Date:
Time:
Location:

Council Present:

Staff Present:

Stratford City Council
Committee of the Whole Open Session
AGENDA

Tuesday, January 27, 2026
2:00 P.M.
Council Chamber, City Hall

Mayor Ritsma - Chair Presiding, Councillor Beatty, Councillor Biehn,
Councillor Burbach, Councillor Henderson, Councillor McCabe, Councillor Nijjar,
Councillor Sebben, Councillor Wordofa

André Morin - Chief Administrative Officer, Audrey Pascual - Deputy Clerk,
Kim McElroy - Director of Social Services, Tim Wolfe -

Director of Community Services, Taylor Crinklaw -

Director of Infrastructure Services, Karmen Krueger -

Director of Corporate Services, Adam Betteridge -

Director of Building and Planning Services, Neil Anderson -

Director of Emergency Services/Fire Chief, Miranda Franken -

Council Clerk Secretary, Emily Robson - Corporate Initiatives Lead,
Stuart Filson - Supervisor of Planning Policy & Placemaking

To watch the Committee of the Whole Open meeting live, please click the following link:
https://stratford-ca.zoom.us/j/84939374132?pwd=SSATZa1M5MQWdANfUM1ZFxIQqY8ZYGO0.1

A video recording of the meeting will also be available through a link on the City's website
https://calendar.stratford.ca/meetings following the meeting.

1. Call to Order:

Pages

Mayor Ritsma, Chair presiding, to call the Meeting to Order.

Councillor Hunter provided regrets for this meeting.

Respectful Conduct Statement

Declarations of Pecuniary Interest and the General Nature Thereof:

The Municipal Conflict of Interest Act requires any member of Council declaring


https://stratford-ca.zoom.us/j/84939374132?pwd=SSATZa1M5MQWdNfUM1ZFxIQqY8ZYG0.1

a pecuniary interest and the general nature thereof, where the interest of a
member of Council has not been disclosed by reason of the member’s absence
from the meeting, to disclose the interest at the first open meeting attended by
the member of Council and to otherwise comply with the Act.

Name, Item and General Nature Thereof

Grand Trunk Workshop:

This workshop will provide Council with background on factors influencing a
typical municipal development pathway, using project examples similar to the
Grand Trunk site. Members of Council can ask questions of staff and guest
subject matter experts, and discuss elements of municipal development. No
decisions will be made at this meeting.

3.1  Welcome and Purpose of Meeting

André Morin, Chief Administrative Officer and Emily Robson, Corporate
Initiatives Lead, City of Stratford

3.2 Development Process Overview 1-25
Introduction: Joani Gerber, Chief Executive Officer for investStratford
Speakers: Joe Svec & Rock Wang of Svec Group
Resources:

*  Feasibility 101: Pro forma and policy in Toronto and the GTA

3.3  How Cities Define Desired Outcomes for Major Sites and Balance 26-76
Community Benefit, Feasibility, and Risk

Introduction: Adam Betteridge, Director of Building and Planning
Services, City of Stratford

Speaker: Melanie Hare, Partner with Urban Strategies

3.4 City of Kitchener Land Development Practices 77 -90
Introduction: Emily Robson, Corporate Initiatives Lead, City of Stratford

Speaker: Cory Bluhm, Executive Director of Economic Development for
the City of Kitchener

3.5 Typical Practices & Strategies in Brownfield Redevelopment 91-115


https://centre.support/resources/feasibility-101-pro-forma-and-policy-in-toronto-and-the-gta/

Introduction: Taylor Crinklaw, Director of Infrastructure Services, City of
Stratford

Speaker: Marcus Hammoud, Project Manager and Environmental
Scientist at WSP Canada.

Resources:

®*  (Canadian Brownfield Network: What is a Brownfield?

3.6  Discussion, Key Takeaways and What's Next

André Morin, Chief Administrative Officer and Emily Robson, Corporate
Initiatives Lead, City of Stratford

Date of Next Workshop:

Thursday, February 26, 2026, at 10:00 a.m. in Council Chambers located at
Stratford City Hall, 1 Wellington Street.

