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Baltimore Empowerment 

E nclosed you will find excerpts from Baltimore's Empowerment Zone 

application. We hope you fi7id this iiifortnation helpful and enlightening. 

The complete empowerment zone application is available for revieiu at: 
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Introduction 

Welcome. 

You will discover in this summary Baltimore's 
vision of community, 'Creating Neighborhoods of 
choice". It is written in the voice of more that 500 
people who generated the ideas in our action plan. 

In presenting our pitch for designation as a 
federal Empowerment Zone, we are keenly aware 
of the contemporary challenges facing irmercity 
neighborhoods not only in Baltimore but across 
America. 

Through our community-driven planning process 
for the Empowerment Zone competition, we 
learned a great deal about the strengths we have to 
offer, not only to Baltimore, but to a nation looking 
for answers to today's most crucial urban concerns. 
As the definitive "urban laboratory" of this century, 
Baltimore's harbor and neighborhoods have been 
the harbingers of great change. 

Baltimore 'sinner Harbor is a world renoumed symbol of 
urban renaissance. Fanning out from the port are the 
residential neighborhoods 

These two youngsters watching the ships dock at 
Baltimore's port in 1940 evoke the kind of innocent 
childhood pastimes that today's community leaders want 
Iheir kids to have. Baltimore skyline and port view from 
Federal Hill. 

Our worid-emulated Harborplace and Charles 
Center ushered in an all too brief era of renais­
sance for .America's cities in the 1970's. In Balti­
more, we pressed onward to keep abreast of our 
problems so as not to be destroyed by them. 

Empowerment Zones represent the significant 
retum of our federal panner to America's cities, but 
in an energetic new way. Hopefully, you will 
choose Baltimore, as you have before when 
innovation is the hallmark quality you seek. 

Ask us, and Baldmore will show a nation - and 
the world - how a community can be uansformed 
through empowermenL.. 

BALTIMORE 



Baltimore Empowerment: Strategic Plan 

Strategic Plan: Chapter I 

Emergence of an Empowering Vision 

...Crganizing the Process 
We organized our planning process to be as 

strongly driven as possible by neighborhood values 
and community people. We realized this aim in 
several important ways: 

• We achieved great diversity in terms of race, 
gender, and socio-economic status among those 
who participated. 

• We forged broad-based participation involving 
all facets of the community. 

• We relied on the community to guide the 
process. Our planning process was not driven by 
city hall nor consultants. 

• We sought out advice and learned from residents 
who had been involved in strong community 
planning processes previously underuken in the 
Sandtown-Winchester Neighborhood, the East 
Monument area in east Baltimore, and in 
southeast Baltimore 

• We are committed, in partnership with Mayor 
Schmoke, and the State of Maryland to a specific 
course of action that will achieve many of the 

ideas generated by the community planning 
process, even if not designated. 

...Developing OurGoals 
With our comminees having established organi­

zational structures and the Empowerment Zone 
Team in place, the co-chairs determined that the 
committees would produce reports to: 

• State a vision and broad goals. 

• Identify problems and opportunities from the 
confimunity's perspective. 

• Recommend how to achieve the vision. 

A series of reports were then presented by 
commurJty representatives and staff to our 80-
member Empowerment Zone Advisory Council 
which had been appointed by Mayor Schmoke. 
In addiuon to representing a diverse cross-section 
of communiiy, the Advisory Council members 
brought exceptionally strong organizational 
cspabilities and leadership qualities to our pro­
cess... 

White their parents 
plotted a future for 
their neighborhoods at 
the March 5 kick-off 
event, their kids did 
some planning of their 
oum at our volunteer-
staffed day care. 

BALTIMORE 



1-2 

...Baltimore's 
Conimitinent to Proceed 

To assure that Baltimore has a healthy head start 
upon designation as an Empowerment Zone, City 
of Baltimore department and agenc)' heads, as 
instructed by Mayor Schmoke are proceeding on 
the following initiatives and coordinating efforts 
with state agencies and other panners. 

ECONOMIC OPPOFTUNTTY 

• Launch a business retention effort in the Carroll 
Park Industrial District 

• Establish the One-Stop Capital Shop, including a 
direct link to job development programs 

• Proceed with an ecological industrial park In 
Fairfield 

• Spur a collaborative process among waterfront 
property owners and city government to create a 
75-acre research campus within the nominated 
zone 

HOUSING .\NT) COMMUNITY DEVELOP.MENT 

• Create private management of scattered site 
public housing in partnership with community-
based associations 

• Connect the .Mayor's multi-service "HUBS" to the 
Village Centers (a key concept that emerged from 
our planning process) 

• Establish Community Review Boards for housing 
inspection 

- Establish the .Neighborhood Revitalization 
Development Council 

• Begin a selective demolition planning process 
• Focus aggressive legal action against owners of 

vacant properties in the nominated zone 
• Create an employer-assisted housing benefit 

program with special incentives for home 
purchases made within the nominated zone 

N D G H B O R H O O D PLANNING 

• Set up the format for a neighborhood-based land 
use planning process in each community, 
including a commitment to engage e.xperts in 
public safety environmental design 

• Impose a moratorium on major zorting changes ' 
in the nominated zone until there is a completion 
of the (above) community planning process 

• Review the city's Capital Improvement Plan to 
give a priority to activities within the nominated 
zone 

E.MPLOYMENT & TRAI>.TNG 

• Set up an employment training component in the 
One-Stop Capital Shop 

• Assist in developing a wage pool employment 
program using Aid for Families with Dependent 
Children (AFDC) funds 

• Guarantee that "on ramps" for the information 
highway network will occur at the neighborhood 
level by working with Johns Hopkins University 
Eisenhower Library and Enoch Pran Free Library 

• Work with the Mayor's multi-service 'HUBS" and 
communities to set up Family Development 
Centers in each of the service areas 

• Reposition the city's service delivery away from 
categorical delivery to family service delivery 

• Begin planning a center to deal with family 
violence in the nominated zone 

RECREATION 

• Work with the housing authority to develop 
youth programs in the pubiic housing conwiuni-
ties in the nominated zone 

• Develop a program with the community to 
convert vacant lots into productive land within 
the nominated zone... 
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Strategic Plan: Chapter II 

Baltimore's Empowerment Zone 

NOMINATED AREA CHARACTERisncs 

Eligibility Checklist-
• Zone Population: 72,362 
• .Maximum Allowable: 73.601 

(1990 Census: 736,010) 
• Size: 6.8 square miles 
• Identifiable Neighborhoods: 33 
• Location: Entirely within Baltimore city limits 

Metropolitan Area: Baltimore Metropolitan 
SDtisticalArea 

• Noncontiguous Areas (3): 
1- East Side Neighborhoods G80 square blocks) 
2- West Side Neighborhoods (419 square blocks) 
3- Fairfield Indusuial (1,344 acres) 

• Total Census Tracts in Zone: 25 
• Central Business Disu-ictTracts: None 
• Zoning: Primarily residential (except Fairfield 

industrial). 

Qualifying Tracts 

West Side Fairfield 

The Fairfield area is a single Census Tract No. 
2506 containing a population of 613 ond a 
poverty rate of 44%, with 1,228 acres (1.91 square 
miles or 92% of the Fairfield land area) of the land 
area zoned M-3 heavy industry. 

Drawing Zone Boundaries: The Community's 
Priorities 

We forged a strong consensus that the borders of 
our Empowerment Zone should be drawn to: 
• Build on the positive aspects ofour neighbor­

hoods, such as our churches, employers, public 
markets, and capacity for citizen action, regard­
less of how 'poor" the neighborhood. 
Neigbborbood Assets 

• Focus on being as indusive as possible on those 
neighborhoods in greatest need. 
Neigbborbood Needs 

• Provide maximum potential for linking zone 
residents to mainstream economic opportunities, 
including significant generation of new job 
opportunities within the community. 
linkages lo Mainstream Economy 

.MZtoneAsset&« 

...We see these assets as two distinct resources, 
"Building Blocks for Change," and "Anchors for 
Change". 

B U I L D I N G BLOCKS FOR C H A N G E 

Emphasizing a positive approach, we took stock 
of the grim statistics of poverty, unemployment, 
and abandoned housing and viewed them in a 
thoroughly difTerent way, as 'Building Bloclcs for 
Change." It revealed to us important opportunities 
that we can build on:... 

• ...A work ethic that is alive... 

• ...Some 31 percent have incomes above $25,000 
per year... 
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significant opporomirj" to make a real 
difference in the lives of very young children and 
youth not yet lost to the .streets. Altogether, 
nearly 24.000 adolescents and teenagers live in 
our non^inated zone, comprising 33 percent of its 
total population... 

AGE DIVERSITY IN THE ZONE 

PRE-SCHOOU 
SCHOOL AGE/ 
ENTERING 
WORK FORCE 
AGE 

ORKFORCE 
AGE 

ELDERLY 

Health Care. Primary heallh care institutions are 
available widtin waking distance for virtually all 
residents in the zone. These institutions are also 
major employers. Johns Hopkins Medical 
Institutions is our largest Baltimore employer; its 
East Baltimore campus alone employs 13,000. 
Culture. Under the auspices of our Enoch Pratt 
Free Library, an extensive system of branch 
libraries reaches into our neighborhoods. Eight 
branch libraries are located in zone neighbor­
hoods and rwo others border the zone, offering 
strong potential for an inter-neighborhood 
'information highway." 

' Public Markets. Our city culture revolves 
around what is also a necessity: fresh and 
nutritious food. Baltimore's public market system 
includes Lafayette, Hollins, Broadway, and 
Northeast Markets in our zone. 

• ...A significant stock of vacant housing stock and 
in-fill lots to support the rehabilitation and 
building of homes and neighborhood busi­
nesses... 

ANCHORS FOR SUSTAINABLE C H A N G E 

• Secondary Education. Three major secondary 
education institutions - University of Maryland, 
Johns Hopkins University, and Coppin State are 
located in the zone...and are panners in the 
process... 

• Public Schools. School buildings are an 
opportunity to create places to focus neighbor­
hood-level youth and cortmunity activities... 

• Religious Institutions. Throughout our 
neighborhoods, religious organizations play a 
key role. In Sandtown-Winchester there are 40 
churches in its 72 square blocks and in Hariem 
Park, 28 among its 48 square blocks-an average 
of one church for each two blocks comprising 
these neighborhoods. 

• .Major Employers. Our zone includes 650 
f j r n s . . . 

Public Markets, a Baltimore tradition 
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Baltimore Empowerment Zone Nominated Area 
Areas Capable of Generating Mamstream Economic 
Opportunities for Zone Residents 

W E S T SIDE 

Carroll Park Industrial Area 
Montgomery Wards 
Pennsylvania Avenue 
Russell Street 
University of Maryland 

EAST SIDE 

Inner Harbor East 
Central Avenue Corridor 
Allied 
Constellation 
East (Henderson/Zone Line) 
Johns Hopkins University 

F.MRFiFi n INDUSTRIAL 

1,2S8 acres, industrial 

Z O N E - W I D E 

Neighborhood Business Development & Commer­
cial Revitalization 
MiCToenterprise 
.Minority-and Women-Owned Business Develop­
ment 
Community & Neighborhood Service 

BALTIMORE 



Strategic Plan: Chapter III - Section 1 

Conmiunity Mobilization 

strategic Vision for Change 
We envision generating an unprecedented level 

of community organizing as a tool for achieving 
profound and lasting change in our Empowerment 
Zone neighborhoods. Toward that aim, our vision 
is to engage the leadership talents of each resident 
who steps forward in managing the physical, social, 
and economic fabric of their neighborhood. Our 
new generation of community leaders will be 
guaranteed resources to develop talent and unleash 
an organizing force capable of participating on an 
equal footing with the leadership of other elements 
of the community... 

...Key Components... 

.. .EMPOWERMENT Z O N E /̂I/•vNAGE.\lE^ •̂ 

COUNCIL 

To ensure true neighborhood management for 
the Village Center Partnerships, our Empowerment 
Zone strategic plan calls for the city government to 
contract out the overall management and imple­
mentation ofour zone to a quasi-governmental 
entity-the Empowerment Zone .Management 
Council (EZMC). In turn, the EZMC will contract 
with various entities to provide training and 
technical assistance based on the needs identified 
by the Village Centers, the EZ.MC will also contract 
with neighborhood groups and oLher entities to 
provide services. The EZ.MC board will be 
comprised of a representative from the Village 
Centers, as well as other partners in the process 
from the larger business community, institutions, 
and govemment. 

Through the EZ.MC, our community management 
infrastructure can draw on both new and existing 
resources and institutions to further our strategic 
visions. For example, working with and through 
the Village Centers, the NAACP can undertake voter 
educator efforts, without the necessity of the EZMC 
'reinventing the wheel" and unde.-taking its own 
program. 

3:1-1 

VILLAGE CENTERS 
Each cluster of neighborhoods in the Empower­

ment Zone needs a physical manifestation of itself, 
which we call the Village Partnerships Center, or 
"Village Center." Each Village Center will be 
managed by a Village Center Partnership formed 
and directed by the community... 

..JCey functions of each Village Center are to: 
• Develop a land use survey and master plan for 

its entire area similar in concept to the plan being 
developed for the East .Monument Street initia­
tive... 

• ...Be the site of an "on ramp" to a neighborhood 
information network... 

• ...Serve as a center for VISTA and A.MERICORPS 
activity. 

, • Facilitate and enrich the collective life of the 
community. 

• Serve as a gathering place. 
• Connect residents to opporainities to participate 

as leaders... 
• ...Organize Neighborhood Empowerment 

Welcome Sutions (NEWS)... 

BALTlMOriE 
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. . .NEIGHDORI-IOOD S'reWARDS 

Each Village Center w j l have the opportunity to 
employ a resident as theixleid comniunity 
organizer, which we call a "Neighborhood Stew­
ard". Given that homeowners are the ones who 
most typically volunteer for leadership roles in the 
community, special attention will be given to 
recruiting the residents of rental communities, and 
in parJcular the public housing developments, to 
develop this new generation of community leaders. 

The Neighborhood Steward will be a paid staff 
person who will receive ongoing training and 
support through the Empowerment Training and 
Leadership Institute. This will provide the Village 
Centers with the opportunity to enhance the skills 
of their Neighborhood Steward to carry out the 
activity areas considered most important by the 
community.... 

.. .FORCE FOR CHAiNOE TRALNING INSTITUTE 

AlLhough we have a wealth of institutions and 
expertise available in communityorgaitizing and 
leadership development, no formal network exists 
in this arena. As part ofour Empowerment Zone, 
wc will create the Force for Change Training 
Institute... 

...Village Center Information Highway Initiative 
The Johns Hopkins University Libraries and the 

city's Enoch Pran Free Libraries will collaborate to 
design and plan an 'information highway" for zone 
residents... 



