RAaLPH J. STEPEENSON, P, E,
CoNsUITING EINGINRER

October 3, 1978

Meme toy
Mr. Androw Nester, P.E.
Mr. Coorge Ursuy
Mr. Ed Wilkins

Re: City of Flist Dewntown Imprevernent Program, Fliat, Michigan

IS was decided at our meeting on ¥riday, Beptember 246, 197% thet the
aext sll day planning session will be ea Tuesday, Octobar 7, 1978,
using the DCD conference vooin oa the first floor as the hesdguarters

meeting ares.

1 shall plan to be there at § o'clock A, M. to set up the conferencs
room and prepare for the day's work.

The foliewing activities will hopefully be covered that day:

A. Preparstion and amalysie of netwerk plan for Doyle
prejset up to start of construction

B, Preparstioa and saslysis of astwerk plan for 5t. Johne
prejsct uwp to start of comstruction

C. Proparstion and analysis of netwerk plan for design
work on tha University of Michigan campus over the
next twe years

D. Prepsration of summary network plans and models
for the Doyle project, 5t. Johas project and University
of Michigan prejects during the construction phase over
the next twe ysars
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Ostober 3, 1978

Prejact: 75156

E. Aay isnterfacing actions that must be impesed upon these
prejects 2+ & rosult of the 1-475 sxpressway program
snd the river beautification project and flood contrel

project

¥« Continued svaluation of current work on the flood
contvel project, rivar basutificstion preject sad
1-473 expressway work

I suggest ths morning sension be devoted to Si. Jobans, Doyle sad

river beautification with the afterneea to be spent on the integration

of these programs with the University of Miskigan campus development,
Thus, we will need, from §130 A. M. uatil noon, the responsible
denision-makers for beth Deyle and 58, Jebne, aleng with represents-
tives of the Highway Depariment, the Corps of Knginsere and hepefuily,
the Traffic Department, Iif this ie possible,

i the afternson, our majer focns will be on the University of Michigsa
campus sad we will need represeatatives of the University of Michigaa,
prefershly My, Wilsen, the Corpe of Enginssrs, the 3tate Highway
Departiment, and the Traific Depariment,

Naturally it would be helpful if My, Wilkiss sad My, Ursuy could
devete the day te this planaing session.

Ralph L Stephensesn, P.E.
RE
)
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* PLANT LOCATION PHONE 273.8026

September 3, 1975

Mr. Andrew Nester, P, E,
City Engineer - City of Flint
Municipal Center

1101 South Saginaw

Flint, Michigan 48502

Dear Mr, Nester

Enclosed is Monitoring Report #2 for the Downtown Improvement
Program., Notice a working day calendar for 1975/76 (two sides)
is attached, 1 recommend this calendar be duplicated and attached
to the monitoring report when distributed to those concerned,

Also, I would appreciate it very much, as I have discussed with
Mr. Ed Wilkins, if you would distribute prints of sheets 1 and 2 of
the summary network model, Issue Pl, dated August 29, 1975,

We had a good session Friday, August 29, 1975 and I am pleased

we have been able to get into the actual programming of activities

as quickly as we have. This speaks well br the entire project and

is a great help to me in properly carrying out my assignment,

Mr. Mike Kiefer attended our meeting but only for a short time since
he was quite busy. I was impressed by his enthusiasm and suggest
that he be added to our distribution list. Would you please consider
this and use yovur discretion,

As noted in the Monitoring Report #2, I shall be in touch with you
shortly to arrange my next session in Flint. The conference room
at the Community Development Commission's office is a good place
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to work and seems to be centrally located for everyone concerned.
It might be wise to consider that that is our working headquarters
if this is satisfactory to everyone.

At our next meeting I suggest we have present representatives of

the State Highway Department, the University of Michigan Flint Campus,
and the Corps of Engineers to discuss the detail implementation planning
for the interrelation of these three programs, Ferhaps in the morning
it would be best for Mr, Wilson or his representative from the Uof M
and Mr. Upson or his representative from the Highway Department to

be present to establish the boundaries and direction for near future
work on their projects. In the afternoon I would like to have Mr, Jones
or his representative from the Corps of Engineers present so he can
provide his comments for both the U of M and highway department work
and our previous work on the river beautification phase one., Again, I
shall leave this in your hands and discuss it with you when I call to

set up our next session.

