interests for 
the purpose of setting an agreed upon agenda and working on shared issues  
-- a center-out approach. A center-out approach includes all the stakeholders who 
contribute ideas and formulate the vision, with the emphasis on implementation. 
Examples of how the visioning process is supported by the digital tools are demonstrated 
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with examples of other localities. The integration of process and tools in workshops in 
developing the vision plan is explained in more detail in the description of the workshops 
in the months to come. 
 
However, at risk individuals, households and small businesses do not have to wait until 
the plan is implemented before they take action. Resource providers will be identified and 
collectively agree to “get the word out” through newsletters and their informal networks 
(i.e. locations such as the laundromat) that are intrinsic to social capital. Through the 
informal networks, they learn about the “wise owls’” examples of successful actions in 
circumstances similar to their own. 
 
Comparable Model from the Midwest 
One example that particularly resonates with their community is a comparable HMO 
expansion that occurred in a similar size city in the Midwest. In this instance, the Ford 
Foundation and the Federal government supported a redevelopment approach that created 
both affordable and market rate units along with new business venues for local 
merchants, job training and day-care.  This process was a collaboration between the 
HMO, the CDC, local merchants and residents of the community. Further, community-
based merchants succeeded in convincing the City and the HMO to include in 
Development Requests for Proposals (RFPs), strong suggestions to “inspire” real estate 
developers to form collaborations with neighborhood business and organizational 
stakeholders. 
 
HDOD Technical Assistance team picks up that the lesson to be learned is that the vision 
of the community (the Vision Plan), as well as a broader set of objectives (such as 
maintaining income, family, and tenure housing diversity) need to be incorporated into 
which projects, such as the HMO, are contextualized (see prior comment about 
contextualizing incremental decisions which pertain to the community as well as the 
individuals). We all make decisions in context – by responding to the information, our 
values and the trajectory of our plans for ourselves. 
 
Picking up the newsletter (provided by the Pastor) at the laundromat, bodega, and school, 
our protagonists are pleased to find out that the HMO has agreed to support immediate 
actions and look forward to proceeding. 
 
At the community meeting, the HDOD Technical Assistance team picks up on the theme 
of information being at the heart of a decision-making process, and its importance to both 
the individual and the community. They suggest that a local Information and Assistance 
Resource Center (IARC) be created. It would be located in one accessible location in the 
neighborhood, be fully independent (not a “Trojan Horse” for any constituency) and 
provide information, expertise and framing of choices to all constituencies. It would be 
neutral and not take positions. As a result, stakeholders will have confidence in the 
information and support the information database by contributing to it. Toward that end, 
the IARC will work with community residents to collect information (both measurable 
and perceptual) for inclusion in the database to keep it fresh and useful. 
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Discussions are underway with local foundations to provide long term/continuing support 
for the IARC. The IARC may be an extension of an existing organization. The next steps 
for both the Vision Plan process and the IARC is the creation of stakeholder committees 
to draft the RFP’s, interview and select the visioning consultant and the director of the 
IARC, 
 
As the meeting draws to a close, the HDOD Team recapitulates how the community will 
participate in decision-making from the creation and operation of the IARC through the 
formulation of the Vision Plan.  Up to this point, there had been polite conversation, 
mostly to understand and get clarification on the HDOD and the IARC. That is, until one 
person suggested a development moratorium be adapted until the Vision Plan is 
completed and its recommendations implemented. There is tangible public support for the 
idea of “stopping the clock” on development. As imagined, there is considerable 
pushback from the HMO, other stakeholders (including some of the small businesses), 
and city officials who are apprehensive about a moratorium. Given the late hour, and the 
complexity of the moratorium issue, the matter is tabled for discussion in the context of 
the Vision Plan. 
 
The meeting concludes with agreement by the stakeholders, including the HMO to adopt 
the HDOD and proceed along the two tracks recommended by the Technical Assistance 
team. 
 
Month Three 
During month three, the Pastor, City Council Member, HMO, local foundations and the 
HDOD Technical Assistance team meet to review resource providers (some of which 
have been suggested by the HDOD’s “wise owls”) that would meet the immediate needs 
of our protagonists and at risk population, enabling them to reach their aspirations. A 
short list is compiled and invited to participate in a full day workshop to develop action 
plans for different segments of the at risk population.  
 
