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Mr. Andrew Nelter, P. E. 
City Engineer - City of Flint 
Municipal Center 
1101 South Saginaw 
Flint, Michigan 48502 

Dear Mr. Neltel"' 

RALPH J. STmPHlIlN80N. P. E. 

15084 WARWICK ROAD 

DETROIT. MICHIGAN 48223 

PHONE 273-15028 

September 3, 1975 

Enc10led h Monitoring Report *2 for the Downtown Improvement 
Program. Notice a working day calendal" for 1975/76 (two lidel) 
il attached. I recommend thil calendar be dupUcated and attached 
to the monitoring report when distributed to thole concerned. 

Aleo, I would appreciate it very much, al I have dllculaed with 
Mr. Ed Wllkinl, if you would diltribute print I of Iheete 1 and 2 of 
the aummary network model, blue PI, dated August 29, 1975. 

We had a good aellion Friday, Augult 29. 1975 and I am plealed 
we have been able to get into the actual programming of activltlea 
al quickly a. we have. Thil apeaka well"r the entire project and 
is a great help to me in properly carrying out my aaaignment. 
Mr. Mike Kiefer attended our meeting but only for a Ihort time aince 
he was qUlte bUIY. I wal impressed by hia enthullaam and auggelt 
that he be added to our diatrlbution Hit. Would you pleale conaider 
thll and ule you," diacretlon. 

Aa noted in the Monitoring Report *2, I Ihall be in touch with you 
ahortly to arrange my next lellion "in Flint. The conference room 
at the Community Development Commllsion'a office is a good place 



Mr. Andrew Nester, P.E. 
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RALPH J. STlllPHENSON. P. Eo 
CO_OL'l'I!l'G JI1!I'Gl!I'BmB 

to work and seems to be centrally located for everyone cODcerned. 
It might be whe to consider that that is our working headquarters 
if this is satbfactory 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 Corp. of Engineers to discu.s the detail implementation planning 
for the interrelation of these three programs. Perhaps in the morning 
it would be best for Mr. Wilson or his representative from the U of M 
and Mr. Upson or hi. representative from the Highway Department to 
be present to e.tabU.h the boundaries and direction for near future 
work on their projects. In the afternoon I would like to have Mr. me. 
or his representative from the Corps of Engineers present .0 h. can 
provide hlscomments for both the U of M and highway department work 
and our previou. work on the river beautification phase one. Again, I 
shall leave this in your hand. and discuss it with you when I call to 
set up our next aea .ion. 

Thank. again for your courtesy and a •• istance in the day'. activitie •• 
I shall aee you aoon. 

RJS 
m 

Enc. 

Beat regarda, 

Ralph J.I Stephen.on, P. E. 
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RALPH J. STEPHENSON. P. E. 
OONSlJ'LTJ:NG ENGJ:NJllJllB 

15064 WARWICK ROAD 

DETROIT, MICHIGAN 48228 

PHONE 273-5026 
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Mr. Ray 'W. Vyvyan, P. E. 
A •• btut City ED,lneer 
1101 Soath. Sa,maw Street 
Flint, Michl,aa <48502 

Deal' Mr. Vyvyanl 

RALPH J. STEPHENSON. P. E. 
OONI!IlJ'LTING ENGINlllER 

115064 WARWICK ROAD 

DETROIT. MICHIGAN 48223 

PHONE 273·!5026 

September 3, 1975 

Attached 18 a .a"e .ted .ammary propo.al for the work 1 am 

doinl OIl the DOWIltowa Flint Area Development. I would 

appreciate yoar comment. ud al.o, woald you plea.e let me 

know how YOll woald like 0111' lnvolce. ,"bmitted. Normally 

1 bUl oac. a month 8.DCl would appreciate uy laidance YO" 

mlpt ,iv. me relative to the form they .hould take. 

RJS 
m 

Enc. 

cc - Mr. Andrew Ne.ter f P. E. 