Thanks again for your courtesy and assistance in the day's activities.
I shall see you soon.

Best regards,

Ralph J, Stephenson, P.E,

Enc,
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September 3, 1975

Mz. Robert Jones
Detroit District

Corps of Engineers

150 Michigan Avenue
Detroit, Michigan 48226

Ret Fliat River Flood Coatrol Project, Contract C2
(River Froat Beautification RBI)

Dear Mr. Jonest

On Friday, August 29, 1975, Mr. George Ursuy, Mr., Ed Wilkins
and I met t0 prepare s preliminary summary network plan for all
activities required to advertise and issue for proposals the Corps
of Engineers project C2 working drawings aad specificatione. The
astwork diagram prepared, designated Issue Pl dated August 29,
1975, entitled Sammmary Network Model for Downtowa Improvement
Plan, City of Fliat, Michigen, sheets 1 and 2 will probably be sent
to you by Mr. Nester along with & copy of my monitoriag report.

There were several discuseion points brought out by the various
people atteading this meeting. Perhaps many of them have already
been considered but in any event, I have listed all 1 am sware of
below for your veview, with the hope that My, Ursuy and Mr. Wilkins
will add to thie let.

The network diagram assumed that mest of the bulk work oa the
drawings sad specifications for the river beautification project
are complete exeept for minor revisions or additions that may be
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csused by the working drawings and specifications of Halpria &
Agsociates upon the Corps' working drawings being prepared by
Harsa Enginsering. The points we would appreciaste your considering
are as follows:

1)

2)

3)

Aa interim traffic plan during the construction peried is
being prepared by Mr. Doug Bashr and Mr. Jack Wilson

of the Traffle Department. These will be forwarded to
you through Mr. Ursay for your critique and use. Traffic
movement is s aritical part of the program and they would
appreciats any advice or assistance you might give in
fermaulating an adequats plaa that can become a part of
your specifications.

The debris removal plan upstream of the Hamilten Dam

is proving to be a bit complex. Preseatly it is under study
by the Department of Public Works ia Fliat and they would
1ike to quickly clarily the requirements such an eperatiomal
plan might place upea the design of the flovd contrel preject
with you. Yeur comments and observations will be of help.

Seversal real estate matters invelving acquisitions, demolition,
conveyanses, sasermwuats and preperty transfers are presently
in work, Thase invelve the fellowing organisations:

C & O Railread

Neon Building
Hamaadys preoperties
y.O.E. "m"‘.‘

Flint Business Machines
Fliant Lumbsr Company
Grand Trunk Railread
Traffic Bullding

t 3 ¢t 8 ¢ ¢t

We have planned the necessary steps relative to each of these
that must be taken prier to provision to you of a license for
construction snd an attorney’s certiflcats. It sppears that
thers may be some difficulty achisving all actions necessary
prior to the time working drawings sad specificaticas will

be available for advertisement and solicitation of preposals.
This is 2 critical matter and one which will require careful
atteation over the coming weeks., Would you please review
the legal and real estate mattars te be resolved relative to
requirements for bid advertising?
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4)

$)

6)

n

8)

b

There are certain cash contributions and escrow agree-
ments that must be completed prior to advertising for bide.
We think these are presently well defined but wish te make
certain that there is no holdup because of them. Would
vou plesse confirm, after a review of sheets | and 2 of

the network, if they are properly shown in relation to the
sthar network activities.

Upen preparation of all working drawings and specs for
the C2 program, we have sssumed it will require 8§ weeke
{40 werking days) for the Corps of Enginesers to maks
their final review, at all levels, of the working drawings
and specs before {ssuing these drawings. Would you
please advise {f this is an appropriste time allocation.
Would it be possible to reduce this approval time”?

We have allocsted one menth to advertise and receive C2
proposals. Is this adequate or can it be reduced further?

Ons month has bean allocated for » Corps of Enginesr
review of the C2 proposals. s this adequate to allow
proper study and award of the work?

We would like to review in detall the staging method by
which the river beautification work, primarily at the lower
improvement area, is related to that work specified in the
base contract for the flood contrel program. As | under-
stand it, alternates are to bs proposed that will be feor

the optional but presently funded part of the C2 program.
We think there is a clear understanding of this but it

would be wige te review it in depth once movre.