The action plan will focus on: 

 The elderly 
 Job training 
 Home ownership strategies 
 Small business development 
 Day-care and after-school programs 
 Diabetes and other public health issues 
 Environmental quality/pollution/brownfields 

 
The HMO/Hospital steps up to the plate and adopts job training in health care 
(administration, nursing, manufacturing, maintenance, etc.) and public health issues and 
agrees to collaborate with resource providers, offering service with respect to the at risk 
population, the elderly and environmental quality. It is pointed out that the HMO, in the 
role as developer, will be a significant player in the district’s real estate market, and 
hence may (either positively or negatively) impact home ownership and small business 
development. In response, the HMO agrees to two things: the first is to work 



 Nov 13, 2006 
 

21 

collaboratively with resource providers in home ownership and small business 
development and use its influence with other property owners and developers to be 
responsive to the needs of the at risk population. 
 
What this discussion reveals is the very real connection between real estate development 
(e.g. HMO catalytic project) the action plans for at risk individuals, households and small 
business, and interrelationships between action plans themselves.  It is pointed out that 
this complex set of relationships needs to be made sensible to the resource providers and 
the folks that they are supporting. This is new territory for most of them, since most 
assistance programs tend to run on parallel, more or less independent paths, and at best, 
are coordinated intermittedly, but not in a sustained manner. 
 
The multi-dimensional HDOD tools and methodologies, it is pointed out, are specifically 
designed to make these complex interdependencies understandable, actionable and 
accountable. In response, the HDOD Technical Assistance team demonstrates the range 
of tracking tools, the types of information to be included in the database, and the 
Decision-Support and Information Policy Analysis tools including the very sexy and 
accessible virtual reality 3D model and database of the neighborhood. In addition, in 
rendering the complex relationships sensible, the HDOD tools are meant to be used 
longitudinally tracking change, making adjustments based on new information and the 
performance of the action plans in a continuous, iterative process and framing choices for 
the  broader community, individuals, households and small businesses. Taken together, 
they represent a key HDOD concept – the movement away from episodic decision 
making where decisions are evaluated in intervals of several years, toward longitudinal 
decision making where decisions are continually being analyzed as to how well they are 
performing against goals and objectives. This is made possible by the rapid feedback 
loops inherent to and made possible by information technology.  
 
The key is the quality and the freshness of the information that will be made possible by 
having all of the stakeholders and community residents participate in providing 
information for entry into the database. As an example of a community driven database, 
the HDOD Technical Assistant points to an EPA project done in Boston, run by a high 
school science teacher who used her students to map brownfield sites in the 
neighborhood. The project, which has been done annually to update the information, won 
an award for being one of the most accurate databases. This should come as no surprise 
since the residents know their neighborhood better than anyone could. 
 
The workshop comes to a close with the resource providers agreeing to actions. The first 
is to have a resource provider “Fair”. The second is for each to coordinate an aggressive 
public outreach program, targeted to informing those folks who are at least likely to be 
aware of the resources being made available to them. 
 
Concurrently, the two stakeholders committees have met to select a director for the IARC 
and the Visioning Consultant. In terms of the IARC, it’s been agreed not to create one 
out of whole cloth, but to work with an existing resource center. This allows 
stakeholders to take advantage of its city-wide experience and databases, and work 



 Nov 13, 2006 
 

22 

with the resource center at the local university to set up an extension Resource 
Center to be sited within the community. A group of local foundations agree to fund 
the IARC and work with the university-based resource center. The HMO agrees to house 
the facility in a ground floor space in the hospital because it is a facility heavily used by 
the at risk population, making it very accessible.  
 
 
Month Four 
The resource providers “Fair” at the Pastor’s church is well attended, in part as a result of 
the public outreach program and the provision of free day-care. Nonetheless, there are 
still at risk members of the community who, for whatever reason, do not attend. It is clear 
that reaching them will take a focused and concerted effort on the part of the resource 
providers. The single mother, bodega owners and the parents of working class family are 
in attendance. 
 
At the “fair” the invitees are told how they can participate, what is expected of them, and 
how their future is inextricably interwoven with that of the community by the Pastor, 
representatives of the resource providers and the HDOD Technical Assistance Team.  
The team shares information about what the HDOD is and how it will be applied to the 
attendees and the neighborhood. They also explain how the Vision Plan for the 
neighborhood will provide a context in which their choices will be framed. Their intent is 
to focus on the potential limitations on time and obligations for the attendees in the face 
of this change. They further advise those there to focus not only on their concerns, but 
those of the community as well. The Team encourages everyone to participate, hoping 
that people will at least “stay plugged in” to the visioning process. 
 
