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I. PROPOSAL FOR A MODEL URBAN NEIGHBORHOOD IN BALTIMORE

The Participants and the Approach

This proposal is for the planning phase of a "model
urban neighborhood" action and research program based on a pro-

gram concept developed by the Office of Economic Opportunity.

The initial funding proposed will include the planning
and research necessary to convert the concept into an effective
program. However, most of the discussion in the following pages

relates to the entire program.

The purpose of this program is to demonstrate that 1f
‘si appropriate resources are used in a carefully coordinated manner
it is possible for a wide and diversified range of Federal and
local programs to have a permanent and beneficial impact on the

life style of a poverty neighborhood.

The first phase of the program will consist of research
and planning as well as action. The research component will
focus on the needs of the particular neighborhood, including de-
veloping an input-output model of a ghetto economy, building a
simulation model of trade-offs in costs and benefits of alterna-
tive Federal programs, and possibly creating a communications
model that will increase the effectiveness of information dis-

semination.




The action component during the first phase will tie
economic development programs to community organization by ex-
perimenting with new information services and a neighborhood de-
velopment corporation as a means of increasing the effective

participation of poor people.

The Greater Baltimore Committee would function as
coordinator of the research, planning and action effort for such
a pilot neighborhood in conjunction with Westinghouse Electric
Corporation, existing City agencies, principally the Community
Action Agency, and economic, social and physical planning con-
sultants as needed. The reasons for the involvement of West-
inghouse are fully explained in Section VII, but for purposes
of introduction, it is enough to say that the Greater Baltimore
Committee and Westinghouse share the view that if modern com-
puter technology and the systems management approach to problems
can be used to conquer space, there 1s reason to think these
techniques can be adapted to the solution of urban problems.

The technical and management experience of Westinghouse would
be used on a contract basis in the research and data gathering
phase of the model neighborhood project, in the selection and
scheduling of action programs and in the evaluation of results.
The innovative resources which Westinghouse will bring to this

effort are fully described in Sections V and VII.
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The Community Action Agency is already at work in sev-
eral of Baltimore's most impoverished neighborhoods, carrying
out Federally sponsored programs designed to meet some of the
problems to be addressed in the model neighborhood project.
Because of its on-going experience with anti-poverty programs
and its established procedure of reaching and working with the
poor, the Community Action Agency would be the applicant agency
and would delegate the direction of the program to the Greater

Baltimore Committee as a third party contractor.

Poor people in the selected area would be hired and
trained to perform as many of the research and information col-
lection tasks as possible. Their involvement in this initial
phase of the program is important for several reasons: first,
it would serve as a reflection of the general policy of having
the people in the affected area participate in the planning of
their area. Secondly, it should offer an effective system of
communicating the objectives of the program to others in the
area and enhance their receptiveness of those objectives.
Thirdly, the hiring of these people, preferably from the ranks
of the unemployed, would be a practical demonstration of a funda-
mental goal of the entire program - the elimination of unemploy-

ment and poverty.

The research phase would develop a profile of the

selected neighborhood in terms of such major considerations as
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health services and facilities, housing inventory, employment
opportunities for residents, educational, recreational and

transportation facilities as well as other basic city services.

The purpose of this profile of the neighborhood and
its inhabitants would be to suggest what services, what resources,
where and in what amount, would be needed to restore an inner-
city neighborhood to social and physical viability. While this
profile would be refined as the project progressed, it would be
capable at the outset of supporting a systems approach to the
solution of the area's problems, thus avoiding the pitfalls of
present-day planning practices which are based on partial con-
siderations, too little information and poorly defined objectives.
One of the most critical aspects of this project, if it is to
become a successful prototype demonstration for attacking urban
poverty, will be the development of new methods of urban deci-
sion-making and resource allocation. It is in this respect that
the application of defense and space planning concepts can have

a great impact on urban planning.

If innovative planning is one side of the coin
in attacking urban poverty, follow-through in the form of ade-
quate resources and services is the other. To date, no effort
has been made to find out the true cost of lifting a given slum

area out of its impovervished condition. By the same token, no
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comprehensive attempt has been made to quantify and understand
the soclal and economic trade-offs between the greater expense
today of stemming the poverty cycle and the lesser expense in
the future for welfare, crime, unemployment and other poverty-

related ills.

The model urban neighborhood would serve as a labora-
tory for determining what thresholds of assistance are needed,
the cost-benefit ratio of these assistance programs and the
trade-offs which occur among various types of assistance; for
example, to what extent the cost of creating employment opportu-

nities reduces the cost of welfare.

To this end, the Greater Baltimore Committee would
work with the City and its agencies to see that an adequate level
of municipal services is maintained in the target area. New
techniques of rendering these services, such as through decen-
tralization into the neighborhood, would be tested. For proper
demonstration purposes, every effort would be made to coordinate
local services and to develop the most efficient means of delivery

once the necessary thresholds had been established.

Upon this foundation of basic city services, the pro-
gram would seek to build an edifice of Federal and private pro-
grams designed to meet problems of poverty, health, education,

housing and others which represent an awareness at the Federal
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level of the need for action and experimentation in these

fields. As in the allocation of local resources, a prime goal
of the systems management approach would be the effective coor-
dination of Federal aid in the model neighborhood as a testing

ground for the larger Demonstration Cities effort.

A necessary, but largely absent element in the war
on slums and poverty has been the initiative and enlightened
self-interest of private enterprise. Generally expressed, it
would be the aim of the Greater Baltimore Committee, as a re-
presentative of the private sector in the Baltimore Region, to
see business become actively involved in the model neighborhood
experiment, to assume the responsibilities which are not pro-
perly those of the government, and to seek ways of introducing
the profit motive into urban problem solving. A specific ob-
Jective of the planning process would be to explore ways of
shifting the burden of meeting inner-city problems from the

Federal Government to the local and private resources.

This would be pursued in a number of ways. The
Greater Baltimore Committee's Housing Development Corporation,
a non-profit organization recently formed to stimulate new and
rehabilitated low-cost housing, would concentrate its efforts

in the model neighborhood area. The corporation 1s backed
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by a revolving fund of privately subscribed capital which would
be made available to churches and other neighborhood institutions
as seed money for the initiation of 221 (d)(3) housing and other

appropriate programs.

The Greater Baltimore Committee would attempt to ﬁork
with business and industry in the target area, as well as out-
side, to institute training programs for local unemployed or
under-employed residents. A program for the attraction of new,
labor-oriented industry to the neighborhood would be devised
as well as methods of transporting inner city labor to suburban
employment centers. Assistance programs to small businesses in
the model neighborhood would be explored as a means of strength-
ening the neighborhood economy and further increasing employment

opportunities.

It is recognized that the maximum benefit of all of
these Federal, city and private programs on the self-sufficiency
of the target area population will be missed if they are admin-
istered in a paternalistic fashion, without the active parti-
cipation of those affected in the policy making process. There-
fore, it 1s proposed that a keystone of the entire demonstration
project be the establishment of a Neighborhood Corporation, once
the indigenous leadership in the target neighborhood is identi-

fied and involved. The Corporation would gradually assume more
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and more responsibility for policy and implementation, through
a professional staff, of activities in the area untll it became
the prime mover in economic development functions and housing
construction programs, begun initially by the Greater Baltimore
Committee. The Neighborhood Corporation would also act in ap-
plying for future Federal grants and, ideally, would have a
strong voice in the direction of City programs within its area
of operation. The Corporation would be democratically set up
with a majority of its Board of Directors elected from the
community leadership but also consisting of several recognized
business and financial leaders whose participation would be

helpful in the affairs of the corpcration.




ITI. BACKGROUND OF THE GREATER BALTIMORE COMMITTEE'S INTEREST

For the last decade, the Greater Baltimore Committee
has functioned as an organization for mobilizing and focusing the
resources of Baltimore's business leadership on the solution to this
region's most vexing problems. The Committee was formed as an
expression of the conviction that Baltimore: 1) had a host of major
ills which could not be dealt with effectively by municipal government
acting alone and 2) that a motivated business cOmmuhity, working with
governmental leadership, could constitute a force capable of success-

fully combatting these ills.

In instance after instance over the last several years,
this conviction has been borne out. The public-private partnership
between local government and Baltimore's private sector has operated
with a continuity and rate of achievement which is unigue in the nation.
In the vital fields of mass transportation, freeway nlanning, regional
planning, urban renewal, taxation, civil rights and downtown re-
development, the Greater Baltimore Committee has been able to stimulate

or assist government in taking progressive steps.

The Greater Baltimore Committee has been most closely
identified with the conception, planning and implementation of the
Charles Center and Inner Harbor Redevelopment Projects and it is

primarily through these highly visible efforts at total planning for




large and important areas of the city that the working relationship
between the business sector and all levels of city government has been
developed and refined. Of course, the Greater Baltimore Committee, as
a private organization having no power to legislate or enforce, has

had to rely on this working relationship in virtually every area of
activity. While achievements in these other areas have not been as
visible as monumental downtown redevelopment Projects, they have,
nevertheless derived from the same essential determination to work with

and through the leadership within the municipal government.