Strategic Plan: Chapter III - Section 2 

Community D evelopment 

Baltimore Empowerment: Strategic Plan 

i 
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Strategic Vision for Change 
Our vision is to achieve a level of physical 

change within the Village Centers that they become 
neighborhoods of choice rather than, as many feel, 
an environment of last resort. We envision 
communities where open space beckons for the 
residents to enjoy their leisure time, streets are 
dedicated to serving the people rather than 
congestion, commercial centers drawing on our 
culrural heritage where families can shop, dine, and 
interact with their neighbors, where the environ­
mental quality is a plus, and where redevelopment 
takes into consideration the changes in our 
lifestyles and needs. 

Our visions calls for a community which 
recognizes its assets and builds to safeguard them 
and neighborhoods embrace change as natural but 
which are prepared to manage iL.. 

...Key Components... 
..Master Planning 

Each Village Center will have a physical master 
plan completed. This plan is essential for the 
purpose of creating a sustainable community 
consistent with the community needs and desires. 
Any study of the built environment is in fact a 
launching point for exploring largercommunity 
issues. These master plans which will include land 
use, zoning, and architecture will necessarily 
require the community to confront its history, its 
relationship to other communities, its relationship to 
institutions that impact on the community, and 
finally its future... 

...Commercial Revitalization 
The commercial centers in our neighborhoods 

have long been a source of employment for the 
residents of the community as well as a part time 
employment center for young people who were 
able to receive a flavor of the work world during 
their teen years. 

With the growth of our suburban malls and with 
the flight of middle class capital from our commu­
nities, these commercial areas fell on hard times. 
Residents still require convenience shopping, 
dining, and entertainment. 

Expert assistance is required to reshape these 
areas to create retail and service areas that will 
attract customers. We will create an entity that 
possesses expertise to: 

• Study an area and recommend reuse potential 
th.a: will create employment, 

• Create netv,-orks that will allow businesses to 
thrive, 

• Provide technical and management assistance to 
business, 

• Organize retail and business associations and, 
• Market the center to increase visibility... 

...PuBuc MARKETS 

Baltimore has the oldest operating public market 
system in America, dating back to 1756 when 
Baltimore was a small village. Four of the neigh­
borhood markets are in the zone...The city has 
moved to assist the markets through the creation of 
a non profit city markets development 
corporation...to operate the rrurkets as a base for 
commercial revitalization, fostersmall business 
ownership..., a nd improve the physical appearance, 
marketing, leasing, and the qualify of the product 
in the market... 

..Soutb Sbore Community Development Bank 
A minimum of 515 n^illion will be used to launch 

a replica of Chicago's South Shore Bank. The 
bank will operate in the East Baltimore communi­
ties. 

The Morris S. Goldseker Foundation, Inc., in 
conjunction with Johns Hopkins Instiru tions, and 

BALTl.WOrtE 



the law firm of Venable, Baetjer and Howard, have 
spearheaded the effort to bring South Shore to 
Baltimore. Over the past rsvclvc months an 
advisory committee, a team of consultants, and 
Shore Bank officials have prepared a feasibility 
study. Planning for the bank has been woven into 
the planning for the Empowerment Zone as well as 
the South East Plan... 

..-ART AND CuT.TURE... 

_JOTPFBO Cultural Center 
The area around the Hollins Street Market has 

historically been a cultural center in Baltimore 
dating back to when H.L. Mencken resided there. 
The community has embarked on an effort to 
increase the number of possible venues in the area 
to support ongoing artistic endeavors. 

Tne second floor of the market building, 
currently not in use is proposed to be converted to 
a multi purpose theater, seating 3-400 people. The 
effort is designed to show case local talent from 
poetry readings to school productions as well as 
community meetings, lectures, and semJnars. Space 
will be created for local artists to display their 
works... 

level where it once again becomes an asset to the 
residential areas surrounding it. It will be anchored 
by the new "Avenue Market" to the south. Plans 
include an African-American Reference Center and 
Library and an African-American Sports Hall of 
Fame... 

.. .CLEAN COI'VIMUNTTTES 

S.WA.T. 
Solid Waste Action Teams will be established in 

each Village Center through the cit/s Department 
of Public Works. These teams will coordinate with 
the neighborhood stewards and block leadership to 
clean vacant lots to be reclaimed by the community 
and parcels of land being prepared for redevelop­
ment.. 

..Jtecycllng 
The Village Center Neighborhood Stewards will 

be responsible through their block-by-block 
organizing to build a network of recycling captains 
that will increase the amount of solid waste being 
recycled. 

This initiative is further highlighted in the our 
Economic Opportunities strategy (Ecological-
Industrial Park)... 

..J'ennsylvania Avenue CiiUurat Center 
Program 

Pennsylvania Avenue was the heart of the 
.Airican-i\merican art and cultural community 
through the late 1960's. It was here 'Jiat the great 
jazz and blues greats played - Billie Holiday, Cab 
Calloway, and Eubie Blake - all entertained 
thousands of Baltimoreans on Peruisylvania 
Avenue. 

It is now a great challenge to the city and the 
community to redevelop this historic street to a 

...Waste Recovery Program 
The Waste Recovery Center in the Ecological 

Industrial Park will employ 50 zone residents to do 
continual sweeps of the communities collecting 
illegally dumped solid waste to be recycled into 
new energy sources. They will also be available to 
remove bulk trash from households reducing the 
amount of waste that finds its way into back alleys 
and vacant lots... 
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Community-Basedjustice 
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Strategic Vision for Change 
Baltimore's Empowerment Zone public-safety 

strategy wiU lead to a safe, daig-free environment 
in which all residents are free to lead normal, 
productive lives, and youth, in particular, will have 
a wide range of opportunities as alternatives to 
crime and drugs... 

...Strengths to Build On... 

...Residents & Police Collaborate 
A number of anti-crime efforts are already 

underway in our zone, including: 

• O P E R A T I O N P.U.L.S.E, 
a church-based ami-crime group in East Balti 
more, trains its members for citizen patrols, 
provides security during church services, and 
engages in marches and other activities to fight 
crime. 

• T O T A L L Y POSITIVE Y O U T H S 

and olher programs are providing activities for 
community youths, even without funding. 

- PARENTS A G A I N S T DRUGS 

operates just Say No Clubs and many other drug 
abuse prevention activities in public housing 
complexes. 

• T H E PARTNERSHIP FOR DRUG-FREE 

N E I G H B O R H O O D S 

works with a coalition of community leaders to 
plan citywide substance abuse prevention efforts 
under a five-year grant from the Office of 
Subsunce Abuse Prevention. 

Countless other examples are set by dedicated 
community leaders, clergy, govemment officials, 
and private sector representatives who are running 
tutoring programs, organizing gun tum-in programs 
and serving as mentors... 

...Systems for Change... 

...Baltimore's Community-Based Justice 
System... 
• ...Establish true community-led, community-based 

justice, including a strong organizing on a block-

by-block basis and neighborhood mediation 
component. 

Avoid reliance on a "cop on every comer" 
approach, while increasing a sense of police 
presence and personal safety. 

• Emphasize prevention in concert with creating 
more positive relations among police and 
community residents. 

' Build on the decentralization of basic police 
services to the nine police districts, as instituted 
by Police Commissioner Frazier, and maximize its 
possibilities for neighborhood-oriented p>olicing. 

> Dovetail community organizing, housing 
reclamation, and community clean ups with 
police enforcement efforts, so when areas arc 
free from open air drug markets, the neighbor­
hood can sustain the drug-free area. 

• Recognize that achieving and sustaining public 
safety requires a sustained and positive emphasis 
onyouth, especially young African-American 
males. 

B A L T I M O r i E 
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Key Components 

Community-Based Justice Syslem 

• Block-by-Block Organizing 

• Criminal Justice Coordinating Council 

• Enhanced Community Policing 

• Neighborhood Mediation Courts 

• Mobile Police Stations 

• Substance Abuse Enforcement... 

...1 .BLOCK-BY-BLOCK ORGANIZING 
The foundation for community-based justice will 

be established through a community organizing 
effort in every block throughout the zone. Block 
captains and other interested residents will be 
enlisted...to help with all future anti-crime initia­
tives... A system of regular meetings at the village 
center level will be set up, to discuss problems 
within those areas and to plan and implement 
solutions... 

. . .Z-CRIMINALJUVNCE COORDINATING 

COUNCIL 

A council will be established to develop ways in 
which justice-related problems could be addressed 
through greater cooperation and infonnation-
sharing among agencies, and between the agencies 
and the community. A subgroup of information 
specialists would develop ways to improve the 
sharing of information within the justice system and 
with communities. A representative pledged from 
each of the following: Juvenile Services; Police 
Department; State's Attorney; Baltimore City 
Detention Center; State Pretrial Services; District 
Court; Circuit Court; Parole and Probation; Division 
of Correction; U.S. Pretrial Services; U.S. Probation; 
Housing Authority Police; Johns Hopkins Security; 
and each Village Center... 

...S-ENHANCED COMMUNTTY POLICING 
Current community policing efforts would bc 

enhanced for Empowerment Zone as follows: 

• Increase the number of Neighborhood Services 
Officers. 

• Increase the number of police outreach centers in 
the Empowerment Zone. In BaUimore, these are 

simply not 'mini-police stations," but are staffed 
by citizen volunteers and are visited by police 
oKTicers at •vn rioit:; Limes iduring ch«: day. 

' Assign a police representative to each of the 
Village Centers and work with the Village Center 
govemment to develop a comjnunity policing 
plan unique to that area. 

' Encourage participation in crime prevention 
programs such as Block Watch, Neighborhood 
Watch, and citizen patrols to work with all of the 
block groups to help plan and implement 
strategies to deal with key problems. 

' Network with other public and private organiza­
tions which provide services to zone residents. 

' Involve officers in neighborhood sports programs 
and other recreation activities. 

' Provide lost-cost mortgages as an incentive for 
police officers to live in the zone (as pan ofour 
Housing strategy). 

' Encourage residents of zone neighborhoods to 
become police officers, and assign them to serve 
in their own communities. 

' Create a take-home car program for officers who 
live in the zone, to establish a day-to-day 
presence in zone neighborhoods... 
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. . . 4 .NEIGHBORMOOD M E D I A T I O N COURTS 

A pilot neighborhood mediation court would be 
designed for one Village Center. If successful, 
similar courts would be established throughout the 
zone. This court would serve as an infomial 
alternative to the civil and criminal courts for 
handling minor criminal complaints and civil 
disputes. The mediation coun would employ 
techniques of mediauon and co.mpromise rather 
than the formality and adversarial approach of the 
courts. 

Cases involving zone residents would be referred 
to neighborhood mediation by a num.ber of 
mechanisms, including the district, small claims, 
and civil courts, neighborhood services police 
officers empowered to use this mechanism for the 
purpose of dispute resolution, and as an alternative 
to making an arrest. 

Community residents and leaders would be hired 
and trained as mediators and used as support and 
adminisL-ative staffing... 

. . . 5 . M O B I L E F O U C E STATIONS 

Fully equipped 'mobile police stations" would be 
deployed in high-crime and high-drug areas as 
needed in the zone. The station, similar :o vehicles 
used as police command posts at special events, 
could be easily established at any location in the 
Empowerment Zone. Stations would be staffed by 
two or three officers who would take offense 
reports, field neighborhood residents' complaints, 
and provide information and material on crime 
prevention and substance abuse. 

The mobile police stations would be used to 
establish a police presence at 'open-air drug 
market" locations, street comer locations used for 
loitering, and high crime areas. The stations would 
provide direct access for neighborhood residents to 

police services, a convenient way for interaction to 
occur with the community, and establish the 
temporarily elevated police presence that would 
encourage the criminal element to move on. 

Once heavy duty drug comers are weeded out, 
the community's role in sustaining the neighbor­
hood can Lake root. With block watches in place 
clean up of alleys, lots, and the area accomplished, 
and construction started on the neighborhood's 
vacant housing, the neighborhood is empowered to 
manage its envirorunent... 

...6.SUBSTANCE ABUSE ENFORCEMENT: 

Task Force on Open Air Drug .\{arkets 
Although long-term prevention is the best 

answer, the public still demands immediate law 
enforcement actions to address the most pressing 
drug problems in their neighborhoods. Through a 
series of coordinated initiatives, our Empowerment 
Zone strategy will address this immediate need. 

A task force comprised of police and community 
representatives would be launched to develop 
plans for the elimination of open-air drug markets 
in the zone. It would meet to identify markets and 
how the police and community can work together 
to eliminate them. Police would condua investiga­
tions resulting in warrants and area sweeps that 
would remove the drug dealers and abusers. This 
would be followed by the city-community clean 
ups to remove trash and graffiti. Community 
residents and police would then work in partner­
ship through Block and Neighborhood Watch, 
communityclean ups, nuisance abatement 
(whereby a community association files legal action 
against tenants or landlords of problem properties), 
positive activities for youth, and drug-free zone 
enforcement to let drug dealers know they will not 
be tolerated... 
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Strategic Plan: Chapter III - Section 4 

Housing 
Strategic Vision for Change 

Our Empowerment Zone neighborhoods will bc 
economically diverse with 50 percent of the 
community owning their own homes and all 
households guaranteed decent, affordable housing. 
The safety of the community will be enhanced 
through land use and design parameters estab­
lished by Lhe Village Centers which will have the 
opportunity to engage nationally regarded experts. 
The neighborhoods will form nationally regarded 
experts. The neighborhoods will form partnerships 
with the real estate industry to manage 30 percent 
of the rental housing stock. The changes will occur 
in an orderly, sensitive manner though neighbor­
hood management and/or neighborhood-con­
trolled management of 30 percent of the real 
property... 

...Strengths to Build On... 
• Neighborhood Housing Services. In the 

east Baltimore zone is one of the nation's first 
Neighborhood Housing Services areas, site of the 
nationally acclaimed Transitional Housing Program. 
On the other end of the spectrum, and located 
within the western section, are parmerships 
between churches and their comm.unities which 
have led to the founding of groups such as Saint 
Pius V Housing Corporations and Saint Jerome's 
Housing Corporation (Tri-Churches). Both groups 
develop and provide housing for low-income 
persons and families. 

• Baltimore's Homeless Relief Advisory 
Board has recently proposed a new comprehensive 
approach to homelessness in Baltimore. The 
system's components include supportive services, 
housing employment, and prevention. 

• Nehcmiah Homeownership. Baltimore 
leads the nation in its Nehemiah Housing Opportu­
nities Grant. The single-largest grant nationwide 
was awarded to Enterprise Nehemiah, a partnership 
involving the Enterprise Foundation and its 
subsidiaries. Enterprise Social Investment Corpora­
tion and Enterprise Social Investment Corporation 
and Enterprise Construction Corporation, and 
BUILD (Baltimoreans United in Leadership 

Development), a consortium of religious-based 
leadership. This project resulted in the construction 
of300 housing units. Two additional Nehemiah 
grants to develop affordable housing opportunities 
for low, and low-moderate income persons were 
subsequently awarded. One of the projects is in 
east Baltimore with units located both inside and 
direcdy adjacent to our zone. 