Is thaye sny missing information you now require from any
agency involved locally in the city of Fliat for this fleod
control program? If so, would you please convey this

as s00n as fensible to the appropriats parties.

The above are only a few of the items, but hopefully, some of the mest
important, that are presently baing considered in order to got this
project off and rusning. [ weuld appreciate any assistance that you

can give ma in properly correlating the adjoining property imprevements
to the Fliat River improvements projected under the C2 contract. It
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is considered that this river !nnmmt is the bell e;w program
and that it will set the pace for practically all adjoining work as it
procesds on through to completion, ‘

1 also would like to have your evaluation of & proper aad reslistic C2
completion date since se many other parts of the operation will depend
wpon the expedisnt construction of improvements.

1 shall be in touch with you when I return in mid-September to talk
in more detall about the various items that have to be completed to
bring our planning into focus for the total downtown develepment plan
in Flint. Yoeur assistance 1o appreciated.

Sincerely yourd,

Ralph J. Stephsasen, P.E,
RJS
m

80 - Mg, Andrew Nester
My, Ed Wilkins
Mp. George Ursuy
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September 3, 1975

Mr. Ray W, Vyvyan, P.E.
Assistant City Engineer
1101 South Saginaw Street
Flint, Michigan 48502

Dear Mr. Vyvyan:

Attached is a suggested summary proposal for the work ]l am
doing on the Downtown Flint Area Development. I would
appreciate your comments and also, would you please let me
know how you would like our invoices submitted. Normally

1 bill once a month and would appreciate any guidance you

might give me relative to the form they should take.
Sincerely yours,

R.l‘ph J. st‘Ph‘u‘On. P.E.

RJS
m

Enc,

¢c - Mr. Andrew Nester, P.E.
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CoNSTULUTING ENGINEER

15064 WARWICK ROAD
DETROIT, MICHIGAN 48223
PHONE 273-8026

Soptcmbcr 3, 1975

The City of Flint

A Municipal Corporation

¢/o Mr, Andrew Nester, P.E.
City Engineer

Municipsl Center

1101 South Saginaw

Flint, Michigan 48502

Re: Master Control and Monitoring Program for Downtown
Flint Azea Development 75156 - P

Reference Documents; My detail proposal letter of kine 16, 1975
and addenda dated July 3, 1975

Dear Sirss

In accordance with Mr. Nester's and Mr. Vyvyan's request, below
is & summary of the proposed work under the above noted program
for the Downtown Flint Area Development.

This proposal anticipates that my professional services will be
provided to prepare and implement a master control and monitor-
ing program for the downtown Flint Development in the immediate
vicinity of the new University of Michigan Flint Campus. Generally
it is considered that major projects within a one mile radius of this
area are to be a part of the program. My services will be provided
as outlined in the detailed description for a period of two and one
half years from the start of work under it which is from August 13,
1978,
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The City of Flint

A Maunicips! Corporation
c/o Mr., Andrew Nester, P.E,
City Engineer oo , L
Maunicipal Center S SRR
1101 South Saginaw “ A S
Flint, ‘Michigan 48502

Ret Master Control and Monitering Program for Downtown
Flint Area Development 75156 - P

Reference Documents: My detail proposal letter of June 16, 1975
and sddenda dated Xily 3, 1975

Dear Sirs;

In accordance with Mr, Nester's and Mr. Vyvyan's request, below
is a summary of the proposed work under the above noted program
for the Downtown Flint Area Development,

This propossl anticipates that my professional services will be
provided to prepare and implement & master control and monitor-
ing program for the downtown Flint Development in the immediate
vieinity of the new University of Michigan Flint Campus. Generslly
it s Eonsidered that major projects within a one mile radius of this_
area are to be a part of the program. My services will be provided
as outlined in the detalled dosubiption for & pericd of two and one
half years {from the start of work under it which is from August 13,

1978,
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The City of Flint

A Municipal Corporation
o/e Nr. Andrevw Nesber, P.%,
City Engineery

Nunieipal Center

1101 Seuth Saginaw

Flins, MNiohigsn ¥83502

Ret Master Contrel and Nenisoring Pregram for Downtown
Fiint Ares Developmens, 7556 « P

Deay Sirs:

In acoordance with my diseussions with Nr, Nester and othey
City of Flint staff seabers, sutiined below s & suggested
method fer preparing and fwplesenting a mster sontrel and
meniSoring program for the dewntoun Flint develspment in the
ismediate vieinity of the new University eof Nichigen Flint
campus. It is ay understanding this development onocompasses
six %0 edght large individual prejects and that beocause of
the Siming of each there is a strong nesd over ths next 24
years ts monitor proegress with an engeing contrel systems,
This systems should help insure Shat major space and Simme
conflicts are made more predicosable and oensequently, their
aveidance mere preobable,

1t appears the threo basioc areas eof present concern are the

U of X Fiint Campus dovelopment, improvemsnts to the Ammed-
iate surrounding urben land areas, and floed centrel impswe~
menis S0 the Flint River ares near the campus, In this
proposal I have sssumed that each of these pregrams individully
will have its owun detailed prejects eontrsl ayestem prepared

by shese responsible for the preject managemens, In sy work
undsr this preposal I weuld offer suggestions and guidelines
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as teo the format for this set of detaliled network plans bdbut
prepavation of these will bs basically the respensibdility and
the job of the individual agencies invelved,

I further anticipate that the detall planning feor each
individual projest by ethers will be accomplished through
the use of network techniques eor ether acceptable planning
sethods Wt establish standards eof perfermance from whioh
daviations within that prejest ocan e measured. These
deviations from expecoted standards of perfermance are
noraally called problems,

The need, as I seo i8S frem our several cenversations, is feor
objective Lmplementation centrel sver the large nuasbey of
sctivitiens that sust interface with each ether, To this end
18 weuld be wise te eensider ultimmtely eombining the majer
detail plans inte a maater centrel network that will insure
the interents of all parties $o saoh of e prejectis Yeing
properly and aceoeptably related teo other sotivities net under
their eentrel,

So far as my partisipasion is eencerned, I recemmend that the
fnitial master centrel and monitering pregram extend over a
perisd of shirty (30) menths eor twe and one half years, This

is a foreseeable peried of time which should allew all She
projects presently being oensidersd to enter aetive censtrustion,
My backgreund in management, engineering and planning indicases
that during this peried of time the potential fer Anterferences
and disruptions requires a high degree of attsntion se ap So
allow she wvarious projects teo procesd at maximum effectivensss.

In reugh Serms preparatien of the centrel system divides inte
four major phases:
Phase 1 Preparadion of proliminary netwerk diagrams
Fange 2 Preparation of mater summary diagram
Phase 3 Nenitering and contrel
Phase b Updating (where neeeasary)
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Each phase will prebably everlap with aucoesding or in some
csses, preceding stages, However, esoch is identifiable as &
specific pars of the centrol and menitering progranm,

The werk %o be accomplished in each of the phases would be
substantially as fellows:

Preliminary rough manually computed netwerk diagrams
using eritioal path methed weuld be prepared fer each
of ths intasraoting prejecta as that prejeoct reached
a definitive planning peins, It is essential that
the parties invelved in responsidble pesitions within
sash prejeet Lo able te coammis relative te future
time and space dimensioens needed for Shelir pregrams,
I¢ sheuld be emphasised that the purpese eof the maater
sontrel pregram preposed hare is te supplement and knis
together She detail plans prepared by these respensible
for individual prejects within ths Setal ares, In some
oases thase detailed plans of setien would be available
prier %o beginning my work, Hewever, where they wers
nes available, 18 will be nececsary #e¢ preject the
ouontul olements of each plan as well as they ocan

be stated a8 ths current peint in time,

Much eof she work in phase 1 will invelve visiting
respensible parties eon sach preject and gquestiening
and discussing the insent they have in Sthe presecutien
of their work, This may bde & lengthy porsien eof the
pregranm and altheugh somwe networks ceuld be prepared
very early, eothers may require further study en the
part of the agencies invelved bdefore being msshed with
the magter pregram,

I8 would be my intent during this phase 1 vork ¢»
- iselate and idensify in conjunction with these te

whom I am responaibdle the preper agencies and srganisas«
tioens with wvhem I weuld mest effectively work, An
impertant elemens here is that the contrel pregram
sheuld nes be presented as, ner considered, a
substisute fer the ongoing day to day prejeot manage~
went of each individual pregram within she area,