SiDcerely YOUI", 

R.alph 1. St.pll ••• on, P. E. 
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Th. Ctty ef I"tlat 
A N_lclpal CO'1»ol'atlO1l 

' .. 
,RALPH ;T. ST:BlPJ:IIIlNSON. P. E. 
CONS'OlI.1'ING ENGINEER 

15064 WARWICK ROAD 

DETROIT, MICHIGAN 48223 

PHONE 273-5026 

SeptemM .. 3, 1975 

c/. Mr. Aadl"w N •• t ... , Ft. E. 
City :ta.t ... 1' 

Mutel,.l e .... 1' 

1101 SO ........ .. 
ntat, Nleht ... 48502 

Ile. .Ma,ter Coatl'ol &ad Moa"o""'l Pro,J'am for Dowatowa 
Fllat Are. !)e.el.pm.at 75.56 .. P 

Il.f.reac. Document •• My d.tall prope.al lette .. of .1m. 16. 1975 
aDd addeada dated. "ly 3, 1975 

Ia aeeorduc. with Mr. N •• ter'. aad Mr. V,.""all" req\M.t, bel ... 
it a ... mmaI'Y of the propo •• d work aact ... the above aoteaproll'am 
lor the Dowatowa Flint A r.a D.Yalopm.at. 

Tid. propo •• l aatielpat •• that my pl'ofe •• loaal •• rvic •• ,,111 b. 
proYld.d to PI"pal" aad Impl.m.at a ma.t.r coatrol alld moaitor
baa pJ'olram for the downtown Flblt D.velopment la the lmm.dlat. 
vlelalty of the Ilew Ulliv.r.tty of Michl,a. Fllat C.mp.... O'.'l'ally 
It t ••••• kI.r •• that l'I1ajol' proj.ct. wltbla • ca. mU. racU •• of thl. 
ar.a are to be a part of the prolram. My •• rvlc •• ",Ul 'b. provide. 
a. o.atU ... I .... d.tall •• d •• cnptioa for. period of two &ad OD. 
baH y.ar. from the .tart of WOJ'k UDder It which Ie from Au.u.t 13, 
19'5. 
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The Cit,. of rUat 
A M_lctpal COl'pOratl .. 
c I. M1". AMr •• N •• t.,., 
Cit, Ea,' •• '" 
Nulclpal C .... .. 
1101 So ..... ...... 
rUllt, "Michl, .. 48502 

P.t. , , 

RALPH J. STEPHENSON. P. E. 
OONSULTING ENGINlIllll.R 

15064 WARWICK ROAD 

DETROIT. MICHIGAN 48223 

PHONE 273.5026 

September 3, 1'?S 

a.. M ... ter Coatrot UId Moalhtl'la, p,.o,,..m fo,. Do ..... 
nbat Ar •• ". .. 10,.. ... · .",5'. P . 

a.f.,. •••• Docnlmeat •• N, •• t .. U 1'1"0,0 ... 1 1.tte .. of ..... 16, I'?' 
• .......... date ... 1,. 3, 1915 

D •• r Sb •• 

I ... cconaac •• ltll WI". N •• t'r' .... .Mr. V,..,..a'. requ.t, below 
II a •• mma .. , of th. , .. opo." •• rk ..... 1' tIw'a'bo .. aot"'ltro,r •• 
for the Dowatowa Fllat A .... D ... lopm.at. 

Till. ,ro,..al .aUelpa". that m, ,rof ••• l ... l •• rvlc ..... ill be 
, ... rid .. to pr.,.,. •• ad im,I, ..... ma ... r coat,.ol .act: triOatte •• 
... ,ro,Rm 10,. the dOW'llt ... FUat O • .,.lopm •• t lA the lmm •• ' .... 
Yl,laity of the ••• Oatv.,..tt,. of Nlchi, •• rllat C.mp... C ••• ,..U, 
it '.\ ........ r ..... m.Jor proJ •••• ,~~ .. oa. mU. ,,..dhl,. 0' thh~", 
..... • 1" to be • part of the pro,ram. N, •• rvic •• "Ill M ., ... .w •• 
•• •• tUn •• ,. tile .... U ...... "'"_ ,." .' ".., .. of two &lid •• 
balf , ..... from the .t.rt oI.ork .... ,. it wlalch l. from .Aa, .. ' 1', 

I"'. 
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!be c'tr .t 'liD' 
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115064 WARWICK ROAD 

DETROIT. MICHIGAN 48223 

PHONE 2.73·15026 

a.. ... .... C ...... l and ........ In .......... ,. ... D ....... rl'.' A ........ 1....... ".". p 
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Jul,. 3, 197' 

R.I Add.nda '0 Ha.ter Control and Konitorlns Froer •• 
Propo.al for Downtown Ilint Ar •• D ••• 1Op .. n' 
7'1,6 - p 

n •• r 511's, 

In accord.no. wltb Mr ...... 1' •• roque.' of ~.4n •• d.7, 
Jul7 2, 197', $ba tollowlna la .. d. a p.r' of -r 
propoaal 1 .... 1' ot June 16, 197' 