Adjournment:

Motion by
THAT the January 27, 2026, Committee of the Whole Open Session Meeting
adjourn.
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This document outlines the development process to show how complex sites like the Grand Trunk
property are successfully positioned for investment.

Meaningful redevelopment begins with a set of critical, upfront decisions around
e contamination,

* heritage,

* building condition, and

» site strategy.

These reduce uncertainty and establish a clear framework for the market.

When these fundamentals are addressed and a strong, municipally led vision is in place, the site can
credibly move toward market readiness and attract serious, qualified development interest.

SIEC
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Where are we today...

The site presents many open questions that need resolution.

With a coordinated plan, Stratford can provide the certainty and commitment
that buyers and lenders need to engage, creating a credible and achievable path
to transforming the Grand Trunk site into a viable community.

This is municipally owned land, and only the municipality has the authority to
make the critical decisions that will shape the vision, strategy, and value of what
goes to market.

Before any direction is set, Stratford must fully understand the cost, revenue, and
risk implications of the seven components of the master plan:

1. Remediation
Grand Trunk building

Community Facilities

2

3

4. Parkland
5. Parking

6. Housing

7. Supporting infrastructure

To ensure responsible decision-making, any vision should be supported by
rigorous financial stress-testing, so that long-term impacts on future
generations of Stratford residents are fully understood.

SVECGROUP 3



|

Making decisions without a plan is
like pouring concrete before
you’'ve drawn the blueprints:

You'll end up with a hardened
mess in the wrong place.

SVECGROUP



Development Synopsis

At its core, real estate developmentis the disciplined process of

identifying risks, quantifying them, and translating those risks into
clear costs and revenues.

When uncertainty is reduced and assumptions are grounded in

evidence, projects become financeable, investable, and ultimately
buildable.

When uncertainty remains unresolved, the market does not naturally
fillin the blanks, particularly around contamination, structures in
decay, and the long-term vision for the site as a whole. In those
conditions, risk cannot be reliably priced, financing becomes
difficult, and market interest weakens, not because of a lack of

opportunity, but because the fundamentals needed to assess it have
not yet been defined.
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How Land Value is Assed?

Land value is not an input - it is a result of what the project
can support.

Land Value =
Required Developer Profit - Total Costs

* Project Value: sales revenue or stabilized value (cap rate driven)

 Hard Costs: construction, servicing, site works

* Soft Costs: design, consultants, development charges, financing,
fees

* Financing: interest, fees, contingency, carry

* Profit: developer desired profit or min. required by the Lender

Implication: Small changes in revenue, cost, or timing can move land
value materially

SVECGROUP
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What is Feasibility?

Feasibility can be determined based on the following

variables:

 Density/ Yield: GFA, efficiency, unit mix

* Revenue: pricing or rents, absorption, cap rates

* Costs: construction, municipal charges, site
conditions

* Timing: approvals, construction duration, lease-up

e Capital Structure: debt terms, equity return targets

Density / Yield

Feasibility

e

Capital Structure

SVECGROUP
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What Goes into a Proforma?

Proforma assumptions Feasibility variables translated

into numbers:

* Zoning/ density

* Unit mix and suite sizes

e Construction pricing

* Development charges, parkland, utilities

* Financing terms subject to market conditions

SVECGROUP



Sample Proforma (not real values, for illustration only)

PROFORMA

i N
1Y 13 &lé

Density / Yield Revenue Costs

{ I

Feasible Project

Capital Structure

Unfeasible Project

e as Per Unit $PSF

Land
Land Cost
LTT & Transfer
Property Tax
Appraisal Surplus
Land Costs

Hard Costs

Construction Hard Costs

Parking Hard Costs

FF&E

Other Hard Costs

Other Hard Costs

Construction Management Fees
Total Hard Costs

Saft Costs
Development Charges
Administration
Planning & Preconstruction
Marketing & Leasing
Developrment Management Fee
Other Soft Costs
Operating Reserve

Total Soft Costs

Project Monitor
Appraisal
Lender Fees
Letter of Credit Fees
Arrangement Fees
bisc Financing Fees & Admin
Financing Fees
Interest Costs
Total Finandng Costs