Notwithstanding the success we have had in utilizing
this partnership, there is an awareness on the part of the Greater
Baltimore Committee that past and present efforts to solve civic
problems in Baltimore are piecemeal in nature. In too many cases,
these efforts are limited in their nature or they apply to only some
parts of the city. Still other problems, of critical importance to
the viability of the City and the welfare of its residents, have been

fundamentally ignored.

Charles Center itself has demonstrated a number of
important things. It has shown, by its example, that the concerted
thrust of public and private initiative, the commitment of the neces-
sary resources, the thorough consideration of all relevant factors
and the recognition of the need for total planning can produce results
which far out-strip those which occur when efforts are fragmented, when
sights are set too low and when the notion of compromise is built in

from the start.




In a sense, the whole of Charles Center is greater than
the sum of its parts. The planning concept, because of its imagination,
stimulated development at a much faster rate than could have been
possible without such a plan. The rate of development has materially
increased the tax take from the area by the City (from $500,000 per
year to an estimated $2,600,000 when the project is completed) and,
as important, has changed the attitude and expectation of Baltimore's
leadership and others about the City's future. Already, this funda-
mental change in attitude has made possible other progressive steps,
including the even more ambitious Inner Harbor Redevelopment Program.
The net result of the process of change begun by Charles Center is that
the public and private leadership structure is enthusiastic about the
philosophy of total planning and comprehensive action because they

have seen it work. The question, then, is one of next stevs.

The Greater Baltimore Committee recognizes that as im-
portant as Charles Center has been to the city, in absolute terms
as well as a psychological boost to its aptitudes for tackling other
problems, this type of "glamor project" cannot be expected to correct
the largely unrelated and more complicated ills of the Inner City.
Indeed, Charles Center and other efforts at downtown revitalization
could become a house of cards unless the physical and social pathologies
of the vast deteriorating area surrounding the Central Business
District are attacked with the same intensity of concern and the same

commitment to total solution as was the problem of downtown deteriora-

tion.




This intensity of concern is not evident in the Inner
City today. Nor do the resources being applied there represent
anything like the ingredients of a total solution. The problem of
slum housing, perhaps because of its easy identification as well as
its importance, has received more intensive and longer-term treatment
through the City's urban renewal and public housihg programs than any
other Inner City malady. VYet it is clear that these programs are not
providing decent housing on a large enough scale or at a low enough
cost to eliminate slums in the foreseeable future. The City's anti-
poverty program has been too severely limited both in terms of gpeopg—
raphy and resources to achieve its stated objective. The City's
welfare program has not been able to reach a desired remedial object of
restoring recipients to economic self-sufficiency. There is ample
evidence that public education in the Inner City is not of the same
high quality as that available in out-lying areas. Other basic city
services -- from trash collection to the provision of open space
and recreational opportunities -- have been unequal to the needs of
the Inner City. Poverty and unemployment - themselves the causes of
so many other physical and social troubles - are concentrated in the

blighted areas of the urban core.

Regrettably, what actions are being taken against thease

rampaging disorders are fragmented and unrelated to each other.
Nowhere has there been an attempt to pull together all of the many

disciplines and resources presently at our command for the purpose
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of achieving a "critical mass"; that is, a positive and beneficial

force which is equal to the influence of the disorders now prevalent in
the City's worn-out areas. By way of analogy, so far there has been

no successful attempt to merge the interest and capabilities of the
Federal and local governments with those of the private sector to
achieve the total and integrated planning effort which has characterized

Baltimore's downtown redevelopment program.

The Greater Baltimore Committee proposes to mount such
an effort, using the tools and programs which are available and
experimenting with new and innovative techniques, focusing on an area
of Baltimore's Inner City, large enough in size and representative
enough of the poverty situation to serve as a pilot project for this
and other cities and particularly for the incipient Demonstration

Cities effort.
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III. THE TARGET NEIGHBORHOOD: CRITERIA FOR SELECTION

Because the neighborhood to be selected will be a
demonstration project, it should have a range of characteristics wide
enough to permit the test-case initiation and operation of various
programs relevant to the variety of disorders which typify a slum
neighborhood. Ideally, it should exhibit a "sense of neighborhood"
that is, a common understanding on the part of the residents as well
as the rest of the city of what its dimensions are, both in terms of
physical boundaries as well as social patterns. This is required
in order to allow the residents to identify with what is going on, to
take advantage of established as well as new institutions and systems
of communication set up along neighborhood lines and to permit the
application of orderly and accepted physical and social planning
techniques.

The target neighborhood should have strengths as well as
liabilities if it is truly representative and if programs aimed at
self-help of the disadvantaged are to be carried out. For example,
the area should possess some elements of local leadership notential
for the development of internal methods of communication and partici-
pation by residents in the planning as well as the implementation of
activities within their neighborhocd. With respect to housing, condi-
tions should be such that extensive programs of rehabilitation of

existing structures are possible in addition to the trying-out of




techniques for building new low-cost housing. Obviously, rehabilita-
tion cannot be achieved on a large-scale and economical basis in an
area of mainly rock-bottom housing conditions.

Similar opportunities will be needed if employment
and job-retraining programs are to be developed and tested on a
meaningful scale. Thus, existing industrial, business and service
establishments, together with possibilities for attraction of new job-
creating institutions, would be necessary to provide a range of
alternatives for testing methods of raising local income.

Another factor which is important in the selection of a
neighborhood is visibility. An experimental or controversial project
such as the one proposed cannot be carried out in a vacuum and still
be expected to stimulate the understanding and support of leadership
groups needed to translate its gains into broader policy programs.

It should therefore be conducted in a key area of the City which 1is
accessible to the view of as many citizens and decision makers as
possible.

Recognizing the limitation of resources, the project will
focus upon the effects of a mixture of inter-related programs to deal
with inter-related problems rather than picking an area for its
catastrophic unemployment rate or its rock-bottom housing conditions
to the exclusion of other factors.

Inasmuch as the neighborhood to be chosen will be part of
the Demonstration Cities area, selection will be made by taking into
account information compiled in connection with that project and that

contained in the recently completed Community Renewal Program.
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IV. ORGANIZATIONAL CONSIDERATIONS

The policy-making function will reside in a corporation,
initially including residents and later controlled by the residents.
Similarly, there will be subsidiary corporations setting policy 1in
areas of special interest:

Supporting these bodies, and carrying out their policies,
will be a staff of professionals and non-professionals. The type of
organization in which they must operate may determine to a large
extent the ability of the staff to function effectively.

It is essential to use a project-tyme organization rather
than a line organization in the management of the program, in order to
promote program objectives efficiently, and gain the advantages of the
system approach. However, the functional line organizations should
not be eliminated -- they will provide a major source of personnel and
professional continuity.

This type of dual organization has been used effectively
by industry in the development and production of major military and
aerospace systems. It represents a common-sense approach which is
applicable to any complex program with interrelated objectives. For
this "model neighborhood" or "model area'" program, most of the line
organizations already exist. DMost of these are city agencies, and most
are already operating in the area.

The detailed plan for implementing the line and project
functions will be worked out during the planning phase. However, there

are clearly certain basic principles which must be followed to achieve
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an organization and operation which is responsive to the program
objectives and schedule, which makes use of existing current experience
and expertise, which does not draw already-inadequate resources away
from other action areas, which permits innovation and research, and
which will permit the extension of its successful techniques and
programs to other areas of the city (and by example, to other cities).

A1l the current city services must be supplied by the
city to the target area at the same level as at present. However,
these should be decentralized in the target area, with the staff so
designated reporting to the project manager for assignments and dir-
ection. These staff members should remain on the personnel rolls
of their original agency, with full seniority, longevity, and benefits
of their civil service status. The project manager should be respon-
sible for staff selection with the right to refuse those employees
whom he judges to be unsuitable.

For staffing in excess of that provided now, or for
agencies not providing any services at present, the same form of
"detached service" would be utilized, but the particular agency would
be reimbursed by project funds for the excess staff over normal.

Additional staff for the model area programs could also
be hired directly by the project, and all employees, whether directly-
hired or "on loan", would be utilized accoréing to project require-
ments, and not necessarily exactly according to original organiza-

tional lines.



Any function which does not lend itself to direct reporting
to the project manager (such as the police function), should neverthe-
less be decentralized over a corresponding area as far as feasible,
with close cooperation between corresponding levels in both organiza-
tions.

Along with the personnel assignment program and interming .
ling of staff on programs according to project requirements, there will
be a strong program of job analysis and job development, along the
lines of the "New Careers" concepts of Frank Riessman. This program
will be aimed at providing more opportunities for advancement as
well as a better definition of the true requirements of many of these
jobs, which do not fit well into the conventional formal-education-
biased standards which are currently in general use. The program
anticipates developing some useful guidelines to assist in revising

some of the current civil service standards.