The purpose eof this master plan must be one of shewing
interfaces, identifying petential preodlems and suggests
ing selutions by whioch these petential preblems might
be reselived befere Sthey hecome catastrephes,
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At a suitable point in phase 1 work the information
gathered and the plans eof action prepered weuld be
tied Sogether with ether related plans of work and
drafted inte final form fer issusnce 60 the arfected
parties. PFPhase 2 werk is basically a translatien of
the rough manually cemputed network diagrams inte
sasily read plana of werk,

Phaso 2 interpretations and translatiens weuld
prebably continus threugh and past She end of

phase 1 with the ultimats result being a maater
summary netwerk plan of aotion whish will be used
by all parsies to the satire develapmant $0 gage
their pregreas along with the pregress of adjeining
programs,

Cencurrently with phases 1 and 2, s sonitering and
centrel system utilising sanagemens by excepiien
would be devised and put inke work, This systen
would be used te seasure actual project pregress on
an engoing basis against the antioipated plans eof
action shown in the summry diagrams and the master
netwerk, JNenitering frequency would vary as the
project meved ahead. During phases 1 and 2, each
planning session esnducted %0 eatablish the plens
of work would be & menitoring eof the job against the
initial yardsticks being prepared, Subsequens Se
preparation of the muster summry diasgram, frequency
of menitering might vary frem bieweskly %o menthly
depending uwpen the nesds of the pregram,

It sheuld be cautioned that msonitoring must be
conducted An such a manner that it has & streng
impact upen the preject direction, and thus, must

be losked at as peints of acceuntability aleng the
path of the plan, MNonitering alse must bLe conducted
80 a3 net to inserfere with the ongoing sanagement
prosess, If monitoering becowes an end in iteslf, it
defeats the wsefulness of the management by exeeption
system, FundamenSally the work planning precess
senducted in phases 1 and to acae extent 2, should
be very visible., 7The menitoring and contrel pressss
sheuld be relatively invisible but very sensitive,
Again, menitering must assist, net interfere with
implementation,
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Bach monitoring session which might last as much as

a full day would be summarised in a repert isolating
ths current conditions of the program and petential

problem areas, utilicing the managemwent by exceptien
reporting systenm,

It may be as the master sumsary diagram evolves

that elesatronic dasa processing will be used in

the reporting aystem, For relatively simple netuwork
plans electronio data proeessing is not essential,
the manual coemputatisns being adegquate, However,
for this program at soms point we prodabdly will
desire to subjeoct the information te a data proécess-
ing pregran, This will allow additional reporting
during the monitaring peried using the infoermation
gensrated by the data procsassing technique.

Fhase & Updasing

On large prejects where a multitude of parties i
involved, it sometimes Decomes necessary $o rvreviae
the eriginal plan of action, This usually is caused
by Anterfering conditions beyond the control ef the
parties involved and somstimes, alshough not always,
makes it desirable $o revise the currons neswork
diagrama., The proscess of revision is coamonly termed
an updating, Ny sanagement and planning philosephy
is that updating should be aveided as much as pessibls
sines esperisnce indicates to me that changes te the
original plan of action are ususlly cestly and dise~
ruptive, The reason for fhis, I have consiuded, at
least on & current basis is that e original plan
of action although often based upon limited prasject
histery usually demands and receives the highest
sanagerial attention, 7Thus, it is eoften She mest
desirable ceurse of Limplementation action to follow,

| ] ] ] - .

The abeve is the bread pregran I suggess fer the dsuntown cemplex.
1t prevides & means by which She City of Fiint and all partieipat-
Ang agencies and erganizations may ohtain the breadest benefits
from all ether prografs which affect their own, I weuld be
persenally involved in all stages of She work and weuld repersd
direetly te the agency designated as that responasible for evere
all eoerdinating efrfert,
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In susmary, I recommsend the follewing:

1) ®hat the detailed program and plsn of acsion
for sacsh interfasing preject be reduced and
sumsarizsd in a2 management network diagram,
The sanagement diagres will be prepared by me
from sither ths detail netwerk of the agenoy or
fyom the general infermmtisn I can obtain frem
shat agency relative te key dates and activities,
It is enphasized What this progosal does nos
antiscipate preparation of detailed individual
netueriks for each of the prejects,

2) that as the individual compenent plans ars
obtained and translated inte the summary diagrams
they be tied Segether inte a master summary nets
work showing the entire program within the defined
preject area, 7his will require interfacing
the individual notworks with one ansther te
detarmine the impact of eacsh preject upen the
other, Censideradble eoffert sust b put ferth
during this period e insure that ths individual