HET Self Assessment
Contingency

Construction Contingency

Soft Costs Contingency

Additional Contingency
Contingency

Total

51,000,000 547,619 510
51,000,000 547,619 510
$100,000 4762 81
50 50 50
$2,100,000  $100,000 %21

51,000,000 S47.619 510

5100,000 54,762 51
5100,000 34,762 51
5100,000 4762 51
5100,000 54,762 51
5100,000 34,762 51

$1,500,000 §71,429 315

51,000,000 547,619 510
41,000,000 S47618 310
41,000,000 447 A18 310
51,000,000 547,619 510
51,000,000 547,619 510
41,000,000 447,619 410

50 4400  $1
56,000,000 $290,114  $61

5100,000 34,762 51
S100,000 4762 51
5100,000 54,762 51
5100,000 34,762 51
100,000 34,762 51

$100,000 54762 41
§100,000 s11,110 52
$100,000 §35001 %3
ssbnoon  $75,583 516

40 $0 S0

51,000,000 547,619 410
50 50 50
50 50 S0
1,000,000 447,619 510

§11,400,000  $584,744 $123
SVECGROUP
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Examples of Municipalities Marketing Land J

ER[AT[TU Whatwedo »  Projects » News  Aboutus Q Search
Changing the city for the better
I I I I C TO is the City of T ’ L
th rou g h relmag | ned b Ul |d | ngS, deve{c?s::ent asgtenecy, tr)t;spoz;(i)bnlt(;)ff)rrfraaness;‘t)artn(iing
Commun|t|es prOJeC‘tS and surplus municipal lands into projects that deliver on
d City Council’s long-term city-building goals.
approaches

The agency ensures that sites go to market with a
B Pscxyer O Frojects clear, implementable plan that attracts qualified
development partners and delivers public value.

This process is the baseline industry standard: a
transparent, data-driven model that balances

market interest with civic priorities, ensuring that
what is envisioned by Council is ultimately built.

SVECGROUP
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H-EGILG RS Eln] - Bloor-Kipling (createTo)
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BEST-IN-CLASS, MASTER PLANNED
MIXED-USE COMMUNITY

CreateTO recently went to market with the Bloor-

Kipling site, armed with a clear vision, detailed
master plan, and a complete data room of
technical studies that allowed developers to fully
understand the site’s potential and risks.

o TonowTo CRENTET(

Today Tomorrow
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Data Room Components: Overview
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Soil Study

A soil study (geotechnical investigation)
assesses the soil’s composition, density,
and stability to inform foundation design
and construction feasibility. Engineers drill
3-6 test holes, analyze samples for bearing
capacity, moisture, and compaction, and
complete the process within about 2-3
months.

Why this is essentialto a
purchaser:

A soil study is essential to confirm the
ground can safely support proposed
buildings and infrastructure. Without it, a
buyer cannot assess risks like unstable
soils, contamination, or costly foundations.

The results are critical to estimating
construction costs and ensuring the project
is feasible and financeable.
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Servicing Plan

LA servicing plan is an engineering study that

shows how water, sewer, and stormwater
systems will support future development. It
maps existing infrastructure, identifies needed
upgrades or extensions, and sets connection
points and phasing to ensure the site can be
serviced safely and efficiently.

Why this is essential to a

>~ purchaser:

For a buyer, servicing capacity determines how

much and how quickly housing can be built.

Without confirmed sewer, water, and storm
infrastructure data, developers can’t estimate
costs, plan phasing, or prepare a viable
proforma.

At the Grand Trunk site, verifying servicing
solutions is essential to prove the land can
support the proposed housing, without it,
development potentialis uncertain, and no

a credible buyer or lender will proceed.
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+ Property Line Rail Feasibility Study

LR

. CRASH WALL

NON-SENSITIVE USE A rail feasibility study assesses how an active rail
corridor impacts a site’s safety, design, and development
potential. It evaluates vibration, noise, and collision

Residences SENSITIVE USE
X+Ys=
Recommended

|
’
|
]
l
l
Setback 7"-
POdIUI"ﬂ

risks, and identifies required mitigations—such as crash
walls, berms, or setbacks—to meet safety standards and
determine how close buildings can be built to the tracks.

gi)'\A‘V\\\\

Parking Why this is essential to a purchaser:

Parking For the Grand Trunk site, this study is critical as the
property borders an active rail line and proposed housing
sits directly beside it. Results could require a 30-metre
safety buffer—cutting developable land in half—or, with
proper crash walls and sound barriers, allow full build-
out. Until complete, the true housing capacity, cost, and

value of the site remain unknown.