V. THE SYSTEMS APPROACH AND ITS APPLICATION TO URBAN PROBLEMS

Although sophisticated techniques of systems analysis
have developed in the defense industry over the last twenty years,
it 1s only very recently that consideration has been given to
applylng these techniques to the War on Poverty. Since much of
the "systems approach" involves intangibles it is not surprising
that there is no generally accepted definition for the term.
Rather an implicit understanding is developed within the team
for each specific project. Therefore, it becomes important to
explore the basis of such an understanding, particularly in
cases where the contractor and client have no previous basis of
understanding; and even more particularly when there is little

or no prior precedent in the particular application area.

For these reasons it is appropriate and desirable that
Westinghouse present here its views on such questions as:

What 1s the Systems Approach?

Why should it be appropriate to the Urban Problem?

What 1s the basic goal of applying it to this problem?

Further, it should be emphasized that the systems ap-
proach is not necessarily a panacea but does contain potential
pitfalls. This adds to the 1list of questions:

What are some pitfalls of the systems approach? and;

How are they avoided (or rather minimized)?




Next we come to an important tool of the systems ap-
proach-modeling.

What is a model?

How does it support systems analysis?

How does a model provide direct assistance to the
policy maker? and;

How does a model contribute to further development

foward an optimum solution?

Finally, we come to the hard headed questions which
determine the management of the modeling and system analysis
effort.

What are the prerequisites for a successful model?

In view of the current state of the art, how much
effort should be directed toward modeling; and how should it
be applied.

What can we realistically expect from such effort in

the short term, and in the long term?

The Systems Approach

In order to examine the systems approach in regard to
urban problems, we should consider a particular influence of the
Industrial Revolution in the creation of these problems.

The urban problem is not one problem, but a complex
of problems: Health, Employment, Education, Housing, Recreation,
etc. Diverse speclalists and agencles deal in each of these

areas.
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In the past we have had to treat each of these
phenomena as isolated entities since we had neither the system
knowledge nor the computational resources required to treat
them on an integrated basis. Furthermore, in the past much of
our entire technology was based upon specialists each solving
isolated problems in their own specialities. This approach
was needed in order to exploit the full potential of the Indus-
trial Revolution. However, there is no such thing as 100% ef-
ficiency, especially in problem solving. Thus each time we
solve a problem, new problems appear as by-products. Tradi-
tionally, a specialist could shrug his shoulders and say,

"I've solved my problem". If there is a new problem, it is
in somebody else's backyard.

If we asked the housing specialist why his latest ef-
fort turned into a bigger and better slum, he shrugs his
shoulders and says these people don't know how to live in civi-
lized housing - that is a problem for the sociologist.

Now, as the pace and scale of technology accelerates,
we can no longer dismiss these "new problems". The systems ap-
proach is required in order to treat the urban problem across
the board on an interdisciplinary basis, continuously over a
definite period of time.

Numerous specialized projects have been tried in the

past. Many have produced even a high degree of success, but
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for limited goals. Now we have come to the realization, that
no matter how ingenious, or how successful, a limited attack
on a single front: Education, or Health, or Employment, or
Housing will not solve the problem.

If we are to have success in the urban problem we
must find some way of priming the pump s¢ that it will con-
tinue to run on a self sustaining basis. However, if we are
to achieve this, it will be through a coordinated effort across
all fronts. This is the basis for introducing the systems ap-
proach.

"Total Systems Analysis" is today accepted in many
fields as the most advanced and sophisticated approach to the
solution of our more complex problems, and "Systems Management"
is accepted as the most promising method of implementing these
solutions in a real situation. This acceptance has not been
won easily, and may not at this time extend far beyond the
boundaries of the aerospace/defense industry, but it will in
time become fundamental to the management of large enterprises.

This is so because the approach, while presently
cloaked in a veneer of sophistication, is really basic common
sense. Total systems analysis is, quite simply, methodical
analysis which takes into account all the diverse factors which
affect the development, design, implementation and operation of
the system, be it tangible or intangible, in its intended en-

vironment.
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"Systems Management" is the process of planning,
organizing, controlling, and directing the melded efforts of
necessarily diverse contributing disciplines and organizations
in implementing the system operational objectives. The funda-
mental requirement of systems management 1s that each parti-
cipating element be provided with adequate instruction and
guldance to establish its responsibilities and give priority to
its action in context with all other elements affecting the
common objective.

The Systems Management process will be utilized in
the planning and operation of the program. Systems analysis

techniques will be adapted and utilized to the extent applicable.

Purpose of Systems Analysis

The purpose of applying systems anélysis to the
urban problem is to determine whether there is a "Critical
Mass" which will bring a neighborhood to a self sustaining
level, and what the optimum composition of this mass might be.

It is possible that such a critical mass does not
exist. If this proves to be the case, and ye must reconcile
ourselves to a permanent dole, two problemsfstill remain.
First is the reconciliation of this situation to our basic
protestant ethic that "work is the means of-gaining title to
goods". Secondly, we still have the problém of optimizing

such a dole.
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When an application such as the urban problem bor-
rows a technique such as Systems Analysis from another field
such as the defense industry, there are often great expecta-
tions which are later disappointed. In part this may be due
to premature arrival before the state of the art exists to
provide adequate support. (Knowledge of relationships and
the data which are required may just not be available.)
Another contributor to such disappointment is that reciplents
welcome the miracle working messiah with glowing reports of
prior success and little notice of prior failures.

Thus over enthusiastic converts to the new gospel
set over ambitious objectives. We can solve this dilemma by
following the athletes method of training to meet a strenuous
goal. An athlete who strains for a goal completely beyond
his reach can expect only frustration. Thus, it is expedient
to 1limit certain phases of the study to what is realizable
and credible. On the other hand, an athlete who does not
attempt to break his previous record will only atrophy and
not realize his full potential. The solution to this dilemma
1s to incremently raise the goal so that it is always Jjust
barely out of reach. 1In the urban problem our ultimate goal
is complete integration of the many different disciplines in-
volved on an integrated systems basis.

This is an extremely ambitious goal which can only

be approached asymptotically. Some historical review of
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technological development will provide us with an indication
of reasonable steps toward this goal as well as the support-
ing role which can be played by the computer in a data pro-
cessing and in a modeling function.

In order to exploit the potential of the Industrial
Revolution, large quantities of empirical and analytic re-
sults were summarized in handbooks. This was an efficient
operation since the cost of repeating the experiment, or re-
peating the analysis were prohibitive. However, now the vol-
ume of handbooks has reached the point where the costs of
retrieval are frequently exhorbitant. At the same time our
computational resources have reached the point where in many
cases recomputation is more efficient than retrieval. This
affects the system integration in a number of ways.

In the past our fragmented treatment was due to
our state of knowledge. The computer can help us improve
these individual fragments. But even more important the ex-
pediencies of the handbook technology required that the
handbooks make simplifying assumptions and deal with special
cases. For the most part these special cases are adequate
for the needs of the originating discipline. But frequently
they lack the flexibility and generality required by inter-
faces with other disciplines. It is here that the computer

serves as a connecting link providing the generality and
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flexibility, as well as the bulk resource required for
interdisciplinary communication.

In the past our fragmented treatment was due to
our state of knowledge. The computer can help us improve
these individual fragments. But even more important the
expediencies of the handbook technology required that the
handbooks make simplifying assumptions and deal with special
cases. For the most part these special cases are adequate
for the needs of the originating discipline. But frequently
they lack the flexibility and generality required by inter-
faces with other disciplines. It is here that the computer
serves as a connecting link providing the generality and
flexibility, as well as the bulk resource required for
interdisciplinary communication.

In the late fifties, as computers came into pro-
minent use, there was frequent pressure for a rapid payoff.
There was no time to analyze the job and develop new methods.
In order to produce next week's payroll, the methods of the
old equipment were hastily adopted to the new equipment.
Extreme cases can be cited where the latest equipments are
being hobbled by procedures developed for punch card equip-
ments which were functionally designed forty years earlier.

Around 1960 the "Total Systems Concept" and its

major right arm "Systems Analysis" emerged. Here it was re-

5-8



cognized that past procedures were compromises to new equip-
ment. In order to make full use of the new equipment we must
dismiss past procedures and take a new look at just what the
Jjob 1is.

However, then the pendulum swung to the opposite
extreme. Many a system was held up endlessly because of a
dispensible feature. Too many cadillacs were bullt that were
useless because the ash tray emptier did not work, and some
"nut" had integrated the ash tray emptier with the starter.

To summarize, one difficulty with the Total Systems
Approach is that it is frequently overdone. A second diffi-
culty is a long lead time to a payoff.

A staged priority module approach attacks these
difficulties. This approach proceeds with an overall skele-
ton of a total approach. But we avoid any "all or nothing
approach". Rather we review the various elements of the
total approach from a number of viewpoints: technical risk,
and the value on an isolated entity as well as cost and lead
time.

Milestones with priorities can be established and
a schedule of effort developed as a tradeoff between these
factors. The advantages of this approach are manifold:

(1) payoffs from short lead time items are not
delayed by longer term items;

(2) the long term objectives can be iteratively
reviewed on the basis of short term returns;
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(3) the long term integration can evolve grad-
ually as the pieces become available - this
is possible because the pieces are designed
for ultimate integration.