• Public Housing. The Housing Authority of 
Baltimore City manages 18,074 dwellings in 
developments and rehabilitated housing and 
another 200-plus units through the state's Rental 
Partnership Project. The Housing Authority of 
Baltimore has an ambitious moderation program 
underway. More than 1,000 units have been 
modernized over the last decade. To complement 
this effort the housing authority has implemented 
Operation ECHO (Extraordinary Comprehensive 
House Cleaning Operation). The purpose is to 
address and eliminate the physical and social 
problems occurring at some of the city's largest 
high-rises. High-rises in the zone have been given 
priority for participation in this effort. Over $100 
million in revitalization activities are planned for 
two zone complexes: Lafayette Courts and 
Lexington Terrace and the housing authority's 
oldest public housing, Poe Homes. 
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• ...Nonprofit Housing Developers. Within 
the Empowerment Zone, there are 11 community 
based.housing development groups, such as 
Sandtown Habitat for Humanity, St. Ambrose 
Housing Aid Center, and Tri-Churches. These are 
complemented by a strong private sector which is 
ccmmunity-sensitive and progressive in partnering 
with communities to create products that flow 
concepojally from a community planning process. 

• The Enterprise Foundation. Headquartered 
in nearby Columbia, Maryland, Enterprise also 
maintains an office in Baltimore as pan of its 
e.vensive presence in the city. The city office 
focuses on the Sandtown-Winchester Neighbor­
hood Transformation, Nehemiah homes, the 
Middle East community, and numerous other 
innovative initiatives in Baltimore's low-income 
neighborhoods. Through Enterprise's largest 
subsidiaty. Enterprise Social Investment Corporation 
(ESIC), equity has been invested in low-income 
rental developments throughout Baltimore utilizing 
the Low Income Housing Tax Credit. The Balti­
more-based Enterprise Loan Fund, a benevolent 
loan fund involving private lenders, offers low-cost 
financing to low-income homeowners and to 
nonprofit developers. City Homes, a supporting 
organization of The Foundation, piloted a model 
demonstrating the viability of making bulk 
purchases of low-cost properties from absentee 
landlords and rehabilitating the properties for low 
income rentals. EntCTsrise and the Alliance to End 
Childhood Lead Poisoning formed the National 
Center for Lead Free Housing which works 
e.v.ensively in Baltimore with the Kennedy Krieger 
Institute and others to develop treatment, educa­
tion, and rehabilitation regimes to reduce lead-
based hazards. Enterprise has also focused 
considerable funding support, available through the 
National Community Development Initiative 
(NCDI), into Empowerment Zone neighborhoods. 

• Maryland Community Development 
Administration (CDA). An acknowledged leader 
among state housing finance agencies, the Maty-
land CDA offers a range of mortgage financing vital 
to the development of homeownership and rental 
housing in our inner city neighborhoods. 

• Baltimore Community Development 
Finance Corporation (CDFC). Baltimore's 
CDFC, created sLx years ago, is a nonprofit lender 
which provides resources to our communities in a 
manner which allows for housing to be constructed 
with funds at below-market rates. The CDFC was 
capitalized with funds from city govemment and 
several banks serving the Baltimore communities. 
The ability to combine these resources allows 
developers to borrow at favorable rates while 
passing the savings in the project onto the con­
sumer... 

Systems for Change... 
...Our housing initiatives system for our Empow­

erment Zone will: 

• Increase homeownership from its present 30 
percent to 50 percent. This will restore balance is 
a now seriously out-of-kilter market tilted toward 
marginal rentals and vacancy. 

• Expand community control and improve the 
quality of the rental housing stock through the 
following steps: 

I.Reduce the amount of vacant housing from 18 
percent to less than 4 percent 

2.Improve family housing opportunities. 
3.Increase community involvement in housing and 

property management. 
4.Increase availability of affordable quality rental 

housing for all zone residents including those 
who are homeless and those with special needs... 
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...Key Components 

...Homeownership... 

...1.Community-Based and Governed Housing 
Consortium 

The consortium will consist of representatives 
from each Village Center, neighborhood-based and 
nonprofit housing development groups, financial 
institution representatives... 

...2.Rehabilitation Counseling 

Reh.abiIitation counseling is critical to our goal of 
increased homeownership. It is also important to 
our efforts to retain current homeowners. Consor­
tium staff and other community based housing 
development organization will assist zone residents 
living in substandard housing to acquire the help 
and resources for rehabilitation... 

...3 Coordinate Existing Home Ownership and 
Counseling Programs 

Coordination of home ownership and counseling 
programs within our Empowerment Zone is critical 
to ensure efficient and comprehensive develop­
ment, service delivety, and maximization of limited 
resources, the Housing Consortium will serve as 
reviewer and facilitator of housing counseling is 
provided to new and existing homeowners needing 
housing counseling. 

Both the state and city government will coordi­
nate their homeownership and counseling services 
through the consortium and participate in its 
workshops, and the supporting lending institutions. 
This will also include initiatives such as the city and 
Fannie Mae co-sponsored Home Festival/Auction... 

...4. Homeownership Mortgage Loan Fund 

Under cunent lending guidelines, situations exist 
where residents are perceived as not credit worthy. 
Public housing residents, and other low income 
persons usually are given little or no opportunity to 
purchase homes. Moderate and middle income 
persons with lingering financial difficulties are also 
denied loans. 

.\ $20 million mortgage pool for zone residents 
will be used to help finance home purchases and 
rehabilitation. Special attention will be given to 
substandard and abandoned housing, and tenant 

conversion, especially for long term tenants with 
good rent payment records. The Housing Consor­
tium will have locally based loan conuninees 
review loan requests and recommended approval 
or disapproval of loans. Loan applications will be 
generated through outreach loan officers and 
processed within the neighborhoods... 

...5. Employer Assisted Homeowner Program 

The City of Baltimore has initiated an Employer 
Assisted Homeowner Program (EAHP) in concert 
with Fannie Mae. The EAHP is open to all 
permanent, full-tirne city employees in good 
standing. The program will be used for the 
purchase of single-family, owner-occupied homes 
within Baltimore City. The city and Farinie Mae 
have agreed to target this program for zone 
neighborhoods. The city will offer two forgivable 
loan programs to employees: a Matched Savings 
Program and A Deferred Loan Program. 

Special incentives will be provided to police 
officers, teachers, and firefighters, moving from 
probationary to permanent status in order to 
purchase a home in zone communities. The 
program will be designed to encourage ten-year 
occupancy bringing economic diversity to the 
community while bringing sc-vice providers closer 
to the community that they serve. 

Similar programs will also be operated within the 
zone by two major employers: The Johris Hopkins 
University and the University of Maryland .Medical 
System... 

...Rental Housing Management Program... 

...I. Neighborhood-Based Private Housing 
.Management 

A new community-based plan to transfer 
management of rental units from absentee land­
lords to community-based management and 
operations will be implemented to counter this 
decline and to improve the quality of life of people 
within our zone neighborhoods. Locally-based, 
nonprofit development corporations will assume 
this responsibility. This will require an increased 
capacity in the skills necessary to manage rental 
units, such as tenant selection, rent collections, 
setting priorities for maintenance request, contractor 
selection, and capital planning... 
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...2. Public Housing Scattered Site Management 

Management of scattered site public housing 
located in the zone will be tumed over to commu­
nity based housing development groups. Tliese 
groups will v/ork in partnership with the Consor­
tium in this activity. A regulatory issue needs to be 
addressed with respect to allowing ma nagement 
contrccLs to accept other than lowest bid... 

...Substandard Housing and Abandoned Property 
Program 

l.Creation of a Community Inspection Review 
Board 

A Community Housing Inspection Review Board 
will be created for our zone. This Board will 
review complaints and conduct hearings on alleged 
violations resulting in housing repairs or property 
dispositions. The Board would also mediate 
housing code violation disputes between landlord 
and tenant and/or neighborhood association or 
betv.'een a homeowner and his/her neighbors. The 
Board would mediate cases within the zone thus 
reducing HCD's case load. The Board would be 
composed of members appointed by the Mayor 
(including technicians from HCD) and members of 
the community. All members will receive training 
in mediation and evaluation... 

...2. Vacant Housing and Land Protection Program 

We will undertake an aggressive effort to put 
control of vacant and abandoned properties into 
the hands of capable community-based housing 
development organizations. Groups will be 
required to develop a reuse plan for each property 
and then will be assisted by the Consortium in 
implementing the plan. The Consortium will also 
be provided city authority to clean vacant lots and 
clean and board up vacant properties... 

...3. Selective Demolition 

Neighborhoods within our Empowerment Zone 
are inundated with vacant and abandoned 
properties located primarily on 'alley sti-eets". A 
block-by-block analysis cf vacant and abandoned 
properties located primarily on 'alley streets". A 
block-by-block analysis of vacant and abandoned 
properties will be conducted to determine the 

appropriate reuse of properties with environmental 
and safety standards incorporated... 

...Affordable Rental Housing Program... 
...Provisions for market-rate rental housing is 

needed to assist in realizing a goal for a self-
sustaining community...Housing forspecial needs 
persons (i.e. elderiy. People Living With Aids, 
homeless, chemically dependent mothers and 
fathers with children, etc.), require living in a more 
homelike setting rather than shelters or "warehous­
ing"... 

... J. Market Rate Rental Housing Program 

The Consortium will encourage the city and state 
to develop incentives indusive of Lax abatements, 
credits at settlement, phase-in tax, and city ex­
panded trash collection and other incentives to 
promote the new consuuction and development of 
market rate rental housing within the zone... 

...2.Rental Housing For Special Needs Groups With 
Linkages to Service Providers and Community 
Residents 

The creation of Housing-Plus Community 
Support teams will aid and assist all residents, 
especially those with special needs, to live homoge­
neously within the community. The Support teams 
will be linked with private housing developers to 
ensure that support services are available directly to 
community residents as vacant and substandard 
houses are renovated. Service providers will be 
linked to better assess the needs of the community 
and mold themselves to meet those needs. The 
Housing-Plus Community Support team will be 
managed in concert with health and family 
preservation community initiatives. This approach 
has been successfully piloted nationally by The 
Enterprise Foundation and Fannie Mae. Their 
experience and capacity will be available to this 
effort... 

...3. Lead Paint 

The growing awareness of the effects of lead 
poisoning on children, in additional to its adverse 
health consequences, presents a special challenge 
when it comes to stabilizing the housing markets of 
older neighborhoods, especially marketing the 
neighborhood to attract new homebuyers. Our 
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Empowemicnt Zone has a 64 percent rate of lead-
contamiraited housing - the largest in the state. 
This is a significant health hazard, especially with 
more than 7,000 children under age 5 living in our 
zone... 

...The Kennedy Krieger Institute has been 
working with the city since 1984, studying methods 
for removing and encapsulating lead paint in our 
older housing stock.... The Columbia, Matyland-
based National Center for Lead-Free Housing...and 
The Enterprise Foundation with a $5.5 million grant 
from Fannie Mae, is conducting on-going 
experiments.-.gauging the effectiveness of various 
lead abatement regimes.... The Empowerment 
Zone .Management Council, with its Village Centers, 
will work with Kennedy Krieger Institute,... and the 
city of Baltimore's Housing and Health Depart­
ments to ensure that in every Village Center there is 
access to safe houses for families with children 
suffering from the effects of lead hazards. 

B A L T I M O R E 
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Strategic Plan: Chapter III - Section 5 

Village Center Health 
& Family Development Resource Systems 
Strategic Vision for Change 

Our vision is to achieve health and well-being 
for our Empowerment Zone residents through the 
creation of a comprehensive system of integrated 
health and family development resource systems in 
each of the Village Centers. Our community-based 
health care system will focus on prevention and 
screening services delivered in the neighborhood 
setting and link residents to high-quality primaty 
health care services. Our family development 
resource system will deliver a continuum of highly 
integrated services at the neighborhood level and 
address the needs of the whole family, building the 
capacity of Baltimore's children and families to 
become self-sufficient, safe and healthy. 

The Village Center Health & Family Develop­
ment Resource Systems will reach zone residents of 
all ages in bringing an integrated service and 
resource system to the communities where they can 
be immediately, and easily accessed. In addition, 
however, there will be a particular emphasis on 
providing developmental support programs that 
target tiSe needs, interests, and problems of youth 
who are in the age group most at risk for dropping 
out, chronic unemploy.ment, involvement in 
substance abuse, and involvement in criminal 
activity. The goal of the youth component ofour 
Village Center Health and Family Development 
Resource System is to provide our youth who live 

in the zone with the capability of visualizing a 
future that includes meaningful employment, access 
to and involvement in personal and/or community 
leisure activities, and the capability to make 
infonmed, personal choices that will lead to an 
improved quality of life for themselves and their 
families... 

...Strengths to Build On... 

...Sandtown-Winchester 

"Vision for Health" 
Pioneering a New IVlodel for Community-Based 
Healthcare 

Sandtown-WL-ichester's '^'ision for Health" unites 
six competing health care institutions sharing a 
common market to improve the health of this 
neighborhood. They have signed a n unprec­
edented "Health Compact" to provide a continuum 
of health care to all Sandtown-Winchester residents 
regardless of their ability to pay. (The neighbor­
hood population is appro.ximately 10,000.) The 
partners include: Baltimore City Health Depart­
ment, University of Matyland Medical System, 
University of Matyland School of Nursing, Commu­
nity Building in Partnership, Bon Secours Hospital, 
Total Health Care, and Liberty Medical Center. The 
consortium members have agreed to assume lead 
responsibility as an individual institution or in 
parmership to operate, nunage, and financially 
sustain the sLx health service components identified 
by residents. These services encompass enhancing 
adult primatycare, violence prevention, outreach 
school-based children's health network, subsunce 
abuse treatment, and school-based adult health 
promotion. The Consortium members are commit­
ted to developing these strategies to assure the 
sustainability of the health system over the long 
term... 
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...KeyComponents 

Health & Family Development Systertis 

1 .Community-Based Health Care System 

2. Family Development Resource System 

3. Family-Focused Substance Abuse and Anti-
Violence Continuums 

4. Youth Continuums... 

...Village Health Advocates 
The key to ensuring that our guiding principles 

are realized in our health care su^tegies are 'Village 
Health Advocates." Advocates are community 
residents recruited and trained in ouu-each to 
residents around health problems, health preven­
tion and eariy intervention. Advocates will support 
pregnant women and children as well as other 
community residents. The Village Health Advo­
cates bridge the culrural communications gaps 
currently existing between providers and residents, 
and ensure that residents receive promised services 
in a professional, efficient manner. 