§\\\

Rail Line Crash Wall
(Source: FCM/RAC Guidelines)

JP 18



Masterplan

A masterplan study is the blueprint that defines the long-
term vision, structure, and phasing of development. It
coordinates land use, transportation, servicing, and
design into one framework.

For the Grand Trunk site, it must set a clear vision for the
building’s reuse, outline strategies for the YMCA / Library,
and define streets, blocks, and servicing. It serves as the
roadmap guiding public and private investment toward a
cohesive mixed-use district.

Why this is essential to a purchaser:

For a buyer, the masterplan is critical. The Grand Trunk
site’s current state: a rough parking lot and deteriorated
building poses major risk.

Without a City-backed plan with clear commitments and
timelines, the property remains speculative and
unattractive to lenders or developers. The masterplanis
what transforms a distressed site into an investable
opportunity.

19

Is there servicing What is the future
capacity for this | of the
site? YMCA/Library?

How does vehicular
access work for
this parcel?

Can the housing
site use this area
for parking?

& o o What is the soil
""""""""""""""""""""""" : : " . h e ! bearing capacity?

Will there be a ' 3 St
roadhere? | Iy, A e R, Y [ ‘How dossthe

i g i N ’ Rail impact

developable land

What is the future §
of this parcel?

A R
Is there migrating
contamination from
the adjacent sites?

What is the future 5588
A of this building

Foundational questions which need answers before marketing

SVECGROUP 19



Preliminary Architectural Plans for
Housing Site

An architectural plan study translates the site’s physical,
environmental, and regulatory conditions into a realistic
development concept.

It defines unit counts, housing types, and layout, integrating
servicing, access, and open space. For the Grand Trunk site,
it must also address remediation and construction
sequencing, producing a coordinated, buildable vision for
the property.

Why this is essential to a purchaser:

For a buyer, this study is essential. It defines the
development’s scale, character, and feasibility, driving the
financial proforma, land value, and investment decisions.

This is the basis on which an offer to purchase is made.



’ This will test a range of development scenarios for targeted
housing blocks of 4-6 storeys within the broader site.

™" strategies to create a balanced, resilient commumty plan

* Alongside construction feasibility and cost assessments, this
»” needs to identify opportunities to leverage CMHC funding by , A _ ,
Site Preparation & Soil Removal Development Incentives & Grants

‘“ pI’IOI’ItIZII’]g affordablhty, aCCGSSIb”Ity, and energy efﬂC|ency o 3 ; o £ ) Environmental Remediation Taxes, Levies & Development
J i~ Lo . Y i Excavation & Shoring Charges

Above-Ground Building

Construction

VW g F— - ol = 5 S 3 P\ 4 Infrastructure & Servicing
é ‘W - 0= - P~ — Public Realm & Landscaping
s ——d B b BRSNS - Parking & Mobility Infrastructure

Providing Council with a clear picture of land

value is critical—if negative it signals a 2
liability, but if positive it can help offset other F
costs and inform balanced decision-making.

- R
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The project feasibility needs to calculates both the direct and
indirect economic benefits that Stratford could realize from new
housing on the Grand Trunk site.

Direct Economic Benefits
Property Tax Revenue — 300 units could generate $X annually.

Construction Jobs & Wages - $X in wages and hundreds of jobs
during the build-out.

City Fees - Significant one-time revenue from building permits,
inspections, and related municipal fees.

Indirect Economic Benefits

Resident Spending Power — 300 households (500-700 residents)
living downtown could spend $X annually on local restaurants,
retail, groceries, entertainment, and services.

Multiplier Effect — Local dollars circulate: each $1 spent can create
$X more in indirect activity, supporting Stratford's broader
economy through housing, healthcare, and education.