In order to achieve these ends it is necessary to
use a systems approach even for the task of designing the
effort. For example, as the modules are designed there must
be constant design tradeoff analysis between features re-
quired for the short term, and those required for long term.
Particularly because the long term objectives will probably

change, there is a constant need to balance economy with

flexibility and growth potential.

Role of the Computer

There are three ways in which the computer assists
us in handling the large volumes of complex data involved in
the urban problem.

(1) reduction and analysis of data and filling in
gaps of our knowledge in many of the support-
ing specialities;

(2) verification of hypothesis upon which we can
construct reliable models, and the exercising
of these models to simulate experiments which
are too costly, time consuming or impractical
to conduct in reality;

(3) the ability to provide sufficient generality
and flexibility so that these models can be
combined across the board, interconnecting di-
verse disciplines.

The role of the computer in the first two areas has

been much discussed and needs no elablration here. However,
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the combination of the computer to the integrated systems
approach does bear further discussion.

In the previous discussion we have implied that a
model is an important tool for systems analysis. Tﬁerefore,
1t 1s desirable to discuss just what is a model. Here it is
convenient to use a definition of a model taken from an econo-

mist, David Gale in his book, The Theory of Linear Economic

Models states that, "An economic model is an abstraction and
Simplification of some typical economic situation" or from
Nicholas Georgescu-Roegen's Analytical Economics, that an
economic model is "an Analytical Simile".

In order to perform his function the policy maker
must have some knowledge of cause and effect; that is the
improvement which can be expected from a particular set of
policies. The obvious way of learning this 1s to perform
appropriate experiments germane to the particular problem;
affect the controls and measure the results. Unfortunately,
credible urban experiments are difficult to achieve in the
real world. The cost of implementation is prohibitive for
experimental purposes. The time span is too long. The re-
sults of unguccessful experiment can be very costly and
disastrous, conceivably setting progress back several years.

The problem then becomes one of developling a means
to conduct an experiment at a reasonable cost on a near term

schedule to gain confidence in an approach so that large
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commitments can be safely made. This is the same problem
which has long faced the military in defense projects and
NASA in space projects. The solution which has evolved to
a high degree of sophistication has been the construction
of simulation models. These models represent those portions
of the real world which are most significant to the pheno-
mena under study. The modern computer permits us to exer-
cise fairly complex and sophisticated models, with negligible
cost and time in comparison to the real expgriment. Thus for
every booster launch in our space program, hundreds of al-
ternate vehicle configurations are simulated, and thousands
of mission profiles are evaluated by means of the model to
select the best and/or most cost-effective solution.

It must be borne in mind that the modeling portions
of this proposed or any other total systems approach is not
an end in 1tself but a critical and important step toward the

longer range objective of optimization of resource utilization.

The Role of Models in the Scientific Method

It is worth reviewing the general pattern of tech-
nological development in order to recognize the ultimate pur-
pose of a model. It is convenient to consider this technical
evolution in four stages.

The first stage is OBSERVATION: random initial ob-

servations are followed with systematic observation in an at-
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tempt to comprehend the form and structure of the unknown
phenomena. During this stage the observations are (perforce)
based upon expensive and time consuming experimentation. Even-
tually the emphasis of the effort shifts to development of an
hypothesis on the relationships between cause and effect.

The verified hypothesis provides the basls for the
second stage of the art - PREDICTIVE MODELING. Since we now
have a model in which we have faith, it is no longer necessary
to evaluate a proposed solution through extensive experimenta-
tion. The model is used to predict the performance which
will be attained by a proposed design.

However, the question of usual concern is "what
design do we need to obtain a desired performance?" This is -
the inverse of the question treated by a predictive model.
Unfortunately, non-linear models are usually a one way street.
Effectively, we can drive a car the wrong way on a one way
street by going around the block. In the third stage of the
technology, INVERSION, we achieve a similar effect by exer-
cising the one way model under control of a systematic
search strategy. Here a trial solution is posed and its per-
formance is predicted by the model. The search strategy com-
pares predicted to desired performance and adjust the trial
solution. This cycle is repeated until hopefully it converges.

In complex problems involving many design variables

there will generally be many different combinations of the
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design parameters which will yield the desired performance.
This brings us to the fourth stage of technology, OPTIMIZA-
TION. The problem here becomes the selection of the optimum
design from the numerous possibilities which yield equivalent

performance.

Model Development

The development of a model proceeds along certain
lines which are virtually standard without regard to subject
matter. We begin much as we do in any experiment design.

(1) Define the purpose of the experiment.

(2) Identify the independent parameters and the
means to measure them.

(3) Identify the dependent parameters and the
means to measure them.

Next come the internal relationships of the model,
where the development of a model differs from an experiment.
There are only two basic methodologies for develop-
ing relationships for a model. One is empirical, and the
other is analytic. The empirical model is derived statistically
from experience, while the analytic model is derived from
fundamentals (such as Newton's Law, the laws of thermodynamics
and the probabilistic theory). The two are not independent,
but feed each other iteratively. The empirical approach is
used to analyze the observations and gain an insight into

the unknown phenomena. These phenomena then inspire an analy-
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tic model, which is then verified statistically. Finally,
holes in the analytic model indicate the need for further
emplrical work. The mix of these two approaches in a given
model may constantly change during the evolution of the
model.

In general the analytic model, once verified, 1is
more reliable and hore flexible than the empirical model and
in the long run will yield more. However, the empirical model
has a shorter lead time and serves as a foundation for an
analytic model. Thus, it is generally desirable to develop
both approaches side by side so that they may feed each other,
and also in order to permit maximum return for both the short

and the long term.

Present State of the Art

At the present time there are few models available
for the urban problem. Various models of businesses should
be appropriate to the Corporation. In the large view there
should also be some parallels of the community as a whole to
a large and complex business. Another possibility lies in
economic models of national input/output. However, a neigh-
borhood economy is more complex than a national economy -
at least in regard to flow across the boundaries. Other
models covering attitudes and reactions of people, community

communications, and community power structure are either
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wide, or non-existent. Still other areas which are some-
what stronger include transportation and utility, as well
as traffic networks. However, these are less germane to
the problems of poverty. Finally, all of the models mentioned
deal with individual urban functions, rather than the entire
urban system.

In order to make maximum use of such existing models
we propose to evaluate these models from two viewpoints.

(1) Adaptability to a neighborhood and to the
specific neighborhood

(2) Potential for ultimate inclusion in a compre-
hensive model of the entire urban system.

A major problem in applylng modeling techniques to
the urban problem is lack of yardsticks. This is more than
the setting of goals. It 1s a matter of establishing measur-
able terms which can be used for rationale discussion of
goals, as well as for measurement of progress.

This discussion provides a basis for a set of ob-
Jectives in Systems Analysis Modeling, and computer usage in
the proposed effort.

We propose the followling tasks as a realistically
balanced program forthis effort.

(1) Evaluation of existing models

(a) for neighborhood
(b) for integration

(2) Identification of measurable parameters
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(3) Support Data Reduction and Analysis

(4) Start exploration of hypothesis for model

These tasks have been designed to yield a realistic
balance between short and long term goals. The benefits
which can be expected are as follow:

(1) Short Range

(a) Yardsticks serve as basis of discussing
values

(b) Discipline of constructing model
(¢) Data Bank

(2) Long Range

(a) Laying basis for model

(b) Ultimate optimization



‘ VI. SCHEDULE OF ACTIVITIES

Listed below are the steps that will be followed in the

development of the Model Neighborhood Program. Each step is ex-

plained in detail in the body of the proposal.

(1)

(2)

(3)

(4)
(5)

(6)

(7)

(8)

(9)

(10)

(11)

Structural analysis of several neighborhoods as a
preliminary to selection.

Informal discussions with representatives of sev-
eral neighborhoods leading to the selection of one
of them.

Work up of a preliminary description of the neigh-
borhood selected using existing data from the
Census.

Development of an action research design.

Employment and training of neighborhood residents
for data collection and community development, as
dictated by the research design.

Analyze data collected and begin work on economic
model of the neighborhood.

Organize Central Planning Group made up of neigh-
borhood residents.

At the discretion of the Central Planning Group,
launch small scale action program based on analy-
sis of data.

Evaluate action program. Expand existing program
or develop new ones based on the wishes of the
Central Planning Group.

Build new institutions and human capabilities for
support of Model Cities program or other private
and public programs for the development of the
neighborhood.

Continuous evaluation of program and feed back to
Central Planning Group.



(1)

(2)

(3)

Structural Analysis of Several Neighborhoods

Westinghouse will contribute the services of a com-
munity development specialist who will begin work be-
fore the contract is signed by OEO. He will do a

rapid analysis of several neighborhoods to determine:
the strength and leadership potential of existing
organizations; the potential for the emergency of

new leaders, the delineation of natural boundaries,

and the possibility of developing a genuine sense of
community. Other criteria that will be used in evalua-
ting neighborhoods are: distinct neighborhood services -
neighborhood school, settlement house, shopping center,
etc., Stabilizing influences - percentage of home owner-
ship, length of residence, etc. -~ Resources - Overall
economic, human and physical resources providing an
adequate base for short term and long term success.