Advocates will be uained in health and social 
services information and procedures and will 
promote community responsibility for health 
matters. 

The emphasis of the health advocacy program 
will be on preventive health education. A compo­
nent of the preventive model will be the develop-
m.ent of a fimess and wellness center to serve all 
age groups in the communities. 

Decentralized Basic Health Care Screening 
To heighten the awareness and knowledge of 

prevention and to facilitate access to ti-eatment and/ 
or therapy, Village Health Advocates will target the 
church-sponsored soup kitchen whose clientele are 
largely indigent or homeless, unemployed, female 
head of households, c.x-offenders and education 
dropouts-all high at-risk groups with significant 
barriers to accessing care. 

This effort will provide basic health screening 
and cooperate with area hospitals and community 
health centers for more sophisticated and elaborate 
testing. Testing will be supplemented with case 
management, counseling, and home visiting 
outreach services to ensure follow-up and retention 
of individual in the health care system. Staffing for 
the project will be provided by volunteers 
(AMERICORP, VISTA) nursing students and paid 
community workers. 

The result of the screening project will be 
decreased utilization of emergency rooms, an 
overall reduction in preventable diseases, and 
reduction in preventable diseases, and reduction in 
healthcare costs... 

Theprinciplesthatguidethedevelopmentofourcomprehensive 
health and family development are: 
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...Coordinated Delivery of Services through 
Health Centers 

Aren medical centers will participate in a process 
to coordinate the delivety of their health programs 
in our Empowennent Zone through the Village 
Centers. This will include their community 
outi-eacli programs (84 at Johns Hopkins alone), 
particularly those through which they are involved 
in delivering community-based health care, and 
draw on the models and resources esublished in 
the Sandtown-Winchester "Vision of Health," the 
CURE-Hopkins' Heart, Body & Soul program, and 
Healthy Start... 

....Men's Health Initiative 
This initiative will focus on the numerous health 

problems found among men living in the zone's 
low-income communities. Initially it will focus on 
the health problems and related lifestyle and 
dietaty needs of this population to help health 
p.'oviders and Village Centers make informed 
policy recommendations. Ultimately, this effort will 
change the way men are served by the health care 
and service providers, and govemment, and 
improve their health status... 

...Continuum of Care for Senior Citizens 
Harbor Hospital Center will establish a health 

care delivety system in our Empowerment Zone to 
provide elderiy residents with access to an inte­
grated continuum of care. The programs will track 
participants over time and provide a comprehen­
sive array cf medical, mental health and supportive 
social services. 

This initiative will connea with Harbor Hospital's 
senior life services network to provide housing, job 
training, and employment opportunities. Harbor 
Hospital will dedicate $ 1 million from its operating 
net income to implement the project... 

...Family Violence CARE Center 
The center will be a one-stop shop for all zone 

residents who experience family violence problems. 
The program components indude: 

• 24 hour hotline for victims and their families 
• 15-20 bed "safe" house/shelter for women, 

children and the elderly in a separate location 
• Crisis and on-going counseling for the victim and 

their family 
• Medical services 
• Legal services 

' Specialized services for children 
• Training and education of all service prn vi Jers 

connected to the CARE center... 

. .FA^ULY DEVELOPMENT RESOURCE SYSTEM 

During the course of our community planning 
process, it was clear that we must find ways to 
assist families in getting the resources they need 
through a comprehensive process that encourages 
them to become involved in problem-solving 
toward self-sufficiency and being responsible for 
the life of the community, as well. 

The Family Development Resource System will 
assist families to access resources, become involved 
in their commuriity and empower individuals and 
communities to improve the status of all families, 
particularly families with children. The activities of 
our Family Development Resource System will 
encompass all community services and resources to 
develop community-based solutions to local needs. 

A critical focus will be the maximum use of 
existing resources by restructuring fragmented 
public services into an integrated and coordinated 
process that provides a continuum of services for 
at-risk families. 

An important component ofour Family Develop­
ment Resource System is the implementation of an 
outcome-based accountability system requiring 
service delivety that focuses on children in the 
context of their families in the communities. 

Desired Outcomes 
A report prepared for the Center for the Study of 

Social Policy outiLnes a useful core list of child and 
youth outcomes that reflect much ofour discus­
sions about shaping our Family Development 
Resource System, induding: 

• Healthy Births 
• Immunizations by Age Two 
• Children Ready for School 
• Children Succeeding in School 
• Avoidance of: 

-School-Age Parenting 
-Substance Abuse 
-Criminal Behavior 
-Dropping out 

• Self-Sufficient •young Adults 
• Children in Families with Incomes Over the 
Poverty Line 
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• Decreased Use of Inappropriate and Expensive 
Services 

TTc would add: Definitively ending the cycle. 

The effectiveness of our community-based 
Family Development Resource System will be 
greatiy increased by moving the responsibility for 
deterrrining and assessing the means for accom­
plishing outcomes to the community level. This 
will be achieved by giving responsibility and 
fiexibility to front-line staff, and involving parents 
and community representatives in allocation of 
resources and setting directions for service facilities, 
including schools and human services. 

Family Advocates 
.An essential component of our Family DeveIof>-

ment Resource System is the presence of a system 
of Family Advocates in the Village Centers for 
helping families find the services and support they 
need. 

These Family advocates will be tiained profes­
sionals who will work with and coordinate the 
efforts and interactions of other high-skilled 
professionals from existing agencies and programs, 
in providing a continuum of services through the 
Family Development Resource System in each 
Village Center.... 

...Infant/Toddler. Development program for 
families with children between 0-5, widi an 
emphasis on developmental appropriate parent/ 
child interactions and stimulation activities, and on 

supporting and strengthening young parents' 
parenting skills through instruction and mentoring. 
This program will be modeled on the Friends of the 
Familyprogram. 

Preschool Enrichment/full day programs for 
families with children from 3-5, modeled after head 
Stan, with increased emphasis on educatiorul 
enrichment.... 

...School Age. Family resource centers located 
in schools or community centers for elemcntaty 
and middle-school-age children and their families, 
stressing family interactions, value of education, 
and e.Ticacy... 

...Foster Parents. Extension of the Family-to-
Family program which focuses on restructuring 
familyfostercare... 

. . . COMPREHENSIVE SUBSTANCE A B U S E 

PROGRAM... 

1. Expand Effective Prevention Programs, especially 
aimed at young children. 

Police & Teachers Helping Students (PATH). 
Expand into 3rd and 4Lh grades in elemcntaty 
school throughout our zone. This program, 
currentiy in 5th grades, educates children about 
drugs and guris and helps them practice resistance 
skills and leam to say no to drugs. 

Parents Against Drugs (P.\D) works with youths 
in public housing projects. This program will be 
expanded so that there is a PAD represented in 
each of the Village Centers. 

Transitional Services for Drug Court will provide 
vocational/job training, job readiness programs and 
counseling to assist in the transition from addition 
to recovcty. This program will be corollaty 
program for offenders referred by the Baltimore 
City Circuit Court Drug Court, a one-year grant-
funded program which diverts nonviolent drug 
offenders from incarceration to substance abuse 
treatment programs. 
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2. ComprehensiL'C Treatment Services 

A comprehensive continuum of substance abuse 
services tint is community based, family focused 
and cjlturally relevant, with a special emphasis on 
women and children, will be designed. Traditional 
and non-traditional treatment methods will be 
utilized in outpatient and residential settings. To 
stabilize families with substance abuse problems, all 
areas of family life will be addressed in an 
integrated fashion, induding housing, employment, 
and mental illness... 

. . . Y o u m SUPPORT AND DEVELOPMENT 

High dropout rates, high unemployment, high 
crime rates, and high incidence of drug use are 
statistics lhat, unfortunately, apply to too many of 
the youth residing in our zone neighborhoods. 

Insufficient opportunities exist foryouth living in 
our zone for recreation, relevant education, 
employment, community service, and exposure to 
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multi-cultural activities. Without meaningful 
activities, both in school and out of school, ouir 
youth have littie incentive, and less support, to 
avoid becoming involved with drugs and crime. 

The implementation of a youth development and 
support system in the zone will provide the 
incentive and support necessaty to keep youth 
involved in activities that will allow them to lead 
productive adult lives that benefit themselves, their 
families, and the communities they live in. Without 
such a system, young people, with little hope for or 
vision of a future, will continue to be attracted to 
nonproductive, often illegal activities. 

As part of the implementation process, youth will 
be trained to assist in operating the programs in the 
communities. 

Youth Councils will be formed in each Village 
Center for the purpose of planning and operating 
the youth programs as well as for advising the 
community corporation on all matters involving 
youth. Representatives from each Village Center's 
Youth Council will sit on an overall Empowerment 
Zone Youth Council... 

BALTIMORE 
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Strategic Plan: Chapter III - Section 6 

Education, Training and Literacy 
Strategic Vision for Change 

Our vision is to create a continuum of life-
learning that begins by assuring school readiness, 
continues on to a high quality educational prcx:ess 
through high school graduation, and fosters the 
life-long leaming needs of all Empowerment Zone 
residents and students. We will simultaneously 
raise expectations and performance standards in 
our public schools through a new school-based 
management system that relies on the community's 
sense of ownership for its direction and each 
school's accountability to the community it serves. 
We will engage parents, educators, and the wider 
community in keeping each child connected to 
school and focused on each child's own leaming 
sti-engtiis. Through our schools, the contemporaty 
needs of the community will be served by produc­
ing educated, work-ready people and college 
bound students. 

We shall promote full employment for all zone 
residents thorough the creation and linkage of job 
uaining and literacy efforts that will be tailored to 
the needs of the unemployed, underemployed and 
public assistance recipients. Our vision wUl be 
achieved through a process-driven approach in 
which the community will be key decision makers 
in the operationalizing of education and training 
efforts... 

...Systems (or Change 
Our educational continuum will provide a 

seamless progression from pre-school to the world 
of work or higher education and will be based 
upon high expectations for all zone residents. Key 
to achieving this is community input in the decision 
making process and raised expectations. The 
major aims of our continuum will be to ensure that: 

0-4 
All children will be academically, intellectually, 
and socially prepared and ready to enter the 
formal education system by age four. 

Pre-Kindergarten-12 
Educational programs will be developed and 
implemented to insure an improved quality of 
education for all children pre-K through grade 
12. 

SchooI-to-Work Transition 
Educational programs will be implemented to 
ensure th.at schools are relevant, address the 
economic future ofour zone residents, raise the 
expectations of students, and prepare them for 
21st Centuty jobs. The introduction of the 
SCANS principles in the classroom at all grade 
levels is key to this effort. 

Literacy & Training 
Zone residents will be provided with the 
necessaty skills, attitudes, and work ethics 
through tiaining, retiaining, and literacy programs 
to establish a connection to the labor market or 
advancement in their careers. 

Baltimore Empowerment 
Guiding Principles for our Education, Trairiing & 
Literacy Continuum 
1. Increase community involvement in the 
education process, including policy making. 
2. Sti-engthen the effectiveness of education 
persorwiel in areas of instruction and manage­
ment. 
3. Create a network of education, training, and 
literacy resources and provide easy access to it 
for zone residents. 

BALTIMORE 



4. Provide job preparation services to all zone 
residents including school students, dropouts, 
and adults. 
5. Provide for site-based management of 
schools, with decision-making involving repre­
sentatives from the school, the community, 
business and industty, and other significant 
players in each conununity. 
6. B.-oaden the concept of school to address the 
vatying needs and interests of zone residents and 
students through alternative programming. 
Schools will become a center of community 
activities, especially for youth, through expanded 
use of schoo! facilities. 
7. Implement education and training prograrr.s 
thjt target preparedness for jobs of the future. 
8. Establish education and uaL^ing systems that 
address the interests and needs, and elevate the 
expectations and aspirations of all residents in 
each zone community. 

KeyComponents 
READY TO LEARN: SCHOOL PREPAREDNESS 

PROGRAM... 

1. Child Development Resource Centers: A 
Child Development Program 

A child care Resource Center will be established 
to increase access to and the availability of 
affordable quality day care and pre-school 
programs in the zone communities to insure that all 
zone children are prepared to enter school by age 
4. This will be done to provide an enriched 
experience for all zone children of pre-school age. 
The Center will provide on-going training to child 
care providers in hesi practices and model pro­
grams in order to improve and expand existing 
services, establish ncv/ ones, and insure the 
continuity of high quality care. The Center will 
focus community efforts in improving the chances 
of its youngest children to succeed. 

A partnership of community residents, the 
Mayor's Office of Children and Youth, Headstart 
representatives, Matyland Advocacy for Children, 
the Baltimore Child Care Resource Center, other 
local and state cliild care advocates, and school 
personnel will decide how the resource centers will 
bc structured. The Centers will be staffed by child 
care professionals and community residents. It is 
our intent to build on the vety successful citywide 
Child Care Resource Center and not waste precious 
resources duplicating efforts but rather ensuring that 
the resources are available at the community level. 

The Centers will provide: 

• Training of child care professionals, txDth new 
and existing personnel 

• Technical assistance and encouragement in 
developing new child care facilities 

• Instruction in pre-school enrichment activities 
• Instruction in age-appropriate leaming strategies 

for young children 
• Coordination ofexisting child care programs 
• Advocacy for zone communities to create child 

care resources that can accommodate all children 
in need of services 

• Family parenting dasses in child development 
• E>ata collection and evaluation activities for child 

care facilities 
• Assist the development of local child care 

businesses... 

...Effective Schools 
Empowerment Zone "Enterprise Schools" 

• 26 Elemcntaty 
• 6 Middle 
• 2 High Schools 

All elementary schools in zone are Chapter I schools 

3 Tesseract schools 
- Harlem Park Elemcntaty School 
- Harlem Park Middle School 
- Rayner Brown Elemcntaty School 

.A. range of initiatives will be undertaken to 
improve the performance of our schools in the 
zone and to reuin zone children in education at 
least through high school. The initiatives indude 
processes that will be put in place to provide 
impetus for change. These initiatives aim to: 

• Raise expectations regarding the educational 
potential of youth in the Empowerment Zone 

• Improve education practices, curriculum and 
facilities 

• Close the cultural gap between the residents and 
educators 

• Improve the links of the education curriculum to 
changing economic opportunities 

1. Enterprise Schools Program 
Each of the 34 public Schools (Elemcntaty 

through high school) in the Empowerment Zone 
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will become an Enterprise School, that is a school 
designatcd.by the city to be self-governing and to 
manage financial resources and educational 
programs to meet the school's particular needs. 
Enterprise Schools manage their own finances, 
personnel, curriculum, educational policy and 
facilities. The objective of decentralized school 
management is to t>ctier adapt a school to particu­
lar community needs and conditions, to involve the 
community direcdy in the day-to-day life of the 
school, and to provide for ongoing evaluation and 
revision of all asp>ccts of a given school. 