During the “Fair”, participants are encouraged to ask questions of the providers and sign 
up with one or more of the resource providers depending on their needs. While many of 
the participants do sign up, others are still skeptical. Because the process is so new and 
given that the burden is on them to be responsible participants, they still have misgivings. 
The concept is to enable them rather than create the usual dependency relationships 
between resource providers and those that they are trying to help. 
 
The single mother is intrigued by the HMO’s offerings and signs up to explore the work 
force programs to become a health care administrator. Although it will initially pay less 
than the program to become a nurse’s aide, something that really interests her, the hours 
and shifts health care providers conflict with her need to be with her young daughter. 
 
The bodega owners discuss their concerns with the small business resource provider. 
They realize the provider can be very helpful in analyzing their choices in the context of 
the community’s Vision Plan. They are also seeking assistance securing financing, 
negotiating rent, and setting up a small business association in the district. 
 
The working family is equally intrigued and signs up with a homeownership resource 
provider with expertise and experience in “sweat equity” programs. With their help, he 
and his wife feel more confident about their prospects owning a home. 
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On another Saturday, the Vision Plan consideration begins with a community meeting to 
explain the Visioning Process, outcomes and answer questions regarding the procedure. 
The Visioning consultant outlines the steps that will happen over the next 6 to 8 months. 
They include: 

 The formation of a steering committee of stakeholders that include representation 
by the community residents, merchants, local institutions and organizations, the 
HMO,  and Planning Department among others 

 A series of focus groups to identify “hot button” issues 
 Set up working groups of residents to focus on “hot button issues” 
 A communications and public outreach program 
 An exercise and community meeting to assess the community’s perception of 

itself called “Good Places/Bad Places and to be conducted in conjunction with the 
IARC 

 Train facilitators to conduct “kitchen meetings” where participants are asked to 
brainstorm ideas, in an effort to get the widest possible participation and ideas 

 Two “How We Grow” workshops where participants will work with HDOD 
decision tools (3D GIS of the neighborhood, building kit-of-parts, performance 
indicators, etc., created in collaboration by the HDOD Technical Assistance team 
and IARC) to formulate principles, indicators and performance measures and 
alternative neighborhood scenarios in 3D 

 Two “Community Choices” workshops where the results of prior workshops and 
the reports form the working groups are framed as choices, refined and ultimately 
voted on 

 The Vision Plan that identifies implementation strategies, actions and key 
implementers 

 
The participants agree that the IARC will support the process and participate with the 
intent to issue a “state of the neighborhood” report card that would take place at a bi-
annual community meeting to take stock and evaluate how well the community is doing 
against it own expressed expectations in the Vision Plan. The IARC would track changes 
against the baseline, created at the beginning of the visioning process. It could also be a 
time to revisit and recalibrate the Vision Plan based on the previous two years 
experience. 
 
During month four, the IARC is set up and also begins an ambitious program to employ 
the neighborhood youth. The program will train teenagers to build 3D digital models of 
the neighborhood and the building kit-of-parts. Another component of the program is 
called “Youths with Laptops” in which the youths would load the results from the 
exercises and workshops into the laptops (contributed by a leading manufacturer) and 
disperse to locations around the community (e.g. churches, Laundromats, the hospital, 
etc.) to reach those that could not participate and record their input. In addition to the 
“Youths with Laptops” outreach will also include posting the results of the workshops on 
the IARC website, newsletters and flyers in laundromats, coffee shops, etc. as well as 
make the results available to local news and cable channels.  
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Month Five 
During month five, the protagonists and others from the at risk population meet with their 
resource providers individually. At this initial meeting, each of the providers describe 
their services and how the HDOD will be used to help each protagonist meet their goals. 
 
The resource providers explain that the power of the HDOD is its capacity to integrate 
community information with their personal and business development plans. The purpose 
is to assist the protagonists anticipate changes in the neighborhood, providing them with 
the information to make considered decisions about their future, families, occupations 
and businesses.  Referencing the Ford Technical Assistance Team’s PowerPoint 
presentation (used during the second community meeting), providers walk our 
protagonists through the first year of the HDOD application in detail and the subsequent 
years in general. They maintain focus on the iterative use of the HDOD in assessing 
individual decisions and action against the changes in the community.  For example, the 
bodega owners are shown how to use the 3D model of the neighborhood simulating one 
of the many probable build-outs of the Vision Plan to understand the actual dimensions of 
the resulting changes. This window into the probable future is actually a database replete 
with the information about the projected population and demographics (and potential for 
expendable income) changes in land-use and zoning, potential land assemblages, building 
floor sizes, possible rents, vacant spaces, etc. all of which can be queried by the user.   
 