In r ... rd. to bu.ln •• a tOl'a, 1 .. • aol. proprl.'.r 
and .... only ..... 1.,... or ., o ..... n'. I do ... taln on 
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ylr'u. ot Ib.ir .blll'l •• and no' on *b. baal. of Ib.lr 
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•• ... fllnt proara. pr •••• d., dr.wlna. 
•• rl.u. klncl. wlll be .. n.r ... d by _. 
... t ttl. 01., of 'llnt wl11 be proyld •• 
oOpl.. of .11 tlnal dra.ln.. and copl •• 

and. r.por t. of' 
I' 1. und.r. '0" 
r.pr".,ol bl. 
of all r.por'. 
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R.lS 
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Sl ...... " , .... , 

Aooep". b.r __________________________________________ __ 

to. ... Ct.., .t 'l'nt, It. Hunlcipal C ......... lon. 
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Mr. Edward Bad.ett 
Director of Dept. of Community Development 

and 

Mr. Andrew W. Ne.ter, P. E. 
City Enlineer 
City of Fllftt 
1101 S. Saginaw Street 
Flint, Michigan 48502 

Dear Sir •• 

RALPH J. STEPHENSON. P. E. 
Oo_u:u.rnotG lllNGINEllIB 

115064 WARWICK ROAD 

DETROIT. MICHIGAN 48223 

PHONE 273.15028 

September 4, 1976 

Over the pa.t tw.lv. month. I have do •• ly ob •• rv.d the techniqu •• 
appli.d to downtown improv.meftt project. being handled by the City 
of Flint staff. Th. ob.ervation. have iftcluded activities of staff from 
the DCD, the DPW, .a weU aa from other departments where manalerial 
abiUtie. and l.ader.hlp are beiftl provided. 

A. the •• proj.cts move throulh various phas •• , i... conception, 
prolramminl, funding, staffing, de.l,D and con.truction, it i. 
apparent that the mana •• rial .tance and 1'01. of Iftdividuals uftd.rlo 
chaftle. In Flint (a. elsewhere) one of the mo.t difficult transitions 
i. from the conceptual ,tal. into actualimptem.ntation. A. pointed 
out in Monitoring R.port 116, the.e tran.ltion. 01' hinge point. ar. 
crucial becau.e th.y often r.pre.ent a towerml of int.re.t and applica
tion abUity on the part of early staff and a heilhteninl of intere.t on 
the part of tatter lmplemefttlnl .taff. W. di.cu ••• d this in .ome depth 
at our monitormg •••• lon on llly 1, 1916 and I r.vi.wed it brien,. Oft 

pales two and three of Monitorinl Report 116. 
II 
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The FUnt downtown related projects oHer excellent material for a 
further evaluation of this managerial lituation now. Occasional 
difficulties on proj.cta have occurred becaua. the chan,e in role that 
a project manaaer is required to adopt a. the project move. from 
concept to implementation b oft.n dllficult. Project mana,er. them
.... ve. u.ually r.colnize the probl.m and actively .earch 101' a.abtance 
in the impl.mentati-on area. Qenerally the aaaistance comes throuah 
stalf a.slanmenh made by other departments on an a.-needed ba.ls. 
However, the project mana,er continu.s to stru"le with an Increasing 
work load In details 01 Impl.ment&tloll that i. con.iderably difler.nt 
from the detail. of the conceptual period. 

With the above brief introduction to what I consider a potentially serious 
problem in respect to current Fllnt projects. 1 would like to su,gest and 
recommead that the lollowlag polate be consid.red: 

1) That a revi.ion in direct project mana.em.nt rol.s be mad. 
a. varlou. projects move from phase to phase. 

2) That the originating department (wher. the project is Initiated) 
be r.sponsible for appolntlna a project director (role to be deflned) 
on th. project as soon as the project I. identified as a potential ,0 ahead. 

3) That when the project moves into an implementation sta,e. 
possibly defined as preUmiaary d.si,n. a project manag.r be 
appointed from the implementin, d.partment. Hie r.sponsibility 
will be to mau,. the impl.m.ntation phase. 

4) That durlnl the entire project the proj.ct director r.talns 
r •• ponsibility and accountability to the orillnatilll d.partm.nt 
mana •• rs for proper and .If.ctive project execution. 

5) That the project manaser responsible for impl.m.ntation 
be r.quired to maintain a formal and Informal relationship 
clearly eatabUshed with the proj.ct director. 
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(Notel - The following definitions are thoee presented in 
the recent short seminar for the atalf gt ven earU. r 
this year. 