Enterprise Schools will use School Improvement 
Teams (SITs) to provide policy and management 
oversight, program assessment, and to mobilize 
communities'partidpation. These teams will bc 
composed of representatives of the school staff, 
parents, community groups, students, business, and 
non-profit organizations. The SITs will receive 
management and education training from local 
colleges and universities and from the business 
community... 

...2. Empowerment Teachers Academy 
An Academy will be established to improve 

teaching standards and achieve a continuity of 
quality at all school levels in the Enterprise Schools 
through the on-going training of all personnel who 
deliver services to children. The Academy will 
address obstacles to effective inner city education 
and raise the expectations of teachers, students, 
and parents. It will recharge teaching professionals 
and provide them with a new vitality as well as the 
skills and attitudes needed in working with children 
who live in the zone. 

The Academy will provide training and develop­
ment through: 

• MasterTeacher Corps of excellent Empowerment 
Zone teachers providing mentoring and technical 
assistance to othicr teachers 

• Urban Teacher Corps to address the gap b>etween 
many teachers and the community culture of the 
children they are teaching 

• Efficacy instruction 
• Instruction in: 

- Confiia mediation 
- Curriculum development, instmctional 
practices and applied leaming 

- Development of a system of teacher 
evaluation 

- Informal and formal assessment 
techniques 

- Maximizing use and application of 
advanced technology in the dassroom... 

...3. Management Support Project 
This project will provide leadership and manage­

ment training to school officials and SFTs, in order 
that they can effectively assume the functions 
traditionally assumed by central administiative staff. 
The training will be delivered by management 
professionals at higher education institutiorts and 
business associations. These programs will be 
sponsored by a partnership including schcxDl 
administrators, business management partnerships, 
and leadership training organizations. 

The Greater Baltimore Committee and the 
Baltimore City Public Schools are instituting a series 
of leadership training symposia which will be 
mandatoty for principals of all schools in the zone. 
The workshops will include topics such as develop­
ing effective SITs, problem solving, conflict 
management, stress management, marketing and 
building business partnerships. 

4. Personal Education Plan 
All Enterprise Schools will prepare annual 

Personal Education Plans (PEPs) for each student 
(kindergarten-12) which set out educational goals 
and at later stages, establish action plans for 
achieving employment and higher education goals. 
Individuals leam better when they have a dear 
ser̂ se of where they are heading. Through the 
establishment of Persorul Education Plans, 
students, parents and teachers will have both a 
clear vision to follow and a goal to achieve. PEPs 
will assist educators in tailoring education to the 
particular interests, needs and capabilities of each 
student. Through a process of ongoing informal 
assessment of the PEPs accuracy and relevancy for 
each student, it will be developed by teachers in 
consultation with student, parents, and non-
teaching school personnel. 

Staff support will bc provided through intem­
ships established between schools and local 
colleges and universities. 

5. Before and After, and Weekend Programs 
In each Village Center a school in the zone will 

offer affordable before and after school and 
weekend programs that will provide a rich mix of 
educational, recreational, artistic, and multi-cultural 
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activities as well as community service projects to 
students and other zone residents. Schools will 
become a more integral part of community life after 
school hours and provide a place for young people 
to gather to develop their interests, skills and 
abilities. The extended school hours will offer an 
alternative lo the streets as a center for leisure 
activities. Programs will be sponsored by the 
Baltimore Public School System, local colleges and 
universities, city cultural institutions, community 
services agencies, and govemment agencies. 

Each school will have a program coordirutor 
hired and trained through the Village Centers to 
plan, coordinate, and monitor the programs. The 
coordinators will establish Youth Advisoty Boards 
at each school to help plan, operate and evaluate 
the activities offered. Youth involvement in the 
operation of the programs insures that the needs of 
young people are being met. It also provides 
important leadership development activities for the 
young people involved... 

. . .EDUCATION AND ECONOMIC 

OPPORTUNTTY... 

... J. School-to-'X^ork Program. Establish a School-to-
Work program in each middle and high school 
serving zone residents that follows that concepts of 
the School-to-Work Opportunities Act and SCANS, 
implements the Matyland State Department of 
Education's Career Connections school-lo-work 
opportunities initiative, and strengthens career 
technology offerings in die schools. This will 
involve intensive and active support and participa­
tion from the business community. Work-based 
leaming, integrating workplace skills in dassroom 
curricula, and connecting activities between school 
and work are key concepts that will be followed in 
our school-to-work efforts. 
2.Schools-Within-,Schools. Create schools-within-
schools in partnership wiih the business community 
and the School Improvement Teams that address 
the interests, career path, or higher education 
aspirations of youth and which allows them to 
concentrate their courses of study around particular 
fields. Schools-within-schools provide flexibility in 
scheduling, cuniculum, and cxpeaed outcomes, 
and permit school personnel to create a small 
school atmosphere where individualized attention 
and self-paced leaming can occur. Schools-within-
schools will be established in ific zone's 6 middle 
and 2 high schools to address the employment 

goals of students and to develop school-to-work 
uansition programs... 

...3. In-ScboolProfit Centers. Create in-school profit 
centers in middle and high schools in partnership 
with the business community to provide entrepre­
neurial training foryouth and to connect classroom 
lessons to business activity. Young people get 
excited when they can create enterprises that 
generate profits. Building entrepreneurial skills 
through the development of businesses provides 
both a learning experience and an alternative to 
illegal ventures. Youth involved in the profit 
centers will increase self-esteem, sec wider opportu­
nities, and allow them to eam a wage. Profits 
generated from the activities in the centers will be 
directed back into programming foryouth... 

...ALTERNATIVELEARNING EXPERIENCES... 

... J. Zero Based Drop-Out Prevention Project 
A Zero Based Drop-Out Prevention Project will 

be established and operated out of each Village 
Center. The Projea will bring together information 
on all alternative youth programs operating in the 
city to achieve rwo goals - reconnect youth who 
have dropped out of the education system, and 
prevent youth who are at-risk for dropping out by 
ameliorating the problems and dissatisfactions that 
cause youth to separate from the system.... 

...2. fob Corps Satellite Center 
The City of Baltimore is in the process of 

establishing a Job Corps Center in the city to 
provide a residential center for troubled youth. 
The city is working with the State Juvenile Services 
AdminisLration and the Depanment of Labor to 
provide this facility. The Department of Labor has 
pledged operational funds and the state has 
committed start up funds for the Job Corps center. 
Empowerment Zone youth who are at risk of 
involvement in the criminal justice system will be 
given priority for slots to the Job Corps program... 

..."VPorkforce Development 
The official unemployment rate for the Empow­

erment Zone is 17.3 percent, or 8,400 persons. 
Establishing meaningful and satisfying connections 
between adults and the labor market is a crudal 
goal ofour Empowerment Zone program. 
Through three major initiatives, efforts will be made 
to assist all adults who want to work to make the 
link to the workforce through job and literacy 
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training, placement services and employability skill 
developmenr. and welfare reform. 

A D U L T LITERACY A N D J O B SKILLS 

1. Literacy Connections 
Each Village Center will establish a program to 

connect residents to training and literacy programs 
that will enable Lhem to develop the skills and 
competencies necessaty to fijlfill their potential and 
successfully enter the labor market. 

Each Center will have computer access to a data 
base containing information on available jobs, job 
tiaining programs, and other education and literacy 
services as well as a full time literacy/GED insUTJC-
to.'. The Centers willl network with existing literacy 
and job training programs provided through JTPA, 
JOBS, community-based groups and community 
colleges and witii the State's Department of 
Econonuc and Employment Development's Visions 
and ALEX job-match programs. 

2. Workplace Literacy Program 
A team of professionals in literacy and job 

training will be brought together in integrate and 
market workplace literacy training programs to the. 
business community. Workplace literacy training is 
training in the basic skills that are used on the job, 
such as reading, writing, math, critical thinking, 
problem solving, communication, computer and 
teamwork skills. 

This team will include representatives from the 
AFL-CIO's and the Matyland State Department of 

Education's workplace literacy program, called 
Project LFAiP, Baltimore Reads, Baltimore City 
Commumty College, the Private Industty Council, 
representatives from the business community. The 
team will market the program to businesses and 
assist the businesses in setting up workplace 
tiaining prgrams. Additionally, the team will 
actively pursue funding through private organiza­
tions as well as through the U.S. Department of 
Education's grant programs for workplace literacy. 
Welfare Reform Highlights 

Welfare Reform will be instituted in all zone 
neighborhoods through a program that will target 
new applicants to Aid to Families with Dependent 
Children (AFDC) who are between the ages of 18 
and 25, as well as provide intensive training for 
lang-term redpicnts. 

The Village Center will have an on-stafF case 
advocate who will develop a training and employ­
ment plan with the applicant or recipient. Appli­
cants will pursue full-time, unsubsidized employ­
ment through a suuctured set of services that 
include part-time, subsidized employment and part-
time participation in trairiing and/or education 
funded tiirough Project Independence (die state's 
JOBS program), JTPA, and Pell grants. 

Welfare Reform Strategy 
The ultimate goal in cur Empowerment Zone to 

afford all residents desiring to work to have the 
opportunity to fully participate in our mainstream 
economy. 

To accomplish this, it will be critical to strategi­
cally address the issue of welfare dependency in 
our Empowerment Zone. We must create a new 
environment where education, work, and produc­
tivity are viewed as the route to self-sufficiency and 
economic well-being. Persons with debilitating 
physical or mental limitations who require our 
compassion and sustained public assistance will 
continue to bc supported. 

Baltimore EmpowermentZone 
Welfare Reform Strategies 

1 .Divert young families from forming new public 
assistance units, 

2.Immediate job search and employment assistance 
to new applicants who have work experience 
and nurkeublc skills, and 

3.Intensive education and employment assistance 
for those long term recipients who are currentiy 
on the caseload. 

BALTIMORE 
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Strategic Plan: Chapter III - Section 7 

Economic Mainstream Partnerships and 
Ecological Industrial Strategy 
strategic Vision for Change 

Residents ofour Empowerment Zone will be 
connected directly to the Baltimore area's economic 
mainstream and its prosperity. We will create and 
expand resources in the community to enable our 
workforce to be job ready for today's competitive 
labor market. We will improve access to job 
information networks and training at the neighbor­
hood level. We will enhance opportunities for self-
sufficiency aiid upward economic mobility so that 
families can choose to live in their neighborhoods. 
Through a series of partnerships, we will carty out 
an aggressive job and business development 
strategy. Our schools will be active partners with 
the community and employers in launching youth 
on their career paths and in creating linkages to 
higher education for the jobs of tomorrow. We will 
leave no one behind who possesses a willingness 
to work and improve their life... 

...strengths to Build On... 
...Our Economic Mair.su-eam Partnerships strategy 

builds on the resources of all its partners to 
generate significant numbers of jobs and to 
promote entrepreneurial opportunities. Our 
strategy focuses on our su-ongest engines for 
economic growth: 

1. Baltimore's Urban Centers Where "Science 
Comes to Life." 

Our Empowerment Zone is the home of giants in 
the nation's research and development industty, the 
Johns Hopkins University and University of 
Matyland. These institutions are part of the l67 
research and development facilities throughout the 
region, with the Johns Hopkins Bayview Research 
Center, University of Matyland Biotechnology 
Center and 11 others located in Baltimore city 
alone. 

Under construction and scheduled to open in 
eariy 1995, is die $125 million Columbus Center for 
Marine Biotechnology Research, a joint partnership 
of the federal, state, and city government, located 
less than five miles from any point in our zone. 

The concentration of these and otiier life 
sciences institutions in and adjacent to our zone 
offer significant opporturuties to connea zone 
residents to quality jobs. A Greater Baltimore 
Comminee study estimates an increase of 3,0(X)-
4,000 laboratoty jobs over five years, with many 
openings for entty-level laboratoty assistants who 
have a high school diploma. 

Our Empowerment Zone and our biomedical 
employment base also can derive economic 
su-engtii from its pro.ximity to the nation's highest 
concentration of scientific talent. More than 2,6000 
high-tech facilities are located along the 37-mile 
Baltimore-Washington corridor. 

2. Baltimore's Growing l inks to Global 
Markets 

Our Empowenment Zone is linked to Baltimore's 
growing future as a leader in intemational trade. 
The dty's World Trade Center connects Baltimore 
to a global network of overseas markets, contracts, 
products, and services. As a thriving seaport for 
neariy three centuries, Baltimore p>ossesscs the 
financial and legal services crucial to support 
intemational tiade, including expertise in banking, 
insurance, invesunent, venture capital, and legal 
specialties in the areas of trade, taxes, and maritime 
law. Alex Brown and Company, T. Rowe Price, 
Legg Mason, and the insurance company of 
USF&G are pan of our financial infrastiucrure 
contributing to a growing economy. 

BALTIMORE 
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Baltimore's Foreign Trade Zone (FTZ) is 
available to impon/export firms involved in 
l ^ ^ rehousing, distribution, light assembly, and 
manufacturing. A request is pending with the U.S. 
Commerce Department lo extend the FTZ designa­
tion to indude our Empowerment Zone. 

3. "Homegrown" Zone-Based Companies 
Poised for Expansion. 

Our Enipowermcnt Zone contains more than 650 
businesses, induding 180 manufacturers, the 
majority of which are in sertors offering export 
growth. Through expansion and new business 
development, ourEmpowerment Zone can support 
significant job creation for zone residents in: 

• Biotechnology 
• Printing and Publishing 
• Environmental Redamation 
• Health Care and Related Indusuies 
• Business Services 
• Distribution and Logistics* 
• Chemicals and Allied Products* 
• Food Processing and Products* 
• Metal Fabrication* 

• Sectors within the top 5 industries that ac­
counted for 72 percent of 1988 exports from the 
region (tiansportation equipment, non-electrical 
machincty, precision instruments, electric and 
electronJc equipment, and chemicals.) 

4. Ties to the Baltimore/Washington Regional 
Economy. 

Our Empowerment Zone is located in the fourth 
largest market in the United States, the Baltimore/ 
Washington CMSA, with 6.7 million people. The 
region will generate 100,000 jobs in the next 
decade. 

Our Empowerment Zone is within commuting 
distance of regionally-based employers, such as 
manufacturer Black and Decker, aerospace 
industries such as Westinghouse and Martin 
Marietta, and federal facilities, such as the Social 
Security Administration in Baltimore County and 
the expansion of the National Archives near the 
University of Matyland-Collcgc Park. As industty 
and government continue to adjust to U.S. eco­
nomic conditions, such as defensc-to-commercial 
conversion, we can ready our workforce to 
respond to these changes. 

5 .Major Culrural Attraction & Tourist 
Destination 

Our Empowerment Zone has potential to builcl 
on Baltimore's rich cultural, architectural, and 
maritime heritage. 

Waterfront activities are strong aspects of the 
tourism and culturally-related aspects of our local 
economy. 