_plans of aotion are preper and ascursts,

3) that a monitering, contrel and cerrection system
be exerted upen the Setal preject threugh the
saster netwerits se deviations from the plan eof
actien oan bhe Ldentified, iseclated and corrected
before they become serisus barriers te develspment
progress, This is s oritical part of the entire
work and ens on whieh x would foous & high degree
of attension, ,

h) that the uu;mn cevered Ly this prepossl be
30 senths or 24 years from th: star$ of the work
‘ under A%, This sheuld give sdequate time for mest
of the mmjer projects o satunlily have Lesn started
and be wall into senatruction,

5) that sach of She responsible decisien-makers in
the organisations, enterprises and agenocies worke
ing on projects in the area bhe infermed of the
intant of the mmster pregran and be urged te
cosperats %o the fullest extent, IS will enly
be by a joint coeperative effert that an effective
umu-mt by exceptien aystem can be implesented
for the banefit eof all cencerned,
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My professional fees for providing services of this nasure

are 330,00 per hour, plus out of pocket expenses at cost ine
ocurred for work on the project., These would be for such

charges as printing, reproductions, computer costs and where
necessary, out of town living expenses incurred while acting

in the interests of the project. For techniocian's time

required in drafting, calculasing, preparing computer input

and other such operations, the charge ranges from $9.00 &o

$12.00 per hour depending upon the nature of the service provided.
Billings will be submitted monthly, payable within three weeks.

1 estimate that the total fee for this projeot will not exceed,
under the conditions described above, $30,000, It should be
understood that billings will be only for costs and fees actuslly
expendsd on the project,

Over the past few years 1 have participated in many Flint projects.
Since this particular developmenst program contains projects being
carried out by agencies, clients and organizations feor whom I
have worked in the past, it may be that I weuld be asked by them
to prepare the detailed management and control implessntation
plana for specific programs within the development area, 1

wounld like the opportunity ef being able to review eaeh such
pessibility as it occurs with the responsible party to whem I
maintain my centractual relation under this proposal. This weuld
be 0 determine Af I was able to partiocipate without a conflict
of interest in the detailed netwerk planning for the various
compenent jobs. It should be clearly underatood that this matter
would be resolved by you and ms t0 our mutual satisfaction and
any decision by you would be professionally observed.

If shis proposal is satisfactery, please indicate by signing
the accoeptance bslow and returning one copy to me, I very much
appreciate your courtesy and oconfidence in considering me fer
this very important program and am looking forward te beginning
my work on it in the near future,

stnaﬁrol

yours: :

Ralph J, Stephenson, P.E,

RJS
=

Acocepted by
for the City of Flint, A Municipal Corporation.
Date »
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July 3, 1975

The City of flint

A Municipal Corporation
o/o0 Nr, Andrew xester, P,.E,
City Engineer

MNunicipal Censer

1101 South Saginaw

Flins, Michigan 483502

Re:1 Addenda to Naster Control and Nonitoring Program
Proyglal for Downtown Flint Area Development
75156 « P

Dear Sirs:

In accordance with Mr., MNester's request of Wednesday,
July 2, 1975, the following is made & part of my
proposal letter of June 16, 1975

In regards to business form, 1 am & sole proprietor
and she only employee of my company. I de resain on
an hourly contract and an as-needed basis technicians
to do drafting, computer input and miscellaneocus
administrative funotions, In most cases they are men
and women in college and are picked to do this work by
virtue of their abilities and not on the basis of their
sex, color, race, age, religion or national origin,

As the Flint pregram preceeds, drawings and reports of
varieus kinds will be generated by me, It is understood
that the City of Flint will be provided reproducible
copies of all final drawings and copies of all reports
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through their designated representative, The City of
Flint will have free use of these documents intact as
they are provided.

I trust the above is satisfactery and if so, ploase
Andicate by signing the acceptance bslow, along with
the propesal letter dated June 16, 19735 and return one
copy te as,

Again, thank you for your ceurtesy and I am locking
forward $o the start of work on this program in the
vory near future,

Sincerely yours,

Ralph J, Stephenson, P.k,.