The value in the HDOD is in its ability to show both existing conditions (the community 
and individual baselines) and probable conditions in the not so distant future and compare 
and analyze them. The HDOD, kept current, is an invaluable asset to our protagonists, 
residents, working population and other neighborhood stakeholders. For example, 
when the residential and working population in the district reaches a critical mass, it will 
need, and be able to support the range of shopping and services typical of a functioning 
neighborhood, information that would clarify if and where the bodega owners might 
relocate. 
  
At the next meeting in Month six, the protagonists will meet with their respective 
provider to formulate their household/family plans, in the case of the single mother and 
working family and business plan for the bodega owners. 
 
Concurrently, the community Visioning Planning Consultant and the Training and 
Steering committee set up the working groups. The purpose of the working groups is to 
flesh out the community development principles that will emerge from the forthcoming 
workshops. They will focus on housing, the environment, open space, education, 
transportation, jobs, etc. and be staffed by community volunteers. For example, the 
construction worker’s wife joins the working group on housing – representing the young 
neighborhood couple’s concern in the neighborhood. 
 
The purpose of the “kitchen meetings” is to illicit the broadest range of ideas and 
positions on the future of the neighborhood in comfortable settings (people’s homes) 
through facilitated brainstorming. Over a dozen facilitators are trained by the Vision 
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Consultant to oversee brainstorm sessions whenever and wherever at least 6 people are 
interested in a “kitchen meeting”. They will take place in month six in preparation for the 
“How We Grow” workshop to be held in month seven. 
 
The major community-wide event of month five is the “Good Places/Bad Places” 
exercise. It has three major objectives. The first is to have the community map their 
perceptions of their neighborhood.  The second aim is to identify where there is apparent 
common ground and where the differences in perception (e.g. where there is a 
disagreement over whether a specific location is a “good” or “bad” place) and discuss 
why there is agreement or disagreement. Finally, the exercise evaluates the efficacy of 
subsequent interventions, both to change perceptions and identify possible mismatches 
between measurable data and people’s insights. 
 
The “Good Places/Bad Places” exercise is a decentralized event held simultaneously at 
a number of formal and informal locations throughout the neighborhood in the order to 
insure that the results are representative of the community and hence the perception of 
itself. The Visioning Consultant and the IARC facilitate three simultaneous meetings at 
the Resource Center, the primary school and at the hospital. The informal workshops are 
facilitated by “Youths with Laptops” with support from the consultant team and IARC 
staff. Informal locations include the bodega, local laundromat, luncheonette/diner, and 
local churches. The locations where workers and residents of the mixed-use district 
typically “hang out” are targeted, so that during the course of the day, folks missing 
formal meetings can participate on their own schedule. 
 
The exercise takes about twenty minutes to complete. Each resident is given green and 
red dots representing good and bad places and asked to place them on an aerial view map 
of the neighborhood and mixed-use districts and to briefly write down why the location 
identified as “good” or “bad”. The “Youth with Laptop” is there to administer the 
exercise and then enter the resident’s name and attributed choices on their laptops (illus. 
selected good places/bad places on 3D map).  The data from all the “Good Places/Bad 
Places” exercises are incorporated into the 3D GIS of the neighborhood being compiled 
by the IARC where the results will be analyzed, visualized and distributed in preparation 
for the meeting to be held in month seven. 
 
The single mother participates at the Laundromat, the working class family and their 
children at the church after Sunday services with other interested congregants, while the 
bodega owners host “Good Places/Bad Places” at their bodega where they and other 
customers who could not attend at the formal locations have an opportunity to participate. 
For example, the single mother is very concerned about the working industries, 
particularly the truck traffic generated by warehouses and distribution centers, and 
secondarily the vacant lots many of which are believed to be heavily polluted. Both she 
and a friend are concerned about a corner populated with drug dealers.  
 
On the positive side, they both place green dots on the school where they send their 
children, and the hospital. The single mother, a practicing Catholic, also puts green down 
for the church because it is a beautiful building, a neighborhood landmark of sorts, and 
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the services that it provides for its congregants. She isn’t sure about her own block and 
decides on balance, to put neither green nor red dots down. She and her friend found the 
exercise productive, because it made them think about the district/neighborhood in ways 
they hadn’t considered before, also realizing that there were parts of the neighborhood 
they couldn’t comment on because they hadn’t walked there. As a result, both became 
aware of their surroundings and began exploring most of the neighborhood and paying 
attention to their experiences and observations. 
 