Selection of the Model Neighborhood

This will be based on a review of the above factors.
Primary importance will be given to a genulne desire

to participate in the program on the part of the formal
and informal leaders of the neighborhood.

Preliminary Description of the Neighborhood

This will be based on a gathering and analysis of
statistical data and descriptive information already
available from the Census, from city agencies, from
social service organizations and other sources. The
only new information gathered at this time will come
from the community development specialist who will
analyze the leadership structure of the neighborhood
in greater depth than in step one.

A group of highly trained social scientists will compile

the information under the supervision of the Director of Research.
The validity of the data will be checked by a panel of consultants
hired from among the residents of the neighborhood. The information

sought through the above sources will be:

(a) Economic resources - manufacturing plants,
banks, income producing property, income
producing services, etc.
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(4)

(5)

(b) Human resources - number of people in the
employable age group, level of job skills,
education, physical and mental health, etc.

(c) Housing resources - condition of housing,
extent of home ownership, potential for re-
habilitation, number of inhabitants per acre,
ete.

(d) Services Available - City services including
schools, police protection, sanitation, welfare,
etc. - Consumer services including shopping
facilities, transportation, cleaning establish-
ments, etec. - Recreational services including
parks, playgrounds, etc.

Development of Action Research Design

This would be based on an analysis of the information
developed in step three. The Director of Research,
the social scientists, the planners and the neighbor-
hood consultants would develop certain questions to
be tested for the formulation of hypotheses concern-
ing the elimination of poverty in the neighborhood.
At this time questionnaires will be developed, a
schedule for the survey prepared, and a one year plan
outlined for research, model building, action and
evaluation.

Employment and training of neighborhood residents for
Data Collection and Community Development

About five or six weeks after the beginning of the
contract, Westinghouse will carefully screen, hire
and train a number of neighborhood people for the
dual function of data gathering and community develop-
ment. They will be drawn from the ranks of the un-
employed or underemployed poor. Training will be
conducted at a neighborhood project center. It will
consist of two weeks of instruction and two weeks of
on-the-job training. Training will be experience
based and participant oriented. It will employ role
playing,micro laboratory techniques and other new
approaches to training. The educational philosophy
expounded by Dr. Frank Riessman in his "New Careers
for the Poor" will serve as a keystone for the train-
ing program. Specific course content will include:
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Community Development Philosophy,

Orientation to the neighborhood and its role
in the structure of Baltimore,

Interviewing Techniques,

Bullding inspection and code violation,
Writing and computational skills,

Survey design (actual participation with the
Director of Research in refining the research
design).

We anticipate that about 10% of the neighborhood house-
holds will be surveyed. The interviews will be directed toward
finding out what the residents consider to be the most pressing pro-
blems of the neighborhood, toward updating and amplifying the in-
formation gathered in step three, and toward asking other important

questions developed during step four.

(6) Analyze Data Collected and Begin Work on Economic
Model of the Nelighborhood

The process involved in constructing an urban
economic model are discussed at length in a sepa-
rate section of the proposal. The issues involved
in developing such a model are such that they do
not lend themselves to a brief description here
but must be considered in some detail in the other
section.

(7) Organize Central Planning Group made up of
Neighborhood Residents

At the beginning of the program, existing neighbor-
hood organizations will be asked to designate mem-
bers of a small Central Planning Group. This group
will assist with the formation of a neighborhood
corporation that will eventually have final deci-
sion-making power regarding all aspects of the De-
monstration Neighborhood Program.
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Iﬂitially the Central Planning Group will provide guild-
ance and support to the project director of the Demonstration
Neighborhood Program, who will be named by the Greater Baltimore
Committee. Based on the best estimates available, it may take
two or three years or more to develop a viable organization con-
trolled by the poor of the neighborhood. A substantial effort
will be made to speed up this process. One technique would be to
develop appropriate types of leadership training for the community
leaders. The Greater Baltimore Committee will turn over complete
control of the project as soon as feasible. Neighborhood resi-
dents will participate in the decision making process on an in-
creasing basis as time passes, so they will be well trained in
the operation of such a project by the time they take control.

(8) Launch Small Scale Action Program

This will begin after a careful analysis of the
data collected in step five and after market
sampling or pre-testing of the plan. It will be
clearly defined as an experimental effort. It
will be relatively small in scope and in dollar
investment and will be expanded only after care-
ful evaluation.
Before selecting the first action program the neighbor-
hood group will examine certailn questions: (a) does it provide
a solution to a problem that is considered important by a large
number of people in the neighborhood; does it have symbolic im-
portance and emotional impact? (b) is the goal realistic - easily

attainable in a short period of time with present resources (c)
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0 does it support the short and long term economic development of
the neighborhood without wasting or siphoning off valuable re-
sources?

Before the program is initiated several steps would be
necessary: (a) organize financial resources (b) provide neces-
sary training for neighborhood residents; (c) publicize and de-
velop community support.

After the program has begun, continuilng assistance in
the form of management consultation will be provided for as long
as necessary.

(9) Evaluate Action Program, Expand Existing Program

or Develop New Ones Based on the Wishes of the
Central Planning Group

We would rely heavily on our outside evaluation

‘:} team, contracted from one of the leading univer-
sity departments of Urban Affairs. 1In addition,
it is expected that some aspects of our economic
model bullding effort could be utilized for ex-~
amining the efficiency of the action program.
And sampling of neighborhood opinions would be
done to see how public acceptance of the program
compares with economic efficiency.

(10) Build New Institutions and Human Capabilities for
Support of Model Cities Program or Other Programs
for the Development of the Neighborhood

If it appears that Baltimore will be funded under
the Model Cities Program of HUD, we would create
new institutions and train neighborhood residents
to make a maximum contribution to the Model Cities
Program and to derive maximum economic and social
benefit from it. One of the new institutions might
be a construction company managed and staffed by
neighborhood residents.

Because of the importance of "new institutions" we have
devoted a separate section of the proposal to a discussion of them.
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(11)

Continuous Evaluation of the Program and Feed
Back to Central Planning Group

As mentioned earlier, we will contract with one of
the leading university departments of Urban Affairs
to provide a continuous in-process evaluation of the
program. This use of evaluation 1is an integral part
of the systems method. It would begin at the very
outset of the program and would call for frequent
reports to the Westinghouse Project Director, the
Director of Research and the model building team.

We would expect a member of the evaluation team to
be employed on a nearly full time basis and several
team members would be employed at critical stages

of program development.



VII THE ROLE OF WESTINGHOUSE IN THE PROGRAM

Westinghouse would be the prime consultant to the Greater

Baltimore Committee, making availlable to GBC the resources of the

Advanced Programs Department based at Friendship Airport and draw-

ing upon the capabilities of the Baltimore Defense and Space Center,

Westinghouse Learning Corporation and other groups within the Company

as needed. The speciflc tasks that Westinghouse feels 1t can perform

most effectlvely are:

(1)
(2)

Research, Planning and Evaluation.

Job Training and placement, management consultation
for the establishment of cocperatives and small
businesses, training of the poor for "New Careers"
ete.

Provide skilled personnel to support the action pro-
grams launched by the neighborhood corporation.
Specialists in public information, community organiza-
tion, educators, soclologlsts, etec.

Developing proposals to bring new government or founda-
tion supported programs to the neighborhood. These
programs would be aimed at improving education, law
enforcement, legal services, health, etc.

Providing management assistance to GBC to support

neighborhood level administration of city services.




Reasons for Involving Westinghouse Electric Company

Westinghouse Electric Company has considerable experience
that equips 1t to deal with the problems of poverty. Through its job
training programs, its capability in systems analysis, research, data
processing and the efficlent management of highly complex programs,
it has clearly demonstrated 1ts ability to meet the goals of govern-
ment agencles which support social and economic development programs.
Belew are several programs of this type which have been administered
by Westinghouse.

Job Corps - Camp Atterbury, Indiana one of the large Job
Corps Centers, with 1500 corpsmen; has been cited
by OEO for the quality of its management.

Capital Job Corps Center, Washington, D.C. pro-
vides advanced training for 50 select corpsmen
from centers all over the U.S. This experimental
program is geared toward developing new approaches
to training and placement.

Vista - At this time Westinghouse is the only industrial
company which provides training for Vista
Volunteers. It has ploneered two highly success-
ful on-the-job training programs in Louilsville,
Kentucky and Durham, North Carolina.

Peace Corps - Westinghouse 1s the leading company 1in Peace Corps

training. It has trained more volunteers than any




Industrial,
Vocational -
Training

Law Enforcement
Asslstance

Community Actilon
Training

other company and more than many universities.
Through the application of the systems approach

to management and training it has developed
organizational techniques and new approaches to
training that Peace Corps is now using for its

own in-house training programs.

At 1ts Baltimore Defense and Space Center, West-
inghouse has provided vocational/apprentice train-
ing, management and supervisory training for more
than 10,000 employees. In addition, it has trained
hundreds of groups of military personnel in the
operation and maintenance of complex communications
equipment, computers and radar.