RJS

Accepted by -

for the Cisy of Flin¢, A Municipal Corperatien,
Date .
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September 4, 1976

Mr, Edward Badgett
Director of Dept, of Community Development

and

Mr, Andrew W, Nester, P.E.
City Engineer

City of Flint

1101 S, Saginaw Street

Flint, Michigan 48502

Dear Sirs:

Over the past twelve months I have closely observed the techniques
applied to downtown improvement projects being handled by the City

of Flint staff, The observations have iancluded activities of staff from
the DCD, the DPW, as well as from other departments where managerial
abilities and leadership are being provided,

As these projects move through various phases, i{.e. conception,
programming, funding, staffing, design and construction, it is
apparent that the managerial stance and role of individuals undergo
change. In Flint (as elsewhere) one of the most difficult transitions

is from the conceptual stage into actual implementation, As pointed
out in Monitoring Report #16, these transitions or hinge points are
crucial because they often represent 2 lowering of interest and applica-
tion ability on the part of early staff and a heightening of interest on
the part of latter implementing staff, We discussed this in some depth
at our monitoring session on Jkuly 1, 1976 and 1 reviewed it briefly on
pages two and three of Monitoring Report #16,
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The Flint downtown related projects offer excellent material for a
further evaluation of this managerial situation now. Occasional
difficulties on projects have occurred because the change in role that
a project manager is required to adopt as the project moves from
concept to implementation is often difficult, Project managers them-.
selves usually recognize the problem and actively search for assistance
in the implementation area., Generally the assistance comes through
staff assignments made by other departments on an as-needed basis,
However, the project manager continues to struggle with an increasing
work load in details of implementation that is considerably different
from the details of the conceptual period,

With the above brief introduction to what I consider a potentially serious
problem in respect to curreat Flint projects, I would like to suggest and
recommend that the following points be considered:

1) That a revision in direct project management roles be made
as various projects move from phase to phase.

2) That the originating department (where the project is initiated)
be responsible for appointing a2 project director (role to be defined)
on the project as soon as the project is identified as a potential
go ahead,

3) That when the project moves into an implementation stage,
possibly defined as preliminary design, a project manager be
appointed from the implementing department. His responsibility
will be to manage the implementation phase, ‘

4) That during the entire project the project director retains
' responsibility and accountability to the originating department
managers for proper and effective project execution,

5) That the project manager responsible for implementation
be required to maintain a formal and informal relationship
clearly established with the project director.
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(Note: The following definitions are those presented in
the recent short seminar for the staff given earlier
this year,

6)

Formal functional relations

Project relationships that concern distribution and use of
data, information and decisions that flow along formally
defined transmission lines, Formal functional communica-
tions are usually written and are normally one to many or
many to one in nature,

Formal relations are precisely defined and most day to day
business is accomplished within the formal relation framework,

Informal functional relations

The natural channels along which organizationally related
material is most easily, comfortably and quickly transmitted,
The informal relation usually exists by consent and is stimulated
to maximum effectiveness by & mutual profit gained from the
relation,

There is little, if any, authority normally expressed in informal
relations. Communication is usually oral and one to one,
Often informal relations define the hidden organizational structure.)

That both the project director and the project manager maintain
his reporting relationship with the departmental superior in
the functional group to which he belongs, i,e. DCD or DPW,

(Reporting relations

The official channels through which each individual conveys

or is given raises, appraisals and evaluations; is fired,

assigned, re-assigned and is provided professional, vocational
and personal identity, Usually involves a one to one communica-
tion, The true organizational superior of an employee is

usually that individual with whom he retains a reporting relation.)
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7) That project directors and project managers each be
expected to work on multiple projects. Project managers
should be expected to do technical design and drafting on
their projects as required by the demands of the program,

8) As an example, let us take a hypothstical project involving

conversion of a major downtown block into a series of pedestrian
malls. Suppose this project was originated by a request from
the downtown association to the DCD, When it arrived at DCD
and became a potential program, a project director would be
appointed from DCD,

This project director would directly manage the work through
initial feasibility studies, funding analyses and preliminary
design until technical implementation was needed, This need,
for example, could occur about the time that evaluation of the
mall area schematic indicates that utility studies are necessary
along with preliminary cost evaluations,