The participation of the community exceeds expectations. More importantly, the profile 
of those that participated clearly mirrors the current demographic profile of the 
neighborhood. The combination of formal and informal locations is a strategy that proved 
to be effective in getting broad representation. 
 
Month Six  
Results of the Good Places/Bad Places” 
After the results of the “Good Places/Bad Places” are downloaded from the “Youth with 
Laptops” computers and integrated with the results from the exercise from the formal 
location, the IARC organizes the responses in the neighborhood 3D GIS and produces a 
cumulative “Good Places/Bad Places” map of the neighborhood. The GIS map will 
become part of the community baseline, capturing the community’s perception of itself. 
This will serve two ongoing purposes. The first is to focus interventions in places that the 
residents perceive to be “bad” or problematic. The second is track whether the 
interventions have made a difference be repeating the exercise in the bi-annual 
“Community Report Card” meeting where the IARC will present both the perceived and 
measurable changes to the community. 
 
The protagonists see the results of the “Good Places/Bad Places” exercise at the informal 
locations. Each of the protagonists is surprised by the results. In many locations, 
community residents placed both green and red dots, suggesting that one person’s “good 
place” is someone else’s “bad place”. One striking example is the primary school where 
some residents perceived it as a “bad place”, rather than the “good place” she perceives it 
to be (her daughter plays there). The single mother wants to know why others perceive 
the schoolyard as a “bad place”, so the “Youth with Laptops” queries the red dots 
placed there. She finds out that some people living close to the schoolyard are upset 
by the noise that the children make, but more to the point, the noisy evening 
basketball games that take place after school hours. Sampling the green dots, she 
learns that the youth counselor believes it to be a “good place” because it helps channel 
the local teenager’s energy into something that is fun and keeps them off the streets. At 
the end of the presentation, she is given a copy of the map and told she can always go to 
the IARC to learn more about her neighborhood’s perceptions. She also intends to use the 
map to walk the neighborhood. By using the map, the single mother better 
understands both her own sense of the neighborhood as well as that of her 
neighbors. 
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“Kitchen Meetings” 
The working family’s mother agrees to host a kitchen meeting in their home. She and her 
husband invite their friends and the IARC agrees to send a facilitator. He explains that the 
purpose of the meeting is to brainstorm, a process where the participants intuitively 
suggest ideas without discussion. She further explains to the gathering that the results of 
the kitchen meetings will be organized topically by the Visioning Consultant and be used 
in the “How We Grow” Workshop #1 to formulate the principles and performance 
indicators. The principles and performance indicators, she explains, will be used in the 
second “How We Grow” workshop to evaluate the different development alternatives 
that will be created by the participants. There, the analysis of the community generated 
alternatives will be presented, discussed and ranked at the first “Community Choices” 
workshop. 
 
The kitchen meeting lasts for about two hours. The working family’s contributions focus 
on the following concerns: 

 Improving homeownership possibilities for working families  
 Better diversity and quality of food in local stores 
 Dealing with the truck traffic to make it safer for children 
 Limiting the amount and type of industry in the district 
 The need for quality middle and upper schools for both the existing residents and 

new entrants 
 
The kitchen meetings prove to be a success. Over twenty five meetings are held. The 
results from the meetings reveal a consistency that few residents thought would be 
possible given the apparent diversity and interests of the residents. 
 
During the month, resource providers meet with each protagonist to create the family 
(household/HH) and business plans. The single mother’s plan focuses on job training and 
affordable housing, the final step of which is applying for the HMO’s training program, 
as well as a number of others. Working with her resource provider, they develop a 
schedule that will let her to continue her current job and allow her to be home to help her 
daughter on her schoolwork. 
 
The bodega owners invite other local small businesses to the meeting with their resource 
provider. The resource provider listens to the small business owner’s desire to create a 
small business association and lays out the steps and schedule. Most importantly, he 
helps them formulate the association’s mission. With it, members can better 
articulate and advocate for their interests, including negotiating with the HMO to 
create a co-op market run by the small businesses and expose other possibilities for 
funding. 
 
Similarly, the working family meets with a housing advocacy group to create an 
affordable homeownership plan. 
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With the assent of the protagonists, the plans are shared with the “wise owls”. After 
reviewing each plan, they make a series of recommendations to the resource providers 
and their client protagonists. Examples of homeownership recommendations include: 

 The development of government or bank initiatives offering a “soft second” 
assistance program designed to help first time home purchasers who don’t have 
sufficient savings to make a down payment. 