The Advanced Studies Group in Boston 1s currently
developlng a new system of rapid response man-
power allocation for the Massachusetts State

Police Department. Westinghouse Systems Operations
Group has worked with the School of Police Adminis-
tration at Michigan State University and with the
Michigan Department of Corrections in Police
Community Relations Programs and Vocatlonal Educa-
tion Programs for prison inmates.

Westinghouse's Behavioral Technology Department 1is
now entering into a contract with OEO to develop

an experimental training program for members of

CAP Boards.
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WESTINGHOUSE ORGANIZATIONAL RESOURCES

Systems Operations Division - Baltimore

Thils Divislon acts as a focal point for Systems Management
activities within the Westinghouse Electric Corporation. It was
created originally to provide systems analysils, evaluation, integration
and management services for defense and space programs and to coordi-
nate the management of Westinghouse Corporate efforts in major systems
programs. More recently, the Division has been charged with the re-
sponslbility of applying these basically scientific and engineering
capabilities to more socially oriented programs. Three groups within
the divislon have specific capability that is relevant to the model
neighborhood program: The Advanced Programs Department, the Technical
Training Department and the Advanced Studies Group.

The Advanced Programs Department is composed of some 30 senior level

personnel chosen from among the 2500 professional managers and sclen-
tists employed at the Baltimore Center. The Department has strengths
in program evaluation, training, management services, systems analysis
model building and data processing. Among 1ts staff are those who
pioneered the Job Corps, Peace Corps and Vista Training Programs at
Westinghouse.

The Technical Training Department employs 55 technical and vocational

instructors, management training specialists and curriculum development
experts. Many of these people have advanced degrees in education. Each
year the Technical Training Department provides training for several

thousand company employees and military personnel.
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The Advanced Studies Group of 12 socilal and physical sclentists has

extensive experience in providing in-depth analyses of future political,
economic and military trends that are required inputs for effective
long range government planning. The enclosed brochure describes the
work of this group in detaill.

Other Corporate Capabilities

Westinghouse Learning Corporation has a core of 15 educators

and training specialists at its Bladensburg, Maryland office. Skills
range from vocational education to group dynamics. The focus of the
group is on government training programs.

The Behavioral Technology Department at Albuquerque, New Mexico, is

engaged in basic research on learning and motivation for the Federal
Government. A group of Doctoral-level psychologists, educators and

sociologists are employed by the Department.

Westinghouse Research Laboratories at Pittsburgh in 1962 began the de-

velopment of the country's first Computerized Classroom. This has
served as a prototype for the growing application of computers to the
educational process.

All of the above groups can be called on to assist with
studies conducted by the Advanced Programs Department.

Westinghouse Has a Stake in the Future of Baltimore

With more than 14,000 employees at its installations 1n
Greater Baltimore, Westinghouse is the second largest employer in the
area. Its rapidly expanding programs demand an increasing supply of
new workers and new centers for manufacturing, training and adminis-

tration. The inner city may provide new sources for meeting these
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needs. Thus, Westinghouse has a big stake in the economic, social and
physical development of Baltimore City. Evidence of the committment
in the past is 1llustrated by several major programs: (1) In co-
operatiorn with the Baltimore Urban League, Westinghouse has loaned
top executives and contributed financially to the leadership Develop-
ment Program which has involved several thousand people in the inner
city. In addition, Westinghouse has placed several hundred people in
permanent jobs through the League's Skills Bank Program, (2) aimed at
potential school drop outs from deprived sections of the city Westing-
house's Youth in Industry Program has involved more than 1500 young
people in programs at the Baltimore Defense and Space Center.

The attached full page advertisement, which appeared in the
metropolitan Baltimore newspaper in January 1967 is but one example of

the importance Westinghouse gives to social and economic changes.
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AGREEMENT

THIS AGREEMENT, Made this 17th day of July, 1967, by and between
THE GREATER BALTIMORE COMMITTEE, INC., a Maryland non-profit corporation
with principal offices at One Charles Center, Baltimore, Maryland
(herein called the Committee) and WESTINGHOUSE MANAGEMENT SERVICES,
INC., a Delaware corporation with principal offices at Friendship
International Airport, Baltimore, Maryland (herein called Westinghouse),

WITNESSETH :

WHEREAS, pursuant to a grant from the Office of Economic Opportunity,
Executive Office of the President of the United States (herein called
the OFEO) dated June 24, 1967, under the Economic Opportunity Act of
1964, the Mayor and City Council of Baltimore, acting by and through
the Community Action Agency (herein called the Agency), is undertaking
a Community Action Program Component known as the Model Urban Neighbor-
hood Demonstration (herein called the Project), being more particularly
described in Sections 1, 2, 3, 4, 6 and 7 of "A Proposal for the
Planning and Implementation of a Model Urban Neighborhood Demonstration
in Baltimore" which is attached hereto and designated as Appendix A
and the "Summary of Research Design to be Undertaken by Westinghouse
Management Services, Inc., for the Model Urban Neighborhood Demonstra-
tion" which is attached hereto and designated as Appendix B, and

WHEREAS, the Agency entered into an Agreement with the Committee
on July 1, 1967, for the conduct and administration of the Project, and

WHEREAS, the Committee desires to engage Westinghouse to undertake
certain portions of the Project. |

NOW, THEREFORE, in consideration of the mutual agreements herein

conta ned, the Committee and Westinghouse do mutually agree as follows:




I. Scope of Services, The Committee hereby engages Westinghouse

and Westinghouse agrees to use its best efforts and provide the necessary
qualified personnel to perform in a satisfactory and proper manner, as
determined by the Committee, the following services:

1. To provide an over-all Project management function with
regard to the scheduling of activities of Westinghouse staff and other
consultants 5nd for coordination of activities at the neighborhood
level., The three major components of the Project that will be staffed
directly by Westinghouse employees are: research, economic development
and community development, In addition to staffing these activities,
Westinghouse will coordinate the activities of other consultants to
the Project who will be hired by the Committee., This coordination will
consist‘éf including consultants requests for information in the Westing-
house neighborhood survey, providing consultants with analyses of the
survey for their own purposes, and focusing consultant activities on
experimental programs in the neighborhood selected. Finally, Westing-
house will develop a report for the first year of the Project,

2. To analyze several neighborhoods as a preliminary to
selection, This shall include the development of criteria for an
evaluation of nine or more neighborhoods of 12,000 to 15,000 people in
inner-city Baltimore. The evaluation will be based on the suitability
of these neighborhoods for the implementation of a program of social
and economic development as described in the Committee-Westinghouse
proposal to the OEO. Each neighborhood will be evaluated against a
set of criteria on the suitability of the neighborhood by using exist-

ing data from the 1960 census, and other more recent sources of



information, including windshield surveys, to determine physical
conditions, and direct contacts with residents of the neighborhood by
social scientists to determine patterns of neighborhood leadership,

Three of the most promising neighborhoods will be looked at in greater

"depth, The findings of this research will be presented to the Committee

and to the Project Steering Committee for consideration and final
selection of a neighborhood,

3. To develop an action research design for the Project,
This will include a one-year plan and a five-year projection., The
one-year plan will include the following items:

a, Research of the literature related to the application
of systems technology to urban problems with focus on employment,
housing-and economic development, In this search of the literature, and
in the Project itself, there will be an effort devoted to defining the
variables that contribute to poverty and describing the interrelation-
ship qf these variables to one another,

b. Development of an over-all approach to data collection;
data analysis and the design of specific pilot programs or experiments
in the neighborhood and the application of cost analysis to the results
of these experiments, Particular attention will be paid to the develop-
ment of a quantitative model or models to be used in the evaluation of
these research programs.

c. Survey of the area will include approximately 10% of
the houscholds in the neighborhood finally recommended by the Steering
Committee, Westinghouse cooperation with a survey of poverty in inner-

city Baltimore conducted by the University of Pennsylvania is to provide




data for control purposes, Westinghouse will hire, supervise and train
fifteen neighborhood residents to conduct door-to-door interviewing,
Priority in hiring these aides shall be given to residents of the area
to be served,

d, Central to the entire research effort will be a focus
on analysis of economic factors, particularly on the application of
private capital and private industry to the solution of inner-city
problems,

4. In conjunction with the Committee, to develop a neighbor-
hood central planning group comprised of residents of the area, Leading
uo‘to the development of this group will be numerous meetings with
leaders of existing neighborhood organizations and leaders who are not
affiliated with any existing group at the present time, Specific
actions to be taken in connection with the community development effort
are the following:

a. Open and staff a neighborhood office providing the
services of a professional community development worker, a communica-
tions worker and a new career specialist.

b. Provide training in community development for the
fifteen neighborhood workers, in the event that the Agency relinquishes
its contractual responsibility to provide this training.

c., Coordinate meetings with Project consultants and mem-
bers of the Neighborhood Central Planning Group.

d. Supervise the work of the fifteen neighborhood employees
in oerformance of duties connected with pilot action programs in the
neighborhood.

e, Explore the development of neighborhood cooperatives

as instruments of economic and social developments.