Formal functional relations 

Project relationlhips that concern dlltrlhution and use of 
data, Information and declsions that now alonl formally 
defined transmission Unee. Formal functional communica. 
tlons are ulually written and are normally one to many or 
many to one in nature. 

Formal relations are precisely defined and most day to day 
bullne'l 11 accompUshed within the formal relation framework. 

IDlol'ma! functional relations 

The natural channell alonl which organizationally related 
material is most easUy, comfortably and quickly tranlmitted. 
The Informal relation ulually exlltl by consent and il ltimulated 
to maximum effedivenel. by a mutual profit galDed from the 
relation. 

There 1s ilttle, if any, authority normally exprelled in informal 
relationl. Communication is ulually oral and one to one. 
Often hlformal relations define the hidden organizational structure.) 

6) That both the project director and the project maaa,er maintain 
hil reportinl relationlhip with the departmental luperior in 
the functioaal Iroup to which he beloDle, 1. e. DeD 01" DPW. 

(Reporting relation. 

The official channell th:rough which each individual conveys 
or is liven ralles, appraiaall and evaluationl: il fired, 
alll,ned. re .. al.igned and is provided profelalonal, vocational 
and personal identity. Usually involves a one to one communica
tion. The t:rue or.ani.atlonal .uperior of an employe. 11 
usually that individual with whom he retainl a reportinl relation.) 
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7) That project directors and project managera each be 
expected to work on multiple projects. Project managerl 
Ihould be expected to do techlllcal de.ign and draftinl on 
their proJect. a. required by the demand. of the program. 

8) A. an example, let u. take a hypothetical project involYiDI 
conve ... ion of a major downtowD block into a .erie. of pede.trian 
maU.. Suppo.e this project wa. originated by a .. eque It bom 
the downtown a •• oelatlon to the DCD. WheD it arrived at DeD 
and became a potttDttal prolram. a project director would be 
appointed from DCD. 

Thh , .. oject director would directly manale the work throulb 
initia\ feasibility .tudie., fundlng analy.es aDd prellmlnary 
deslln until technical implementation wal Deeded. Thia Deed. 
for ellample. could occur about the time that evaluatioD of the 
mall area schematic indicatea that utility .tudie. ar. Decea.ary 
aloDI with preliminary cost evaluation •• 

At that time the DPW milht be involved and a project maAaler 
appointed from the DPW. The D PW project manaler would 
work closely with the DeD project director to carry out the 
entire project a. it unfolds at the technical level. It would 
be the project manaler'. reaponsibility to maintain the day 
in and day out contact with the desiln Iroups to in.ure that 
contract documents were properly prepared. to see that 
propo.all were properly adverti.ed and that adequate propo.al 
covera,e was maintained. 

He would, in conjunction with tbe project director, let contract. 
and maintaiD aupervlslon of the prolram during conatructlon. 
The project director wou1cl retain throughout the entire proaram 
an int._ted and. directive position. However, a. the job move. 
lnto ImplemeDtation, the project director'. direct inYolYemellt 
in tbe day to day detaU. of the program wou1cl be taken over 
by the project manale r. 

It .hould be pOinted out that if the project orilillated in tbe 
DPW ancl required DCD particlpation in implementation thai 
the p .. oJect director would be appolllted from the DPW and the 
project manaler from DCD. 
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Th. City of FUnt hal f.w current choicel In the matter of project 
direction and manag.ment. They mUlt organlse by project for the 
major work now und.rway or th.y can .xpect day by day ChaOI 
throughout the entire unltructur.d procel.. Th. arrival of the number 
and .ize of projectl now cominl on board in Flint i. wdque and would 
be difficult for mo.t citlel. The technical department. at Flint have 
don. an .xcellent job in re.ponding to the major work load now beID,. 
brought into project form lor impl.mentation. 

Howevel-, the pl-e.ent .y.tem need. bol.terin. now. Tho •• who work 
in the early conceptual .tale. mu.t b. fr •• d up a. jobl move into 
implementation .0 they can take on oth.r duti •• on new proj.cta whUe 
.till maintaining contact with the old. Wen trained and .pecializing 
experte mUlt be given the opportunity to manage project. a. they move 
into implementation 10 that they can apply their talent. to the 
impl.mentation work. 

Above all, project teame mu.t be Itrengthened and deepened .0 that 
there iI backup potential and .0 that the benettt of multiple thlnkin. 
within the city goes into all project plal'llliDg and programming. 