 Require the HMO and other developers to facilitate the sale of a significant 
percentage of affordable units to local residents and new employees of the HMO 
and suggest some models from other cities. 

 Create asset accumulation programs such as Individual Dulp Accounts (IDAs), 
offering matching savings from the Federal Government, banks foundations and 
some employers for low-income individuals to save for home purchases, job 
training or businesses 

 
The “wise owls” point out the type of information that would be available from the 
HDOD. They review spatial information on competitors, availability size, and cost of 
pace, and new market opportunities including analysis of population densities 
(current and projected), and data regarding the existing/emerging customer base 
and its purchasing power. 
 
Subsequent Months: An Overview 
In this section, we present an overview of the significant events focusing on the 
implications that the Vision Plan will have on the protagonists’ family and business 
plans. 
 
During the next months, the Visioning process rolls into high gear with the two “How Do 
We Grow?” (workshops month seven), followed by two “Community Choices” 
workshops and the formalization of the Vision Plan by the visioning consultant with 
implementation of plan beginning in month eleven and carrying over into the following 
year. Concurrently, the HDOD Technical Assistance Team and IARC meet with resource 
providers to develop the HDOD applications for the protagonists’ personal and business 
plans. The protagonists meet with their resource providers to understand the 
implications of the “How Do We Grow?” neighborhood vision on their own desires 
and decisions. They flesh out their plans with this new information (month eight) 
and participate in the formal “Community Choices” workshops where the 
trajectory of Vision Plan is voted on (month nine). Further, they discuss how that 
information can be applied to advance the protagonists’ plans (month ten and 
onward). 
 
They explain that the “How Do We Grow?” workshops #1 and #2 (month seven) and 
“Community Choices” workshop #1 and #2 (month eight) are the critical community 
visioning workshops leading to the formulation of the Vision Plan in month ten. At the 
first “How Do We Grow?” workshop, the focus is on the formulation of the principles, 
indicators and performance measures to be used to evaluate the alternative development 
scenarios and the performance of the Vision Plan over time (tracking change). 
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In a series of meetings with their resource providers, the protagonists learn that their 
providers have met with the IARC and the HDOD Technical Assistance Team to develop 
the HDOD applications for the protagonists’ personal and business plans. At the meetings 
with their resource providers, the results of the “How Do We Grow?” workshops are 
shared with the protagonists, with the purpose of using the information about the Vision 
Plan’s direction to refine their own plans. But, before they analyze the results of the 
workshops and their implications, the providers review what happened at the workshops. 
 
Principles, they explain are value-based goals and can operate at the community-wide 
and individual level. For example, the stakeholders’ principles that are of direct concern 
to our protagonists are: 

 The district should be diverse providing housing for all incomes, families and 
tenures 

 The district should support an array of small businesses with priority to go to the 
district’s existing entrepreneurs 

 The mixed-use character of the district is desirable and job creation for the at risk 
population given priority 

 To the degree possible, existing business should be retained and be affordable to 
the district’s at risk population 

 
Many of the principles adopted by the stakeholders were derived from the ideas and 
concerns that were expressed during from the kitchen meetings. The individuals 
implement the principles and evaluate how well the community is doing in meeting its 
principles and expectations over time. In this example, the performance indicators 
measure the “delta” in difference between the community baseline and the community at 
a moment in time. They show direction: getting better, getting worse, or not changing at 
all. This is a function of information assembled to assess performance, and as explained 
by the resource providers, will be extremely useful in positioning each protagonist’s plan. 
The indicators that were developed by the stakeholders in the first “How Do We Grow?” 
workshop based on their principles. In addition, the principles and indicators were ranked 
since the protagonists see that not all principles and indicators are of equal importance. 
The performance indicators that follow are divided into primarily human dimensions and 
those that are primarily physical. They record and evaluate both perceived and 
measurable information. 
 