Ethnic festivals and ethnic food provide a special 
focus for community fairs and events that are pan 
of our community culture. Oriole Park at Camden 
Yards, adjacent to our zone, and the nearby Inner 
Harbor, draw visitors from around the world. Our 
ethnic fairs celebrating Greek, Lithuanian, African, 
Polish and other cultural heritages are touted lo 
attract visitors who spend money throughout our 
economy. Tourism in Baltimore city alone 
generates 12,600 jobs and a total annual economic 
impact of $1 billion (1988)... 

...Systems for Change 
Our Empowerment Zone strategy capitalizes on 

the strengths of the Baltimore area economy in a 
wholly new way by: 

• Direct involvement of the Empowerment Zone 
communities in their own economic revival through 
the development of strong partnerships and the 
establishment of a comprehensive community 
driven economic development system. 
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• Development of a comprehensive network of 
economic resources and employment opportunities 
with community based access and community 
participation in the preparation of tiieir residents for 
the emerging opportunities. 

• Advancing innovative education-employment 
linkages to an expanded level through the creation 
of industty focused pipeline that will engage major 
employers from growth indusuies Ln the establish­
ment of skill enhancement programs that will 
prepare residents for employment opportunities 
their industty. 

• Redefming the welfare delivety system to 
connect young applicants immediately to subsi­
dized emplo)Tnent and long term recipients to 
education and training focused cn transitioning 
tiiem from the system. 

• Leveraging more than $38 million in public 
and private investment targeted to Empowerment 
Zone economic development... 

...The implementation of the economic opportu­
nities components ofour sti^tegic plan will be 
coordinated through the Economic Opportunities 
Council (EOC), comprised of existing partnerships. 
The EOC will operate under the umbrella of the 
Empowerment Zone Management Corporation, 
through which it will be provided professional staff 
and contract out initiatives for implementation... 

...KeyComponents 
Tlirough our economic opportunities strategy, the 

end points on various continuums, such as school-
to-work, become united. Job ready zone residents 
get linked to jobs in the mainstream economy. 

The EOC will have primaty responsibility for 
overseeing the refinement and implementation of 
tiiese key componenLS: 

1. Financing & Technical Assistance 
• One Stop Capital Shop 
• High Risk Capital Fund 
• Empowerment Zone Tax Exempt Bond Loan 

Fund 
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• Economic Development Business Information 
Center 

• Targeted Manufacturing Extension Service 
• Business Management Service Initiative 
• Business Skills Advisoty Board 
• Business Skills Training Adviser 
• Customized Training Fund 
• Entrepreneurial Training Institute 

2. "Zone Grown" Business & Industrial 
Development 

• Life Sciences Growth Distiict: Harbor Research 
District 

• Key Manufacturing Sector Networks 
• Enu-epreneurship& Self-Employment 
• Zone Business Products & Marketihg SLrategy 
• Zone Spin-Off Businesses 

3. Industrial Parks Comprehensive Strategy 
• Ecological-Industrial Park 
• Carroll Park/'Fairfield Industiial Areas 
• Infrastructure Improvements 
• EZ Industrial Development Council 
• State Enterprise Zone Designation 
• Expanded Foreign Trade Zone Designation 
• Baltimore Industrial & Commercial Trust 

4. Regional & Local Employment 
Opportunities 

• On-the-job Training Fund 
• life Sciences Training & Skills Development 
• Employee Assistance Program 
• Transportation Linkages 

- Improved Mass Transit to Fairfield 
Indusu-ial Park 

- Reverse Commuting Van Service 
• Customizing for 'Zone Grown" Business & 

Industty 
• Creating Industty Pipelines 
• Physical Development-Generating Community 

Jobs 
• Creating a Resource Network 
• Subsidized Employment 
Financing&Technical Assistance 

B A L T I M O R E 
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Strategic Plan: Chapter IV 

Financial Strategy: Commitments and Partnerships 
Overview 

Suategic Vision for Change as developed by the 
Baltimore work groups and outiined in Chapter III 
contemplates a corriprehensive approach to the 
transformation not only of the individual lives of 
the residents in the zone but also the community. 
This chapter provides you with a better understand­
ing of how the Empowerment Zone Sodal Services 
Block Grant (SSBG) funds will be used, die level of 
commitments we have received from the partners, 
and the impact on the individual's ability to secure 
employment. 

The goal ofour Empowerment Zone application 
budgeting is to create a series of activities that 
builds on existing resources, expands services that 
have proven successful, and to use the Title XX 
funds as gap financing for our programs. 

We have proposed a five-year action plan and 
budget. This is conceptual in nature as it is 
Baltimore's intent to continue the planning process 
to be prepared for an early start up immediately 
following award of the Empowerment Zone. 

The proposed expenditure of funds mirrors our 
program activities. 

ECONOMIC OPPORTUNITIES 
$21,300,000 

EDUCATION-JOB PREPARATION 
$32,375,000 

HOUSING 
$4,200,000 

COMMUNITY DEVELOPMENT 
$990,000 

COMMUNTTY MOBIUZATION 
$6,875,000 

PUBLICSAFETY . 
$3,490,000 

HEALTH AND FAMILY DEVELOPMENT 
$25,770,000 

ADMINISTRATION 
$1,000,000 

EVALUATION AND MONITORING 
$4,000,000* 

TOTAL$ 100,000,000... 

. . .ECONOMIC SELF-SUPPORT 

The goal of economic self-support for zone 
residents is a critical theme underlying many of the 
proposed initiatives in our Emp)owerment Zone 
application. Through preschool enrichment, 
individualized instructional programming for all 
students, raised exf>cctations for teachers and 
students, relevant and employment connected 
academic programs for adolescents, and extensive 
adult job training and literacy programs based on 
employers needs for the future, our education 
strategy will provide a continuum of life-long 
leaming resulting in the capacity of each zone 
resident to become productive members of the 
community... 
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...SELF-SUFFICIENCY... 

Self-sufficiency is a goal underlying many of the 
initiati%ies tailored to the youtii and young adult 
population in our zone. .Mtemative educational 
programs such as schools-within-schools and in-
school profit centers combine academic instruction 
with entrepreneurial tiaining. An Entrepreneurial 
Training Institute will allow these and other 
individuals to continue to receive instruction and 
support for their entrepreneurial endeavoi-s. Each 
Village Center v.ill also liave a computer network 
of information on available jobs and job training 
programs that residents can access to find out what 
employment opportunities exist, and what prepara­
tion and training programs are available to prepare 
them for die opportunities that interest them... 

...Highlights of Funding Strategies and 
Partnerships 

LEADERSHIP TRAINING 

One cf the most important aspects of our ability 
to create sustainable communities is to ensure that 
the leadership within the Village Center is prepared. 

To this end we have an impressive array of 
institutions and organizations who have agreed to 
donate s;:rvic<:s ra creaitea. uinified training (."urricu-
lum which will run for the five years of the initial 
planning period. 

The nationally recognized Development Training 
Institute, Baltimore's Citizen Planning and Housing 
Association, and Associated Black Charities have 
agreed to spearhead this effort. Three universities 
and a college have agreed to provide teaching 
support and the State Department of Housing and 
Community Development has agreed to provide 
scholarships for community residents to their vety 
successful housing development and management 
courses... 

. . .EDUCATION... 

Enterprise Schools/School-Based Management-
Area colleges and universities have commined to 
providing support in the form of staff development, 
intemships, and consulting on an as needed basis 
to assist zone schools in developing effective 
school improvement teams. Additional, the Greater 

Program City State Non EZ Fed Private Foundations In-Kind Total 

Corrirn.Mob; .ig$l|95^|| ; | ; $ 6 | 8 7 5 j | 

Public Safety 53,400 $675 53.490 

Comrn.pev.; ,S9j119.22:; .|:;$23,l6pJ:? 
•jCsii-r.'.->/irv'.K 
$175384'22. 

Housing 513,100 567.000 5135.100 52^00 54^00 

• ;v Fannity;.r;: 
i ' i ' '.>,\' 

i%;:$i ,360:̂ 5̂^ S^$85,925S 

Education $60 $17,170 $6^00 5500 $4,030 $32,375 

^ ^ ^ ^ 

•::v;Ec:,Opp:;i, 
5:- «r . j«»Av. . 

jV^aiaooSI .?Ss6;r69!:v̂  .5224200-; ^??:$3.091,feS §$21,300;^:. 

Admirv'EvaV 
Monitoring 

$5,000 ^ ^ ^ ^ 
^ « 

-viTOTAl?Si $209.5005:-

•'.i^:AiM'(iu!Si 

^.$130i340?^ $45,68322; 

.V!.rtis;i; 

A S 3 8 4 2 0 0 « jaio,ooop|̂  ?.s$2o;406;^5 •A5100.000S $900.12922 

* Tnese funds are available but not budgeted for any particularcategory 
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Baltimore Comminee will facilitate the fomiation of 
school/business partnerships and ensure the each 
School Improvement Team has a representative 
from the business corrLmunity to assist it in imple­
menting effective administrative/marugerial 
sti-jtegies for the operation of the school. 
Empowerment Teachers Academy -The Johns 
Hopkins University, Morgan State Uruversity, 
Coppin State College, and the University of 
Matyland will all participate in the program design, 
implementation, and ongoing staff development of 
a comprehensive program to elevate the quality of 
teaching in the zone through continual staff training 
in delivety of instructional programs, prindples of 
efficacy and confiia resolution, and effective 
formal and informal assessment techniques... 

. . .ECONOMIC OPPORTUNITY.. . 

Ecological Industrial Park 
First is the combined commitment of the dty, 

state, Cornell University and the private sector to 
move forward on the development of a prototype 
ecological industrial park. 

This concept, developed through the work ofour 
issue committee, in conjunction with the Environ­
mental Work group at Cornell, calls for establishing 
an industiial park for waste recovety, recycling and 
shared use of resources. 

We have developed a relationship with a waste 
recovety operator and a financing corporation that 
has committed to locate in Fairfield and fully 
participate LT the development of the Ecological 
Industrial Park. The commitment includes access to 
a $50 million line of credit and the employment of 
up to 80 zone residents at a "living wage" or better. 

The City has already retained a cor.sulting firm to 
begin the work of siting the park and discussions 
have started with the state concerning their 
contri'oution through the Matyland Industrial Land 
Act funding. The city will request assistance from 
the federal Economic Development Administration. 

The Industrial Land Trust will be used to work 
with the private property owners to create a 
partnership for the reuse of the land in conjunction 
with die city. 

The community leaders from the residential area 
surrounding Fairfield have been to Nova Scotia to 
see a waste recovety operation as the beginning of 
an anticipated 8 month community planning 
process... 

...One-Stop Capital Shop 
The One-Stop Capital Shop is fully explained in 

Volume II Appendix. However, the Empowerment 
Zone planning process has successfully pulled 
together the major banks and alternative capital 
funders. They have agreed to combine their 
financial resources and their talents to better assist 
the existing and aspiring small business community 
in the Zone. 

Additionally, the City's Office of Employment 
Development has agreed to partidpate in the Shop 
to ensure that as businesses receive assistance, that 
Zone residents will automatically be linked to new 
employment opportunities. 

The combined financial resources of the Shop 
will b.ring over 20,000,000 revolving dollars to the 
Empowemient Zone imm.ediately. Our partnership 
is prepared to open the doors on November 1, 
1994. 

Zone Spin-Off Business 
The University of Matyland Medical System and 

the Council for Equal Business Opportunity, Inc. 
have begun the process for creating the first 
community-based business which will employ 
residents to provide a service to the Hospital which 
traditionally has been farmed out to private 
business not located in the community. 

This commiunent on the part of the hospital 
means employment opportunities for Zone 
residents as well as the revolution of capital in the 
community to support other businesses. This type 
of partnership, which is imfxsrtant in our strategic 
vision, is a lost cost way to build options for 
residents as well as economically sound communi­
ties... 

...State._ 
The State will designate the entire Empowerment 

Zone in Baltimore a State Enterprise Zone to 
provide an additional, and significant, incentive for 
businesses to stay in or expand into the Zone... 

...Commitments 
The overall budget of appro.ximately $ 1 Billion 

for the Empowerment Zone proposal is the result 
of the commitment of future resources, the 
reallocation and redirection ofexisting resources, 
and die significant conuibution of in-kind services 
from a diverse group of agencies, organizations, 
institutions, and businesses. Each and evcty 
commiunent stî engthens Baltimore's Empowerment 
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Zone strategy and brings the goal of community 
empowerment and self-sufficiency that much closer 
to reality. 

There are several organizations, howe\'er,ihat 
due to the significant role that organization plays in 
the economic health of the City and/or to the level 
of necessaty expertise that player brings to certain 
initiatives, should be higlilighted. The eagerness 
and willingness of these organizations to commit 
their resources for many of the programs included 
in the strategy are representative of the significant 
investment by these organizations in Baltimore's 
future. They indude: 
The Johns Hopkins Medical Institutions 
The Johns Hopkins University 
The University of Maryland Medical System 
(UMMS) 
U>LMS, in partnership with CEBO 
University of Maryland at Baltimore 
NationsBank 
Harbor Hospital 
the World Alliance Merchant Finance Com­
pany 
The Abell Foundation 
The Morris Goldseker Foundation of Maryland 
ITie Baltimore Community Foundation 
Strauss, Macht, and Lockhart Vaughan Founda­
tion 

... Evipio YMENT PLANNING . . . 

...Land 

We have land available in Fairfield for tiaditional 
indu.strial jobs as well as a proposed state-of-the art 
ecological park. The Harbor Research Campus 
along Baltimore's waterfront will support the work 
of Baltimore's scientists and researchers working in 
the life sciences. This area has infrastrucpjrc in 
place and companies moving in. The Carroll 
Industiial area and the Central Avenue area 
provide centers for business expansion and 
relocation. 

Financial 
With our One Stop Capital Shop, (OSCS) Zone 

businesses will be well served. This commiunent of 
capital and technical assistance will permit busi­
nesses to expand, creating new employment 
opportunities for residents. One feature of our 
OSCS will be the placement of a human develop­
ment specialist to work with all businesses availing 
themselves of the services. One requirement of 
receiving services from the OSCS will be agreeing 
to give Zone residents first option on new jobs 
created. Since the OSCS will be able to project job 
creations months ahead of start-up, the Village 
Centers will be able to prepare residents for new 
opportunities. 

The Enu-epreneurial Training Institute will be for 
residents interested in developing their own 
businesses. This is critical since, traditionally, 
employers hire new employees from the informal 
nerwork that exists with the workers. One way to 
break into the informal network is to ensure that 
business start ups can happen in the Zone. 

Human 
For Zone residents to avail themselves of the 

employment opportunities created in the zone, they 
must be prepared. 

First, each Village Center will be supplied with 
the technology to make employment information 

available to the residents. The Village Centers 
will be linked to both the Sute and City job lists. 