5. At the direction of the Committee, to provide support for
the Model Cities Program and other public and private programs for the
development of the neighborhood,

6, To investigate the possible sources of additional support
and funding for new programs within the neighborhood which augment the
over-all goals of the Project.

II. Time of Performance, Westinghouse shall complete performance

of this Agreement on or before the 30th day of June, 1968, or such
later date as may be mutually agreed upon by the parties hereto,

A1 Compensation, Westinghouse shall be compensated for its ser-

vices in the following manner:
1., The Committee will pay Westinghouse a fixed fee of $1§l147.
.2, In addition thereto, the Committee will pay Westinghouse
allowable costs according to the schedule of costs which is attached
hereto, designated as Exhibit 1 and made a part hereof.,

3. Once each month (or at more frequent intervals, if approved
by the Committee), Westinghouse may submit an invoice or a public
voucher supported by a statement of costs incurred by Westinghouse in
the performance of this Agreement, Once each month, Westinghouse may
include: (i) an overhead factor of %;g% on all direct cost and may
include (ii) an amount of $1,178 on account of fixed fee, The balance
of total fixed fee shall be included and paid with the final invoice,
Promptly after receipt of each invoice or voucher and statement of
cost, the Committee shall make payment thereomn.

4, It is expressly understood and agreed that in no event

will the total compensation to be paid to Westinghouse hereunder exceed



* the maximum sum of $300,000 for all the services required and expenses
incurred. It is fufther understoocd that Westinghouse will in no event
incur total costs in excess of those set forth in Exhibit 1,

5. All requisitions for final payment shall be presented by
Westinghouse to the Committee no later than sixty (60) days after the
completion date of this Agreement.

IV, Facilities. The Committee shall furnish at no cost to Westing-

house all the facilities, equipment, supplies, utilities and related
services at the "neighborhood office" necessary for the performance of
this Agreemeﬁt.

V. Records and Accounts. Westinghouse shall maintain such records

and accounts, including property, personal and financial records, as

are deemed necessary by the Committee, the Agency or the Director of

OEO, to assure a proper accounting for all project funds., These records
will be made available at any time for audit purposes to the Committee,
the OEO or the Comptroller General of the United States or any authorized
representative of them, and will be retained for three years after the
expiration of this Agreement, Westinghouse stipulates that its account-
ing system is approved by the Federal Government for contract purposes
and will satisfy the requirements of the Agency and the OEO.

VIi. Reportis. Westinghouse agrees to prepare and submit periodic

reports and feedback as these reports are requested by the Committeé
and to prepare and submit a final written report detailing the results
and conclusions reached by it in performing these activities and

suggestions for further development of the Project. The timing of the
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informational reports shall be in the sole discretion of the Committee
and shall be coordinated as closely as possible with the activities and
reports of other consultants retained by the Committee,

VII. Termination, If, through any cause, Westinghouse shall fail

to fulfill in timely and proper manner its obligations under this
Agreement, or if Westinghouse shall violate any of the covenants, agree-
ments, or stipulations. of this Agreement, or if the grant from OEO under
which this Agreement is made is terminated by OEO or the Agency, or if
the Agency, after an evaluation of the Program determines to discontinue
or curtail the Program, the Committee shall thereupon have the right to
terminate this Agreement by giving thirty (30) days written notice to
Westinghouse of such termination and specifying the effective date
thereof,”

In the event of termination, all property and finished or
unfinished documents, data, studies and reports purchased or prepared
by Westinghouse under this Agreement shall become the property of the
Committee and the Agency, and Westinghouse shall be entitled to compen-
sation for any unreimbursed expenses necessarily incurred in performing
the services required in paragraph I hereof to and including the
termination date of the Agreement.,

VIII. Changes. The Committee, when required so to do by the Agency,
may request changes in the scope of the services of Westinghouse to be
performed hereunder, Such changes, including any increase oOr decrease
in the amount of compensation to be paid to Westinghouse, which are
mutually agreed upon by and between Westinghouse and the Committee,

must be incorporated in written amendments to this Agreement. Westing-




house agrees to accept any additional conditions imposed by the Director
of OEO on the grant dated June 24, 1967, from the OEO to the Agency and

any additional conditions governing the use of OIO funds or performance

of OEO programs as may be required by law, by executive order, by regu-

lation or by other policy announced by the Director of OEO.

IX, Approval bf OEO, This Agreement is subject to the written

approval of OEO and shall not be binding upcon the parties hereto until
such approval shall have been obtained, At the time this Agreement is
submitted to the ORO for its approval, Westinghouse shall also submit
to the OEO a list of all senior professional personnel to be assigned
to this Project together with a statement of the time allotment which
each will devote to' this Project, and their professional qualifications,
particularly in the fields of social and economic analysis.

X. Incorporation by Reference of Other Documents, This Agreement

is subject to and incorporates by reference Part II of the Contract
dated July 1, 1967, between the Committee and the Agency entitled
"Terms and Conditions Governing Contractis Between Communify Action
Program Agency and Private Agency Contractor ifor Conduct and Adminis-
tration of Community Action Program Component", which is attached
hereto designated as Exhibit 2 and made a part hereof.

By executing and accepting this Agreement Westinghouse affirms
that Form HEW-441 "Assurance of Compliance with the Department of
Health, Education and Welfare Regulation under Title VI of the Civil
IRights Law of 1964" previously executed by Westinghouse is fully

applicable to this Agreement and all activities thereunder.,
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XI. Assignability. None of the services covered by this Agreement

shall be assigned or subcontracted by Westinghouse without the prior
written consent of the Committee, and Westinghouse shall not assign
any interest in this Agreement and shall not transfer any interest in
the same without the prior written approval of the Committee,

IN WITNESS WHEREOF, the parties hereto have executed this Agreement.

ATTEST : THE GREATER BALTIMORE COMMITTEE, INC,
By

ATTEST: _ WESTINGHOUSE MANAGEMENT SERVICES, INC,
By

—9-
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Westinghouse Project Director $ 15,750,00
Westinghouse Community Development Worker $ 15,750,00
Wostinghouna Modol Designer, Programmor,
Engineering Support, Data Collector,
Systems Analysis $  28,700,00
| Wésfinghouse Communication Study Specialist $ 11,300,00
Westinghouse Trainee Instructors; Data
Collection Supervisors (2) '$ 22,600,00
‘ $ 94,100,00
Consultant for Community Research $ 7,500,00
Consultant for Area Profile $ 4,500,00
Consultant for Program Cvaluation & Fagdback $ 15,000,00
Westinghousa Computer Cost | $ 6,000,00
Travel and Expenses $ 6,000.00
$  39,000,00
Engineering Labor Overhead $ 6u4,400,00
' - $ 64,400,00
Research, Survey & Neighborhood Aides - é 75,000,00
$ 75,000,00
_ Sub Total $ 272,500,00
General & Ad&iuistrati@é-Exponse ' . $ 13,353,00
) ' : | . $ 13,353,00
| Total e Cost $ 285,853,00
Fixed Fea H;: _ - $ 1u,147,00
47 R 2 : : $ 1u,147.00

P Q08T Plus Fixed Fee 5-200,,000,00
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' PART 11 (of 2 parts)
TERMS.ANO CONDITIONS GOVERNING CONTRACTS BETWEEN COMMUNITY
ACTION PROGRAM AGENCY AND PRIVATE AGENCY

CONTRACTOR FOR CONDUCT AND ADMINISTRATION OF
COMMUNITY ACTICN PROGRAM COMPONENT

In addition to any conditions specified in Pért |, this Contract Is
subject to all of the conditions listed below, Walver of any of these con=
ditions must be upon the express written approval of an authorized represen=
tative of the 0ffice of Economic Opportunity, and such walver shall be made a

part of this Contract,

. Termination of Contract. If, through any cause, the Contractor

shall fail to fulfill in timely and proper manner his obligations under this
Contract, or If the Contractor shall violate any of the covenants, agreements,
or stipylations of this Contract, or If the grant from OEO under which this
Contract is made Is terminated by 0EO, the Agency shall thereupon have the .
right to terminate this Contract by giving written notice to the Contractor

of such termination and specifying the effective date thereof. |f the Agency,

after an evaluation of the program component as described and authorized In

Part | hereof, determines to discontinue or curtail the said program, the
Agency shall thereupon have the right to terminate this contract by giving
written notice.to the C&ntractor of such termination and specifying the
effective date thereof. |f the Agency, after an evaluation of the program
cbmponent as described and authorized in Part | hereof, determines to dis=
contlnue or curtall the said program, the Agency shail thereupon have the
right to terminate this contract by giving thirty (30) days written notice

to the Contractor of such termination and specify the effective date thereof,

In the event of termination, all property and finlshed or unfinished

documents, dota, studies, and reports purchased or prepared by the Contractoir

under this Contract shall, at the option of the ngEncy, become Its property
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and the Contractor shall be entitled to compensation for any unreimbursed
expenses necessarlly Incurred In satisfactory performance of the Contract,
Notwithstanding the atove, the Contractor shall not be relieved of liability
tb the Agency for damages sustained by the Agency by virtue of ‘any breach

of tﬁe Contract by the‘Contractor, and the Agency may withhold any reimburse-
ment to the Contractor for the purpose of set-off until such time as the I
exact amount of damages due the Agency from the Contractor‘ls agreed upon

or otherwise determined,

2. Changes. The Agency may, from time to time, request changes

.in the scope of the services of the Contractor to be performed hereunder,

Such changes, Including any increase or decrease in the amount of the Con=
tractor'g compensation, which are mutually agreed upon by and between the

Agency end the Contractor, must be incorporated in written amendments to this

Contract,

3. Trave1.Expenses. If the Contractor is a private agency, expenses

charged for tra#el shall not exceed those which would be allowed under the
rules of the United States Government governing official travel by its em=

ployees.,

L, Expenses Disallowed, No contract funds shall be expended for:

(a) Any expenses other than those necessarily incurred
in the performance of this Contract;

"< (b) The purchase of real property;

(c) The purchase of personal property at prices exceed=
ing $250.00 per item; if personal property exceeding
$250.00 per Item Is required by the contractor, prior
written authorization for such expenditure must be
obtained from the Ajency,

(d) The cost of meals for empldtcns or officlials of the
Coptractor, except when on travel statys, ef
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(e) costs Incurred before the effective date of the
Contract.