Human Dimension: 

 More or less diversity in the population 
 Evidence of disease increasing/decreasing 
 Evidence of crime increasing/decreasing 
 Unemployment increasing/decreasing 
 Social Capital in the form of social networks increasing/decreasing 
 Purchasing power of residents increasing/decreasing 
 Responsiveness and quality of services of public agencies and NGOs/CBOs 

increasing/decreasing 
 Income of residents increasing/decreasing 
 Quality of food increasing/decreasing 
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 Educational achievement increasing/decreasing 
 Folks moving out increasing/decreasing 
 Quality of life increasing/decreasing 
 Dependence on public assistance increasing/decreasing 

 
 
Physical Dimensions 

 Business startups increasing/decreasing 
 Property values increasing/decreasing 
 Homeownership increasing/decreasing 
 Public investment increasing/decreasing 
 Private investment increasing/decreasing 
 Cleanliness increasing/decreasing 

 
The second “How Do We Grow?” workshop was more intuitive, taking a John Dewey 
approach, where one learns only by doing. Using the kit-of-building blocks developed by 
the IARC and Visioning consultant with the assistance of the HDOD Technical 
Assistance Team, the participants, arranged in small groups at tables, were asked to build 
the district they would want to live in based on the principles and performance indicators 
developed in the previous workshop. Once each table has completed its district scenario, 
each was quickly modeled in the 3D/GIS of the neighborhood and evaluated against the 
indicators as to how well each performed. Not surprisingly, there was both great variety, 
yet commonalities between the scenarios (illus. 3D/GIS with performance indicator 
evaluation of 3D alternatives. Each table’s scenario was experienced at eye-level in a 
walkthrough of the scenarios’ visual simulation, since this is how folks experience the 
real world in real time. How each scenario performed against indicators was discussed, 
leading to a second iteration where each table modified its scenario to achieve better 
performance. A range of scenarios achieved equivalent performance evaluation, 
suggesting that there were many probable “right answers”. The operative questions was --
- are all of these scenarios satisfactory – establishing the range of probable futures. 
 
Subsequent to the “How We Grow?” workshops, the protagonists meet individually with 
their resource providers to review their family and business development plans in light of 
the direction the community is taking. Prior to the workshops, the single mother arranged 
her week to be at the laundromat where the “Youths with Laptops” would be presenting 
the results of the “How We Grow?” workshops including the range of probable 
neighborhood build outs and their evaluations developed by the workshop participants. 
The probable build outs are visually simulated in real time 3D digital and resented in real 
time.  
 
Our young single mother is intrigued as the “Youths with Laptops” walk her down her 
street and others in the neighborhood that she is interested in seeing. For the first time, 
she finally has a grasp on the way the district is likely to change in the coming years, and 
she likes it. Formerly vacant lots and buildings are built out with mixed-used 
developments (primarily residential) with buildings ranging from rowhouses on to higher 
density houses on the avenues along the future transportation corridor. The simulations 
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also increase the introduction of health related activities leveraged by the presence of the 
HMO, including bio-technology, medical manufacturing and a technology incubator 
expanding the potential job base, giving her a confidence in her course of action. 
 
As she “walks” through the 3D/GIS model, the “Youth with Laptop” tells the single 
mother that she can ask the model questions about the buildings, income range, types of 
units and tenure, who to call and so on. She now understands what the “Youth with 
Laptop” meant when he said that the 3D/GIS integrated words, numbers, and images into 
a single database. Considering her housing options, the single mother queries the 3D/GIS 
of the alternative development scenarios to identify prospective housing that is within 
her means. In the 3D model, buildings (both existing and those that are prospective) that 
meet her needs are highlighted. Rowhouses, rehabbed tenements similar to hers, and new 
apartment houses are highlighted, revealing a community principle: the blocks in the 
mixed-use district should be diverse and include a variety of tenures, building types and 
costs. While she prefers the “neighborhood-ness” of a small tenement to a rowhouse, she 
is intrigued by the services available to residents of an apartment house. At the end of the 
demonstration, the single mother is convinced that there is a future for the mixed-use 
district as visualized and evaluated in the simulations, and decides that she wants to 
play a part in the neighborhood’s transformation. 
 
The bodega owners have a similar experience at the bodega when the results of the two 
“How Do We Grow” workshops are demonstrated. Similar to the single mother, they 
could not picture what the district could become. On seeing the probable futures visually 
simulated in 3D, many folks are reconsidering their options including whether to make a 
commitment to the district or leave. 
 
Updating the family and business plans with new information 
The single mother, bodega owners and working family meet with their resource providers 
to review the results and analyze the implications of the “How Do We Grow?” 
workshops. The process will be iterative. It is explained that as the Vision Plan moves 
from strategy to reality, the HDOD will track and analyze changes in human and 
physical dimensions. This information will be made available to the protagonists so 
that they may respond accordingly, adjusting their plans to face any changing 
conditions. 
 