Second, each Village Center will have a job 
preparation program modeled after the vcty 
successful Genesis Jobs program lhat works with 
individuals on presentation skills, job searches, and 
follows the worker and employer for one year to 
ensure a good match and to intercede early when 
problems manifest themselves. We will develop 
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contracts witii employers to use the program as a 
first source for new:hires. 

Johns Hopkins Medical Institutions and the 
University of Matyland Medical System have made 
commitments to participate in the first source hire 
when appropriate, as has die Columbus Center for 
Marine Technology. 

Third, the EZMC will create a series of public 
service employment opportunities through the 
various initiatives that will be filled by Zone 
residents. This includes the Neighborhood 
Stewards, the Health Advocates, support positions, 
public infrastructure constiuction and housing 
rehabilitation jobs, and other positions required to 
implement die strategic vision. All of tiiese 
positions will give Zone residents ready for full 
time em.ployment the opportunity to enter the work 
world. 

Fourth, through the Council for Economic and 
Business Opportunity we will create a series of 
business starts that will provide services to institu­
tions in the region employing Zone residents. The 
first proposal being designed would create a 
medical ti^nscribing service for the hospitals in the 
area. Other concepts to be pursued involve a van 
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service to connect workers with suburban employ­
ment opportu nities, a temporaty employment 
service, and security services for the industiial parks 
and commercial centers. 

Fiftii, since many of the adult residents have no 
formal job e.xperience, it is the intent of the EZMC 
to aggressively use programs like VISTA, 
AMERICORPS, and Matyland Volunteer Corps to 
provide employment slots for zone residents who 
can provide needed support for the community 
and obtain employment skills simultaneously. 
Additiorully, it is our proposal to introduce certain 
AFDC applicants to a jobs option instead of simply 
anentidemenL 

Sixth, there will be several on-the-job training 
programs for new employees as well as existing 
workers looking to increase their earning capacity 
and mobility. These programs will be custom 
designed to fit the specific work place require­
ments. 

Finally, we recognize that it is imperative that the 
education programs be relevant to the work wodd 
and have proposed a series of in-school, after 
school, and alternative educational programs that 
are school-to-work in nature. 

BALTIMORE 
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Baltimore: Reinventing our Future 
Overview 

The City of Baltimore has had a histoty of 
creativity and success in delivering services to its 
citizens. During the EmpowermentZone planning 
process, it became clear that if city govemment was 
going to be a successful partner in this process, it 
would have to be even more assertive in its 
manner of interacting with the citizen, its customer. 

The city and sute leadership involved heard the 
community concerns (outiined in Chapter III) and 
committed to responding. Specifically the initiatives 
and the commitments call for a govemment partner 
that: 

• views itself as empowering rather than serving 
the dtizen, 

• relates to responsibilities to a vision of the future 
not rules, 

• esublishes outcomes to measure success not 
inputs, 

• integrates the needs of the citizen as a reason for 
existihg, and 

• acts pro-actively rather than reactively. 

Reviewing Baltimore's histoty, tlie city lias 
established a variety of initiatives tiiat demonstrate 
our commitment to innovation and creativity. 
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Highlights of "Reinventing Initiatives"... 

.. JVIAN.\GEMEOT 

The Empowerment Zone policy, implcmcnution, 
monitoring, and evaluation will be undertaken by a 
partnership entity, the Empowerment Zone 
Management Corporation (EZMC) that is devel­
oped by the Advisoty Council of the Empowerment 
Zone. The implcmcnution could easily have been 
maruged within a dty agency. However the Mayor 
agreed with the concerns of the community. If this 
process were truly going to uke the first steps and 
empower residents, the management must reflect 
the partnership... 

. . .HOUSING 

1. Community Management 
Currentiy, scaaered-site public housing is 

maruged in the same manner as public housing 
complexes. Yet there is not the synergy or unity 
available to the tenants or the community to 
positively impact on terunt selection, eviction or 
physical management of the property. 

The dry's Commissioner of Housing is committed 
to decentralizing and privatizing the management 
of this housing. Commissioner Henson is particu­
lariy interested in furthering the model created by 
the Neighborhood Renul Services on the cast side 
of the zone. Their model involves the larger 
commuruty in tenant selection, welcoming the 
family to the community, conducting periodic site 
visits, and pursuing eviction against those families 
who choose to be bad tenants. This model 
conncaed the family directly to the community 
infrastructure and support systems as well as letting 
the family know the community nonns for behav-

...2. Community Housing Review Board 
It ukes eighteen months or longer for a com­

plaint against a landlord or a tenant to move 
through the system for resolution. The Empower­
ment Zone Management Coundl will set up a 
Housing Review Board to hear complaints on 
housing code issues. This will be a process that 
involves mediation and arbitration. Because it is 
community-based resolution, it will be able to 
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happen speedily. Most imporuntiy, the justice 
agreed upon will have relevancy to the community. 

PuBuc SAFETY 
There is a serious disconnect beuveen communi­

ties and the justice system. Two elements ofour 
strategy for change involves govemment reorganiz­
ing itself to help empower the community. 

1. Neighborhood Mediadon Center 
We discovered in the planning process that it is 

often the nuisance crime that drive residents out of 
their community. They complained loudly that 
juveniles often had to wait a year or more before 
cases were heard by a judge. By this time, there 
was no longer any connection between the crime 
and the punishment. We arc looking for a 
different process that requires swift hearing, 
involves the victim, and makes a direct connection 
between the crime and the punishment. Instead of 
this process happening Ln the adversarial world of 
our court system, the community envisions this 
taking place in a mediation center. 

The Center would be manned by volunteers 
trained Ln the an of mediation and arbitration. 
Police, prosecutors, and the law centers have 
endorsed the concept of mediation centers to 
intervene in a system that has raised confronution 
as the means to an end rather than reconciliation 
a nd responsibility... 

. . .EDUCATION 

Changing how the government as a collective 
entity must change to be more effective is one 
aspea of re-invention. The other is that the 
individual in govem.ment must change. No where 
is this more important than in our schools. For a 
variety of reasons, the community leadership 
believes tiiat our teachers and administrators in the 
schools no longer have any expecution that the 
children in these neighborhoods can succeed. This 
lowered expecution of the student is only rein­
forced many times at home and in the community. 
But the school no longer is looked upon as a 
refuge of home. Through our planning process, 
lhe following initiatives were identified as crucial to 
simuluneously raising expecutions and sundards: 

1. Teacher's Empowerment Academy 
In our Empowerment Zone, we need to assist 

those responsible for the formal education ofour 
young ones to recommit tiiemselves to die notion 

that evety child does leam and can succeed. To 
tius end we arc going to create a Teachers' 
Empowerment Academy whichwill provide 
mentoring, semiiurs, support systems, tracking of 
new techniques curriculum, and support tools to 
build a sti-onger cadre of teachers in the commu­
nity. The Academy will also work to reaffum the 
self worth and importance of tiie teacher in the 
continuum of education. Finally, the Academy will 
work with other service provides and families in 
the community to ensure that children are prepared 
to leam when they enter kindergarten and to 
ensure that the school system produces graduates 
connected to a career path and life-long leaming. 

2. Schools must belong to the community. 
Each school in the zone will be declared an 

Enterprise School and move to a system of site-
based management over the ne.xt year. To help 
the community and suff. School Improvement 
Teams will be organized for those schools not 
having one and technical assisunce from the 
universities and the business community will be 
made available to ensure success. Baltimore will 
remove the intermediaty layer in the business of 
education and retum the schools to the domain of 
the sufTin the schools-and not to some bureaucrat 
miles away. 

FAMILY DEVELOPMENT 

The family is the base of the community. If the 
infrastructure is not present to support families in 
times of troubles, as well as provide a framework 
of values and expecutions, it is difficult to build 
susuinable communities., We arc strongly 
commined to reorganizing our approach to 
supporting families, induding: 
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Each Village Center will have a Family Supp>ort 
Center. This cenier will bc die "hub" where 
families with needs can go for assisunce. How­
ever, their needs can go for assisunce. However, 
their needs will no longer be treated categorically 
but rather through a complete needs assessment 
with the appropriate resources brought to bear 
without the family having to access three, four or 
more different structures. 

The Family Advocate model calls for collabora­
tion among agendes, both govemment and private, 
a lead support suff representing the family, and an 
assessment that afTirms the positive elements of the 
family rather than highlighting the negative. Again 
the purpose of decentralizing the service and 
creating a team to respond, brings the providers out 
from behind their desks and regulations into an 
environment that reinforces positive action and 
resolution. 

ECONOMIC OppoRTUNriY 
Our su^tegy depends on the EZMC's ability to 

create job opportunities for the residents. The 
element of our strategy which could be defined as 

reinventing govemment, besides tiie One Stop 
Capiul Shop, is our Industrial Development Tmst. 

In the past, either the city intervened and direcdy 
purchased property that no longer was considered 
attractive in the market and publidy subsidized the 
redevelopment or die property sat unattended on 
die market until it collapsed or was torn down. We 
are prop>osing a mid-point intervention: an 
Industrial Trust Fund that actively works with 
property owners in urgeted areas to prepare their 
properties for resale or occupancy. The Trust 
would share in die up side of the redevelopment, 
replenish its funds and then move on to the next 
project. 

We believe this approach will shortcut the length 
involved in govemment intervention and provide 
incentives for private investment leveraged by the 
Tms: dollars. 

Linked to tiie 'One-Stop Shop" (Housing 
Consortium) and the initiatives that the Trust could 
underuke, it has the potential to become the lead 
organization preparing the real esute piece of the 
equation that adds up to related jobs for the 
residents... 
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Strategic Plan: Chapter V7 

Measuring Progress 
Introduction 

Our Empowerment Zone strategic plan is a 
comprehensive, long-term community revitalization 
su^tegy involving a series of integrated strategies. It 
involves subsUntial, structured community partid­
pation, numerous partnerships, and the 
"reinvention" of governmental practices and inter­
governmental practices. 

As such, our strategy requires strong, innovative 
procedural and instimtional arrangements in its 
ma nagement and implemenution arrangements in 
its management and implemenution if it is to be 
deliverable and susuinable. Moreover, we believe 
that the management of Baltimore's Empowerment 
Zone initiative should be structured to have lasting, 
positive effect on the overall practice of community 
development throughout the dty. 

We focused considerable attention on how we 
would measure our progress. The basic design of 
our system indudes: 

• Management and Implementation 

• Monitoring and Evaluation... 

...Key Principles 

We have established a number of principles 
for this design, Including: 

• Deliverability 
Defining specific program products and outcomes 
and ensuring that they are produced. 

• Community Participation 
Substantial, structured involvements in program 
development, management, implemenution, and 
monitoring and evaluation. 

• Capacity Building 
Strengthened partnerships, organizations, and 
leadership of overall community development in 
our zone. 

• Effective Management 
Dynamic, cost-effective management and adminis-
ti^tion through a decentralized implemenution that 
builds on the innovative work of existing organiza­
tions and their anchoring initiatives, such as 
Sandtown-Winchester, Historic E. Monument, and 
SECO (see plans in Volume II Appendix). 

• Fiscal Accounubility 
Effective system for the management of the 
suategy's budget, induding resources invested by 
the federal, sute and local govemment, founda­
tions, and the private sector. 

• Communications 
Access by all participants to all necessaty informa­
tion including strategy, deuiled plan of action, 
performance urgets, dau bases, program dau, and 
good practice sundards. 

An interactive posting of communications 
concerning milestones, policies, events and access 
to a unique configuration of sophisticated dau 
bases through the joint efforts of academic 
institutions and our public libraty system (an 
"information highway" that will operate at the 
neighborhood "street level." 
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Organization anil Procedures... 

...1) Action PLins. DeuiJeJ. ai:tion plans wil! be 
prepared for each program in the Empowerment 
Zone strategy... 

...2) An Empowerment Zone Management 
Corporation (EZMC) will be esublished as the 
cenL-al management body of the entire Baltimore 
Empowerment Zone program... 

..A. Policy Board composed of 50 percent 
community reprcsenutives and 50 percent repre-
senutives from business, institutions and govem­
ment, it will consist of approximately 70 to 80 
members and will meet quarterly... 

...3) Village Centers. At the community level, 
eight Village Centers will be esublished to oversee 
the development and implemenution of the 
Empowerment zone suategy and mobilize strong 
community participation. The Village Centers will 
select and uilor Empowerment Zone programs to 
particular community conditions. They will be 
delegated responsibilities tiirough a conuact with 
die EZMC... 

...4) Contracts for Service Delivery. Suffing the 
management of the Empowerment zone programs 
will be kept to a minimum by contracting out the 
delivctyof particular programs and initiatives to 
existing (e.g. sute and local govemment depart­
ments, community organizations service providers 
and specially created organizations, such as 
Economic Opportunity Council, Force for Change 
Training Institute, Community-Basedjustice 

Coordinating Council, Empowerment Tea Cher's 
Academy)... 

...5) Fiscal Accountability. The fiscal component 
of the Empowerment Zone management is 
designed to mainuin strong fiscal integrity and 
controls while allowing for program adjustments 
and mid-course changes by the Empowerment 
Zone goveming body. 

The Empowerment Zone organizational structure 
is summarized'below, together with an indication 
of how the various fiscal activities of the Empower­
ment Zone project conform to i t 

The Matyland Sute Department of Human 
"Resources (DHR) will enter into an inter-agency 
agreement with die Empowerment Zone manage­
ment organization to enable the Federal funds to 
pass direcdy from that agency to the Empowerment 
Zone. DHR will also provide technical assisunce 
in esublishing the accounting system for the 
Empowerment Zone goveming body. 

...Monitoring and Evaluation 
A monitoring and evaluation team esublished by 

EZMC will be responsible for reviewing strategic 
plans, solving problems and arranging for technical 
assisunce, working on an ongoing basis witii the 
organizations and people charged with canying out 
the initiative, bringing concerns or problems to the 
EZMC, preparing regular reports on the progress of 
tiie programs and, when appropriate, making mid-
course corrections to the strategic plan. There will 
be three 'core" types of monitoring and evaluation 
activities carried out by EZMC... 
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T ll e Newsletter for Baltimore's Empowerment Zone 

February-March 1996 

Diane Bell Named 
President/CEO 

In December the Board of 
Directors of Empower Baltimore 
Management Corporation 
(EBMC) unanimously selected 
Diane Bell as president and chief 
executive officer of the corpora­
tion. The announcement came six 
months after Mrs. Bell was named 
interim president/CEO and a 
national search was begun to fill 
the position. 