At that time the DPW might be involved and a project manager
appointed from the DPW, The DPW project manager would
work closely with the DCD project director to carry out the
entire project as it unfolds at the technical level, It would

be the project manager's responsibility to maintain the day

in and day out contact with the design groups to insure that
contract documents were properly prepared, to see that
proposals were properly advertised and that adequate proposal
coverage was maintained,

He would, in conjunction with the project director, let contracts
and maintain supervision of the program during construction.
The project director would retain throughout the entire program
an intersted and directive position, However, as the job moves
into implementation, the project director's direct involvemnent
in the day to day details of the program would be taken over

by the project manager.

it should be pointed out that if the projsct originated in the
DPW and required DCD participation in implementation that
the project director would be appointed from the DPW and the
project manager from DCD,
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The City of Flint has few current choices in the matter of project
direction and management. They must organize by project for the
major work now underway or they can expect day by day chaos
throughout the entire unstructured process. The arrival of the number
and size of projects now corning on board in Flint is unique and would
be difficult for most cities. The technical departments at Flint have
done an excellent job in responding to the major work load now being
brought into project form for implementation,

However, the present system needs bolstering now., Those who work
in the early conceptual stages must be freed up as jobs move into
implementation so they can take on other duties on new projects while
still maintaining contact with the old. Well trained and specializing
experts must be given the opportunity to manage projects as they move
into implementation so that they can apply their talents to the
implementation work,

Above all, project teams must be strengthened and deepened so that
there is backup potential and so that the benefit of multiple thinking
within the city goes into all project planning and programming.

Also, of great importance is the need to train, educate, coach and
bring along the young staff people of the city so that they take on
increasingly difficult assignments. The system suggested above,
although simple, is, in my opinion, elegant perhaps because of its
simplicity. It can, if used properly and if the positions are clearly
defined, provide the ongoing specialized talent needed to fill present
gaps in the project management process.

It would be wise to review each project in detail and to see how such
a suggested technique as above might apply. We have made some
preliminary explorations in this respect and for those projects
presently in work, i.e. Doyle, St. John, Flood Control, River
Beautification, Auto World, Riverfront Center, University of
Michigan, it appears that such & procedure could greatly improve
project effectiveness while freeing up the managers now involved

to work on other programs coming on stream,
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1 would be glad to discues this in depth with each of you since I feel
that it is a matter that should be pursued on up through all echelons
of Flint city management.,

If I can be of assistance, please let me know,

Sincerely yours,

Ralph J. Stephenson, P.E,
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Mr. Andrew W, Nester, F.E,
City Engineer

Municipal Center

1101 S, Saginaw Street
Flint, Michigan 48502

Dear Mr, Nester

You and I have talked at considexsble length on occasion about the
possibility of my increasing the amount of time spent in aseisting
the City of Flint on their various urben programs. Naturally I
would be pleased to find meaningfu]l and effective ways by which my
services would be of increased help to you and the city. I believe
an approach to this might be to consider expanding the scope of

the work for which I am responsidle out from projects mainly con-
cerning downtown improvement to those that deal with the total
urban community. There are many of these and you and I have often
talked about them at length. They, too, need the kind of attention,
partioularly in corridor definition, planning of front end work
and implementation we are giving the downtown programs,

I believe it would be wise to specifically identify the projects

upon which I might be involved, as well as those that are coming

on board in the future and then to discuss at that point the method
by which I might spend additionel time to assist the city staff in
accomplishing their project objectives, The work I would do on

these programe is somewhat similar to that I am presently carrying
out on the six or seven downtown projects upon which 1 am engaged,

It would consist of assisting to define project obJectives, set

early project criteria, prepare, where necessary, programs and plans
of project implementation, work with the project managers and project
directors to establish coherent and accurate projected plans of action
and corridor definitions, and assist to identify and allocate resources
required on these programs, Naturally, as each projJect moved into

the actual construction phase, it would be anticipated I would monitor
the progress of the Job and insure that it was correlated properly
with other surrounding projects upon which it might impact.
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When I meet with you next, I would be pleased to isolate and identify
the specific projects to which these services might be applied,
Working with the staff of the DPW and DCD in Flint, as well as the
other parties with which I am involved, has been a great pleasure,

I look forward with anticipation to maintaining an ongoing relation
with the city and feel that the exciting programs Jjust around the
corner certainly offer a major challenge for the staff and the city.
Thank you for your courtesy and interest,

Sincerely yours,

Relph J. Stephenson, P.E.

RJS