Months Seven though Twelve: Working Family updates their plan and takes action 
The working family feels confident that with the housing policies and principles that 
will be incorporated into the Vision Plan and be implemented. Therefore, 
homeownership still remains a real possibility, notwithstanding the anticipated 
increase of new, affluent entrants into their community. Based on real time visual 
simulations (in the 3D/GIS model), they and their resource provider are convinced 
that there will be ample affordable units available in the next three to five years 
(workshop projection based on the projected build out densities). This convinces 
them to look for a home in the mixed-used district rather than to move to another 
location. The range of possible futures, visually simulated, indicate that there will be 
broad range housing and homeownership choices that will be distributed throughout the 
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district, alleviating their fears of living in a mini-economic ghetto. This is important, 
since one of the things they really like about the block where they currently rent is the 
diversity of people. 
 
In addition, many of the ideas that emerged from the “kitchen meetings”, the workshops 
and suggestions from the “wise owls” have been adopted on the part of the Vision Plan. 
For the working family, this means the possibility of setting up an IBA, which, in addition 
to the “soft second” will make a down payment on a house sooner rather than later. 
Navigating through the 3D model, they locate existing locations on emerging blocks 
near areas zoned for local shopping areas. This is where current vacant lots and 
vacant industrial buildings will become residential or mixed-used buildings. While 
affordable, moving to these blocks will require a pioneer spirit and some social 
equity.  
 
Access to new jobs (and training for them) is also an issue for both the single mother and 
working family since it is clear that they still need to be employed in order to have the 
critical stream of income to support homeownership for the working family, and a nicer, 
larger apartment for the single mother where her daughter would have her own bedroom.  
 
If the data emerging from the workshops indicate that the projected jobs, and the 
expected increase in available affordable housing units and loan resources are likely to be 
community benefits of the Visioning process and plan then many will see the HDOD 
effort as a roadmap for community change that is sensitive to maximizing increase of 
assets to all. 
 
If the workshops indicate that the community benefits (increase in projected jobs, 
affordable housing units, loan resources etc.), then many will see the HDOD effort 
as a roadmap for community change that is sensitive to maximizing increase of 
assets to all. 
 
In addition, each of the protagonists feel it would be very useful to their planning if 
some of their relevant human/physical dimension neighborhood indicators were 
incorporated in their individual plans. They wish to be aware of relevant changes as 
they are happening and know how they might alter their startegies. The personal 
value of the Vision Plan to each protagonist becomes apparent. Since they now see the 
plan as supporting their own self interest, they have become advocates for the adoption of 
the Vision Plan by the stakeholders and its implementation by the city (e.g. zoning 
changes); IDAs (e.g. banks and firms); job development and framing (e.g. HMO); child 
care/charter school (e.g. the Pastor/Church); IARC (e.g. foundations); a merchant’s 
association (e.g. leadership by the bodega owners);  and affordable housing and 
homeownership plans (e.g. an array of public and private institutions and NGOs). 
Realizing the stake they have in the Vision Plan’s implementation, they all attend the 
second “Community Choices” workshop where the refined consensus Vision Plan is 
presented to the community to insure that everyone is “still on the same page”. After 
considerable discussion and some changes, those present agree to adopt the Vision Plan. 
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Toward the future 
While this narrative draws to a close, the real story for both the protagonists and the 
community are just beginning. As in life, things rarely turn out exactly as one thought 
they would, and so it is with planning a community, but some things are more stable – 
and have longer shelf lives than others. They are values and one’s/community’s sense of 
identity rather than any particular development scenario. That is why the principles and 
performance indicators are so critical for both the individual and the community. It is also 
why the Vision Plan is NOT a master plan. Unlike a master plan (a unitary right answer), 
which is typically structured without feedback once it is adopted, a Vision Plan is based 
on forecasting a range of probable futures – or “right answers” – and relies on feedback 
loops to adjust and adapt as the plan is implemented. This approach allows us to try 
things and learn from them in a continuing and iterative process of refinement. The same 
process is imperative for the individual and merchant – be nimble, but be clear and 
accountable and use information wisely. 
 
In two years, the community will be doing its bi-annual “Community Report Card” 
workshop to assess how well the community is doing as measured against their baseline. 
At that meeting, the community and individuals will be asked to take stock – ‘Is this 
where we want to be?’  – and – ‘Have circumstances changed that I/We need to take 
concerted action revising/updating the Vision Plan? If so, what are they? It continues, as 
it begins, a fully realized collaboration between people and places rather than people vs. 
places. 
 
 
 