Under Mrs. BelTs leader­
ship Baltimore was the first Em­
powerment Zone city to fulfill 
federal requirements to begin using 
Title XX Block Grant funds. Also 
Mrs. Bell 
has devel­
oped and 
implemented 
an Advisory 
Council to 
provide 
advice 
regarding the 
develop­
ment, imple­
mentation and management of the 
Empowerment Zone Strategic Plan 

Continued on page 5, column 1 

Diane Bell, 
EBMC President 

Number 2 

Mayor Kurt L. Schmoke 
addresses Zone residents 
in December of 1994 
after Baltimore was 
designated an Empower­
ment Zone City. Secre­
tary of HUD Henry G. 
Cisneros and Senator 
Barbara Mikulski joined 
the Mayor for the an­
nouncement. Here's what 
has happened since then. 

EBMC Approves 6 Village Centers 
Fairfield, Wagner's Point Residents Join Together 

On February 1, the Execu­
tive Committee of the Empower 
Baltimore Management Corpora­
tion (EBMC) Board approved 
Poppleton's and Harlem Park/ 
Lafayette Square's applications to 
become Village Centers. Now all 
six Village Centers are approved. 

Since the last newsletter, 
East Harbor's application to 
become a Village Center was also 
approved. The East Harbor Village 
Center, which encompasses the 
neighborhoods of Little Italy and 
Fells Point and part of Washington 
Hill, is located South of Historic 
East Baltimore Community 
Action Coalition in East Baltimore. 

Poppleton and Harlem Ptuk/Lafayette 
Square tû e situated between Self-
Motivated Community People and 
Washington Village/Pigtown in 
West Baltimore as Village Centers in 
the Empowerment Zone. 

Continued on page 4, column 1 
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EMPOWER BALTIMORE MANAGEMENT CORPORATION 
111 S. Calvert Street, Suite 1550 • Baltimore, MD 21202 • 410/783-4400 • Fax 410/783-0526 

BALTrMORE 

EMPOWER BALTIMORE MANAGEMENT CORPORATION'S 

KEY PRINCIPLES OF 
POLICIES AND OPERATIONS 

Sustainability: 

Deliverabilitv: 

of any program or strategy developed for the implementation 
of the Strategic Plan. 

defining specific program products and results and ensuring 
that they are produced. 

4 Community 
Participation: broad-based, sustainable, structured community involvement 

in community-based planning and zone-wide plaiming, 
program development, management, implementation, 
monitoring, and evaluation. 

Capacity 
Building: strengthened partnerships, organizations and leadership of 

overall community within the Zone. 

Effective 
Management: 

• Performance 
Monitoring: 

dynamic, cost-effective management and administration 
through decentralized implementation that builds on the 
innovative work with existing organizations and other local 
state, federal and Zone-wide anchoring initiatives. 

continuous tracking and assessment of processes, programs, 
institutions, contractors and results of the implementation 
strategy and feedback of data into management of 
Empowerment Zone strategies, programs and reporting to the 
federal govemment and/or other supporting bodies. 

cas/principl.nl6 
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in community-based planning and zone-wide planning, 
program development, management, implementation, 
monitoring, and evaluation. 

Capacity 
Building: strengthened partnerships, organizations and leadership of 

overall community within the Zone. 

Effective 
Management: dynamic, cost-effective management and administration 

through decentralized implementation that builds on the 
innovative work with existing organizations and other local 
state, federal and Zone-wide anchoring initiatives. 

• Performance 
Monitoring: continuous tracking and assessment of processes, programs, 

institutions, contractors and results of the implementation 
strategy and feedback of data into management of 
Empowerment Zone strategies, programs and reporting to the 
federal govemment and/or other supporting bodies. 
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STRATEGIC PLAN 

The Strategic Plan of Empower Baltimore Management Corporation 
pursues the vision for change developed by the partnership of community 
residents, businesses, institutions, and govemment that presented Baltimore's 
application for the award of an Empowerment Zone. This vision includes: 

• The mobilization of Zone residents and communities to achieve a profound 
and lasting change in the Empowerment Zone neighborhoods. 
Transformation of Zone areas into inviting neighborhoods of choice. 
Creation of a safe, drug-free environment in which all residents, and 
particularly youth, are free to lead normal, productive lives. 
Majority home-ownership and decent affordable housing for all. 
An integrated community service and resource system which is immediately 
and easily accessed. 
Employment opportunities for all Zone residents. 
Education and training which ftilly qualifies area youth for job 
opportunities. 

• Enhanced opportunities for Zone residents to become self-sufficient and 
upwardly mobile. 

This Plan outlines the strategies for achieving this vision in Baltimore's 
Empowerment Zone ~ three non-contiguous areas of the City: East side. West 
side, and Fairfield (as shown in the attached maps). The fundamental and 
underlying purpose of the strategy is to provide enhanced opportunities for 
employment and employment readiness for residents in the Zone. 

Baltimore's Strategic Plan for implementing our vision has seven strategies: 
community mobilization; community development; public safety; housing; health 
and family development; education, training and literacy; and economic 
opportunities. Together they address the human, economic, physical, and 
community development aspects of the problems in the Zone, and form a 
framework for the actions of our empowerment initiative. 

cas/h:strgcpln.wpd 



In the context of this strategic vision for change, the Plan seeks to achieve 
sustainable community development, community-based partnerships and access to 
economic opportunity. It is founded on the principles of neighborhood and 
neighbor-based activity, balanced and connected resources for meeting human 
needs, and a human scale of development and service delivery. It emphasizes 
restoration and renovation over demolition and new construction. 

The Plan's central mechanism for broad-based community participation and 
decision-making will be Village Centers located throughout the Empowerment 
Zone. The Empowerment Zone's strategies will be carried out by a series of 
Action Plans which the Village Centers and Empower Baltimore Management 
Corporation will plan and implement. 

The Plan requires that each Action Plan satisfy, where relevant, each of the 
following criteria: 

• Action Plans will be linked to job creation, job access, or job 
readiness. 

• Action Plan funds will not replace existing flind sources. 
• Projects will be completed or self-sufficient or adopted by agencies as 

alternatives or additions to current operations in five years. 
• Village Centers will be the vehicle through which Enterprise Zone 

Programs are made accessible in the Zone. 
• Jobs will not be relocated from outside. 

Village Centers will provide a democratic process for Action Plan 
implementation. Key functions of each Village Center include: 

• Mobilizing broad-based participation by community residents and 
groups; promote the implementation of selected Action Plans; and 
develop, where requested, community-based plans. 

• Helping to enrich the collective life of the community. 
• Resolving conflicts and differences within the Village Center. 
• Serving as a gathering place. 
• Connecting residents to opportunities, particularly the opportunity to 

participate in the development and operation of the Village Center. 
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• In conjunction with the EBMC Board, developing a neighborhood 
information network. 

• Serving as a site for coordinated volunteer efforts. 
• Serving as Neighborhood Empowerment Welcome Stations (NEWS). 

Up to eight Centers will be created. Each Village Center will be a coalition 
of adjoining neighborhoods, local businesses, religious organizations, institutions, 
and govemment. 

In each Village Center, Empowerment Zone funds will support an 
Executive Director, a Neighborhood Steward who will function as lead 
community organizer, and related administrative overhead. Village Centers will 
access the full range of neighborhood programs and services provided through the 
Plan's seven strategies and their individual Acfion Plans. 

1. Community Mobilization 

The first comerstone of Baltimore's Empowerment Strategy is to organize 
and mobilize Zone communities to effectively address local problems. Our goal is 
to establish community ownership of Zone initiatives. Community mobilization 
will include systems for ongoing citizen participation and management of Zone 
actions, access to resources and information, leadership development and 
necessary training. 

Village Centers are, of course, the first step in community mobilization. 
Technology which would directly link the Centers with the Information Highway 
is a potentially invaluable tool for this strategy. Job banks, service networks, and 
training opportunities could be assessed in each Center for example. 

Partners providing support and training and community leadership include 
Johns Hopkins University, Morgan State University, the University of Maryland, 
Coppin State College, Citizens Planning and Housing Association (CPHA), the 
Neighborhood Reinvestment Corporation, and the Development Training Institute. 
City resources include planners and community service staff in the Department of 
Planning and Housing and Community Development. 
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2. Community Development 

The second component of our strategy is revitalization of Zone 
neighborhoods to create physical environments which become locations of choice. 
Our goal is to produce community directed revitalization plans which enhance 
open space, offer neighborhood shopping, employment, and cultural opportunities, 
and assure safe, healthy neighborhood buildings. Furthermore, there must be 
systems and creative mechanisms for implementing these plans, and maintaining 
clean, attractive communities on a permanent basis. 

An initial Community Development Action Item may be the local 
preparation of a Village Land Use Plan. Such a Plan would identify desired 
locations for housing, stores, industry, public services, parks, and streets. It would 
then guide new development and decisions about capital improvement investment. 

Partners in the community development strategy include local banks and 
colleges and universities, as well as city and state planning and development 
agencies. 

3. Public Safety 

The next plan component envisions the assurance of safe, secure 
neighborhoods in which people choose to live, work, and invest. Our approach 
includes increased area police presence, promoting community involvement in 
making neighborhoods safe, testing creative methods of improving the criminal 
justice system, and building defensible space at every opportunity. There will also 
be an emphasis on enhancing the sense of security in commercial and industrial 
areas of the Zone with the aim of making businesses more comfortable with 
remaining, expanding or locating in the Zone. Partners in these endeavors include 
state and local public safety agencies and courts, and the University of Maryland 
Law School. 

One possible public safety Action Item is the formation of a Community 
Justice Coordinating Council. The Council would be composed of representatives 
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from all agencies who make up the Criminal Justice System. It would meet 
regularly with Zone representatives to directly link and share information with 
Zone residents. 

4. Housing 

The vision of the housing strategy is that home ownership in the 
Empowerment Zone increases, decent housing for all neighborhood residents is 
guaranteed, and community management of much of each neighborhood's rental 
housing is established. Financial and organizational mechanisms to carry out this 
strategy will be tested and put into operation. 

An example of a potential housing Action Item is the organization of a 
Housing Consortium composed of housing development organizations which 
would work with Village Centers and coordinate resources to speed 
implementation of Village Master Plans. Partners in this strategy are local 
community development corporations, the Greater Baltimore Committee, 
University of Baltimore, Johns Hopkins University and hospital, the University of 
Maryland at Baltimore, University Hospital, the Neighborhood Reinvestment 
Corporation, the Community Development Finance Corporation, and banks, along 
with city and state housing agencies. 

5. Health and Family Development 

This component of our strategy addresses the needs of the whole family in 
the Zone, building the capacity for each Zone child and family to become self-
sufficient, safe, and healthy within the content of supporting work force 
development (jobs, job readiness, and job access). The strategy is to offer 
coordinated, integrated, and decentralized service delivery in areas of child 
development, day care, family strengthening, health, and substance abuse 
treatment. The goal is to keep Zone families healthy and intact. 

A possible action item here is the location of family advocates in Village 
Centers. The advocates could connect parents in the Zone with appropriate family 
support services throughout the City and region. 
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Partners in the Health and Family Development Strategy include the 
Maryland Committee for Children, Friends of the Family, local community based 
non-purified services such as Family Place in East Baltimore, area colleges, 
universities and medical centers, and local and state agencies. 

6. Education. Training and Literacy 

The sixth plan vision is to establish increased community participation in 
the management of schools and the design and delivery of job training programs. 
School expectations and standards will be raised. Alternative programs for youth 
and literacy training will be offered. To the extent possible, the delivery of job 
training programs will be connected with job commitments. The aim is for all 
residents to be prepared for gainful, meaningful employment. Partners in these 
initiatives include Kennedy Krieger, and area colleges and universities. 

Job preparation and basic skills training might, for example, be located in 
each Village Center offering neighborhood residents special training in work 
ethics, employability and overcoming employment barriers. More job specific 
programs would likely be provided by existing sources, with Village Centers 
assisting residents with access and cost. A trial welfare reform program may also 
be established. 

7. Economic Opportunities 

The final, and primary, plan component ties Zone residents to economic 
opportunities both in the Zone and throughout the region. The strategy is to 
develop local businesses within the Zone, and provide Zone residents access to 
mainstream jobs in the region. The goal is more and better jobs, increased Zone 
ownership of economic activity, and stronger linkages to existing jobs. Partners in 
this strategy include area colleges and universities, Johns Hopkins, University of 
Maryland Medical Center, and the Council for Economic and Business 
Opportunities (CEBO). 

One promising economic opportunity initiative is the creation of an 
Ecological Industrial Park in Fairfield. The Park would attempt to attract 
industries which retrieve and recycle usable components of waste from other 
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Fairfield companies. Even contaminated soil from Fairfield might be the raw 
material for a soil reclamation enterprise. 

Another example of a possible economic initiative is a business service 
center which would offer small businesses a full range of needed services and 
advice including business planning, accounting, legal services, and access to 
capital. 

Together these strategies comprise Baltimore's approach for achieving its 
vision for change in its Empowerment Zone. Over the next five years, we expect 
that the implementation of Action Plans directed by these strategies and developed 
through our Village Centers will achieve dramatic revitalization of our 
Empowerment Zone. 
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P R O C T J R F M F N T P O U C Y M O D T F T r A T T O N 
ALTIMORE 

Use of guidelines for community based action items was approved in concept by the 
Executive committee on December 21. 1995; the committee requested additional details on the 
proposed format. 

The following is the proposed content for community-based EZ application items: 

Purpose 

The guidelines are not intended to be prescriptive on how to achieve the outcomes; rather 
It will define the parameters and expected outcomes of the action item(s) based on Board policy, 
on EBMC's strategic plan, and the HUD approved benchmarks. 

General Expectation.s 

Response will include approval by the Village Center Board of Directors and 
where appropriate input from community and institutional partners based on 
Village Center boimdaries. 

Response will be linked to the Village Center's broader strategic plan/vision 
including definition of their expected outcomes, how this action will eradicate the 
specific problem(s) and/or how the action item will be sustained at the conclusion 
ofTitle XX funds. 

Will include specifications on linkage to other Village Center panners and how 
they will leverage the Title XX to obtain other resources, where appropriate. 

Response will include a method to ensure on going performance monitoring by 
Village Centers. 

Will include the description of the proposed method of delivery, related 
infrastructure and identification of potential subcontractors, (if appropriate). 

EBMC will identify reporting requirements and expected interaction with 
EBMC's evaluation contractors. 

EBMC will identify general MBE/WBE guidelines. 



Parameters 

Budget 

This area will be determined by the specific Board policy goveming action item(s) 
as defined in the strategic plan. HUD approved benchmarks, and HUD guidelines 
for Empowerment Zones. 

Itemized Budget 

If other resources are required beyond the Title XX funding, those other sources 
or potential source(s) of funding will be identified. (This can include in- kind 
resources from Village Center Board members, community partners. City 
govemment. foundations, etc.) 

Title XX Funding 

The yearly fiinding amount ofTitle XX funding allocated for the acdon item(s) 
including the formula allocation per Village Center (based on Board Policy). 

March 14. 1996 
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