AI.o, of great importance t. the ne.d to train, educate, coach and 
bring alonl the young .taff people of the city 10 that they take on 
incr.alin.ly dWicult a •• ignment.. Th •• y.t.m .Ulle.ted above, 
although .imple, i •• in my opinion •• legant perhaps becau.e of ita 
.implicity. It can, if u.ed prop.rly and if the po.ition. are ct.arly 
defined. provide the ongoln, .pec:talbsed talent ne.d.d to fill pre.ent 
gap. in the project managem.nt proc •••• 

It would be wi •• to r.vi.w .ach proj.ct in detail and to ••• how .uch 
a .... ' •• t.d t.chniqu. a. above milht apply. We have mad. 10m. 
preliminary exploration. in thl. re.pect and for tho.e pl-oject. 
pre.ently in work, i. e. Doyl., St. John, Flood Control, River 
Beautification. Auto World. Riverfront Cent.r, Univer.ity of 
MichllaD. it appearl that luch a procedure could greatly improve 
proj.ct effectivene •• whUe freelnl up the manager. now involved 
to work on oth.r prolram. cominl on Itream. 
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I would be glad to diecu8S thie in depth with each of you eince I feel 
that it ie a matter that should be par.aed on up throalh all echelone 
of FUnt c:ity management. 

If 1 can be of a •• istance, pleale let me know. 

R.JS 
m 

Sincerely 1Oarl, 

Ralph 1. Stephenson, P. E. 



• CRITICAL PATH PLANNING 

• LAND PLANNING 

• MANAGEMENT CONSULTING 

• PLANT LOCATION 

Mr. Andrew W. Nester, P.E. 
Cl ty Eng1neer 
Municlpal Center 
1101 S. Saginaw street 
Fllnt, M1oh1gan 48..502 

Dear Mr. Nester. 

RALPH J. STEPHENSON. P. E. 
OONBt:r.I.a'ING JIlNGlJ!I"lIIlIIR 

15064 WARWICK ROAD 

DETROIT. MICHIGAN 48223 

PHONE 273-5026 

September 3, 1976 

You and I have talked at oonslderable length on occaslon about the 
posslbillty of my lncreaslng the amount of tlme spent ln asslstlng 
the City of Fllnt on thelr var10us urban programs. Naturally I 
would be pleased to flnd mean1ngful and effectt ve 11&111 by lIh1ch my 
services would be of lncreased help to you and the olty. I belleve 
an approach to this might be to conslder expand1ng the soope of 
the work for whlch I am responslble out from projects mainly con
cerning downtown lmprovement to those that deal with the total 
urban communl ty. There are many of these and you and I have often 
talked about them at length. They, too, need the Id.nd of attentlon, 
partloularly ln corr1dor defln1tlon, planning of front end work 
and lmplementation we are glving the downtown programs. 

I belleve 1 t would be wise to speclflcally ldentlfY the projects 
upon vh1ch I mlght be lnvol ved. as well as those that are coming 
on board ln the future and then to discuss at that polnt the Mthod 
by vh1ch I might spend addltlonal tlme to asslst the clty staff ln 
accompllshing their project objectl veSt The work I would do on 
these programs ls somewhat slmilar to that I am p:r:esently carry1ng 
out on the slx or seven downtown projects upon whlch I am etlg8.68d. 
It would conslst of asslstlng to define project objectl ves, set 
early project criteria, prepare, where neceseary, programs and plans 
of project lmp18Jllentatlon, work with the project managers and project 
dlrectors to establish coherent and accurate projected plans of actlon 
and corridor def'ln1 tlona. and asslst to ldentlfY and allocate resources 
required on theae programs. Naturally, as each project moved into 
the actual. constru.ctlon phase, lt would be antlclpated I would monitor 
the progress of the job and lnsure that 1 t was correlated properly 
with other surround1ng projects upon whlch lt might lmpact. 
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When I meet with you next, I would be pleased to isolate and identify 
the specifio projects to which these servioes might be applied. 
Working tr1 th the staff of the DPW and DOD in Flint. as well as the 
other parties with which I am involved, has been a great pleasure. 
I look fo1'W&l.'d with anticipation to ma1nta.1n1ng an ongoing relation 
With the City and feel that the exciting prograas just around the 
oorner oerta1nl:r offer a major challenge for the staff and the oi ty. 
Thank you for :rour courtesy and interest. 

RJS 
m 

Sincerely yours, 

Ralph J. Stephenson, P.E. 