5. Xitle to Property, |f the property properly acquired with
project funds (1) costs $250 per item or less, (2) is expected at the time
of acquisition to be used indefinitely in the program for which It was pur= ?
chased, and (3) is in fact used for such purposes for a period of one year
‘from the date of acqulsltlon,ltltle to such property shall vest In the Agency.
in all other cases--lnciudlng all cases in which the acquisition of proﬁerty
shall be treated as owned by the Agency subject to reimbursement to OE0 for

excess of cost over a falr rental value for the perlod of actual use.

6., Publication and Publicity. The Contractor may publish results

of its)fqnctlon and participation in the approved community action program
without prior review by the Agency, provided that such publications acknow=
ledge that the program is supported by funds granted by OEO pursuant to the
provisions of the Economic Opportunity Act of 1964, and that fIVe copies of
each sueh publication are furnished to OEO, plus such copies to the Agency

as the Agency may reasonably require,

7. Cogxright;. 'lf the Contract results in a book or other copy=-
rightable material, the author is free to copyright the work, but the Office
of Economic Opportunity and the Agency reserves a royalty-freef nonexclusive
and irrevocable license to reproduce, publlﬁh. or btherwlse use, and to
-authorize others to use, all copyrighted méterlal and all material which can

. be copyrighted resulting from the Contract.

8. Patents. Any discovery or invention arising out of or developed
in the course of work aided by this Contract shall be promptly and fully
reported to the Agency and to the Director of OEQO for determipation as to
vihcther patent protection on such invention of discovery shall bn'squght and

" v ' , g Ol PR T § R R g
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how the rights In the invention or discovery, including rights under any

patent issued thereon, shall be disposed of an adninlstered, In order to

protect the public interest.

i
(T

9. Labor Standards. All laborers and mechanics employed by cone-

, tractors or subcontractors in the construction, hlteratlon or repair,
includlng palnting and decorating of projects, buildings and works which
are federally assisted under this Contract shall be pald wages at rates
not less than those prevailing on similar construction In the locality

as determined by thé Secretary of Lebor, In accordance with‘the Davis~Bacon

Act, as amended (40 U.S.C. 276a-276a-5) .

10. Covenant Agalnst Contingent Fees. The Contractor warrants

MRS

that no person or selling agency or other organization has been employed

Or retained to solicit or secure this Contract upon an agreement or under=
standing for a commission, percentage, brokerags, or contingent fee,

For breach or violation of this warrant, the Agency shall have the right to
annul this Contract without liability or, In its dlscretion. to deduct

from the compensation, or otherwise recover, the full amount of such

commission, percentage, brokerage or contingent fee,

11. Discrimination in Employment Prohibited. The Contractor will

not dlscrlmlnate against any employee or applicant for employment because

of race, creed, color, or national origin., The Contractor will take
affirmative action to ensure that applicants are employed, and that emp loyces .
are treated during employemnt, without regard to thelr race, creed, ‘color,

or national origin. Such action shall include, but not be limited to, the
followling: employment, upgrading, demotion, or transfer; recrultment or

recruitment advertising; layoff or termination, rates of pay or other forms

L] ) fmt,a
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of compensation; and selection for training, Including apprenticeship.

12, Discrimination Prohihited. No person in the United States

shall, on the_ground of race, creed, color or national origin, be excluded
from partlclpatloﬁ in, be denled the proceeds of, or be subject to discri=
mination in the ﬁerformancé of this Contract. The Contractor will comply
with the requirements concerningIdlscrlmlnatlon and compliance information
set forth In regulations promulgated or to be promulgated by OEQ pursuant
to the Civil Rights Act of 1964, and will furnish the Director of 0EO with
such assuraﬁces as may be required by those regulations to be Included in
applications for grant funds. In the event that the Contractor signs any
contract which would be covered by Executive Order 10925 (March 6, 19561) or
Executive Order !lllh‘(June 22, 1963), the Contractor shall Include the
equal=employment opportunity clause specified Iin section 301 of Executive

Order 10925, as amended,

i

13. Political Activity Prohlbited, None of the funds, materials,

property or services contributed by the agency or the Contractor under this
Contract shall be used in the performance of this Contract for any partisan

political activity, or to further ths election or defeat of any candidate

hfof‘public offlce.

14, Religious Activity Prohibited., There shall be no religious

worship, instruction or prosalytization as part of or in connection with the

performance of this Contract.,

15. Compliance with Local Laws. The Contractor shall comply with

all applicable laws, ordinances, -and cédes of/the State and local governments.,

‘ e g LI T : A R L v e
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16. Reports and Inspections. The "Delegate Agency" shall

make financial, program progress, and other reports as requested
by the "Agency" or the Director of OEO, and will permit audits

and on-gite inspections by "Agency" or OEO representatives at

the request of either.

17. Status of Employees. Responsibility for the selection

and retention of personnel to be employed in the administration
hereof rests exclusively with the "Delegate Agency" and such
personnel shall be Gmployeas'of the "Delegate Agency" for all

purgoaes and subject to its sole d:l.ra.c'tion and control.




Appendix A

PROPOSAL
for the
PLANNING AND IMPLEMENTATION
of a
MODEL URBAN NEIGHBORHOOD DEMONSTRATION
in

BALTIMORE

Submitted by:
Greater Baltimore Committee

314 One Charles Center
Baltimore, Maryland 21201

May, 1967



APPendix 5

SUMMARY OF RESEARCH DESIGN TO BE UNDERTAKEN
BY WESTINGHOUSE MANAGEMENT SERVICES, INC,
FOR THE MODEL URBAN NEIGHBORHOOD DEMONSTRATION
1, A broad brush survey of some ten to twenty variables which
would impinge on a poverty neighborhood in the Inner-city, This will

be a review of each of these elements using existing statistics and

other existing sources of information., Each element will be reviewed

in profile form but not in depth., The purpose of this effort is to

set our neighborhood in perspective against other regions by establishing
norms and to help prevent an oversight of any critical variation in our
neighborhood with respect to any one of these variables,

2., A comprehensive survey of some 800-1000 families in the
Greenmount Neighborhood, This survey will be used to accurately des-
cribe the major variables of the neighborhood and its residents, It
will also serve as a benchmark against which future progress can be
evaluated,

3. The development of several candidate programs for a pilot
research effort to be launched on or about February 1968. The selection
of the final candidate program for implementation will be decided
through discussions with Westinghouse and GBC staff members, members of
the project Steering Committee, and residents of the Greenmount Neigh-
borhood, The neighborhood survey and the research mentioned in item 1
above will be the other contributing factors leading to the final
selection of the pilot program., The pilot program will be financed

with some $45,790 of unprogrammed funds,




4, Westinghouse will measure the project efforts in employment
and housing, These two items are not viewed as controlled experimental
efforts but as programs to which the project as a whole is already
committed., Westinghouse and the other consultants will make an effort
to measure the cost-benefit of these programs up to the limits imposed

by research funds already available in the present contract.




GREATER BALTIMORE COMMITTEE

January 19, 1968 |

MEMORANDUM
TO: The Planning Council of the
Greater Baltimore Committee
FROM: Eugene F. Petty, Associate Executive Director
RE: Greater Baltimore Committee/ W estinghouse Model Urban

Neighborhood Demonstration Agreement

Attached is a revised copy of the contract with Westinghouse,
incorporating the recommendations made by the Planning Council at its
meeting on January 3rd.

Specifically, the first page of the agreement now makes
reference to several sections of our original proposal to the OEO, wherein
the concept of the demonstration program is spelled out, and to a summary
of the research effort to be conducted by Westinghouse. The Planning
Council had agreed that reference to these documents would classify the
meaning of the language in the agreement itself.

I would appreciate your letting me know as soon as possible
whether this revised copy meets your approval.

EFP:jy

Enclosures
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