It is imperative to clearly measure the real economic value :

of the Grand Trunk site and ensure future decisions are :
: : 2 ¢

grounded in facts, not assumptions

: ‘\/ BB | o \g\ D @ - o

B Sy

Direct Economic Benefits
Jobs and Wages

City Fees

Indirect Economic Benefits
Multiplier Effects



A clear and compelling design vision for
the site’s Masterplan will test a range of
options for:

+ density

s unit mix

* land uses
* phasing

* built form

A developed Masterplan provides City
Council with essential insight into costs
and risks, creating the foundation for

, confident, informed decision-making.

Without this foundation, decisions risk
being speculative, exposing the City to
costly missteps and missed opportunities.
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Next Steps
Only City Council can def
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The Unlocking the GTR site as a public asset to leverage
OPPORTUNITY community benefit (based on priorities)




Guelph Market Square
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Critical Questions!

WHAT: is the overall vision/outcome?

who are our partners, where is private investment come in?
HOW: do we move forward, in what phases and who is in lead?

WHEN: can we get started, what are the first steps, how long will this take?

29



Understanding Key Terms

Highest and @ Community@ @n Investment
<RFP> <REO>

30



WHAT
Defining what success looks like

Financial Return Responding City
Needs/Priorities

Place Making City Building

Fiscal

Responsibility

31



WHAT
“Highest and Best Use”

“A property’s highest and best use is the use of land that provides the
maximum net return in the foreseeable future, with consideration for all
legal, physical, financial, and market constraints. Or simply put, the
reasonably probable use that results in the highest value”

Versus appraisal or “As of Right” definition

“The reasonably probable and legal use of property, that is physically
possible, appropriately supported, and financially feasible, and that
results in the highest value”

32



WHAT

in draft Master Plan




WHAT
“Highest and Best Use”

1. Assessment

o el b

s

, ! -1; EI ﬁ?hll[n n

Context Policy Market

34
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WHAT
“Highest and Best Use” other place

2. Options




WHAT

“Highest and Best Use”

3. Recommendations: greatest value that is approvable and can be achieved

Figure 22: WMJWM 1 looking north

Commerclal (m?/1t2)

Gross Floor Area (GFA) *

Resldential (m?/1i2)

Residential Units * ‘ Parking Required *

Building A 768 / 8,267 15,031/ 171,480 228 318
Building B 735/ 7,911 8,450/ 90,955 120 180
Building C 244/ 2,626 5,986,/ 64,433 85 116
Total 1,747 / 18,805 30,367 / 326,867 433 614

Site Area (m?/11%)
Total GFA (m?/1t?)

Denslty (FSI) *

Surface Parking Spots ‘

Below Grade Parking
Spots

Assumptions:
! Gross Floor Area (GFA} includes an assumed 15% reduction in

net floor ares over the Gross Building Area. GFA estimates in
square feet may b +/- 5-ft as a result of rounding.

? Average unit size estimated at 7Om’ /GFA. Average unit sizes

reflect bullt, approved and proposed development statistics in
the immediste vicinity:

3 Total number of required parking spaces Indlude the minimum

residential parking requirement (1.25 stalls/unit) and an
estimated sverage retall parking requirement (4 stalls /100m®
GFA). Overall average parking stall size sssumed to be 35m? /
GBA for structured above and below grade parking and 30m°/

* Density caleulated as Total GFA over Gross Site Area.
* Floor-to-floor heights assumed to be 4.5m at ground leval snd

20,742/ 223,265
GBA paring.
32,114/ 345,672 e ’
156
3m above.

—

Figure 21: Option 1 conceptual sits plan

36
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WHAT
“Community Benefit”

Approaches and tools

“Community Benefits” refer to the social and economic outcomes that arise from public and private
investments in infrastructure and development projects. They aim to ensure that these benefits are sh
ared with the local community, promoting equity and improving the quality of life for residents.”

Community Benefit Charges (CBCs used to be s37)

“Community Benefits Agreements” are a proven approach to ensure the jobs and
opportunities from new infrastructure and development benefit local communities and build
community wealth. Such agreements ensure meaningful community participation which
contributes to inclusive and sustainable communities and a stronger local economy.”

Toronto Community Benefits Network



WHAT
“Return on Investment”

“Project Costs” include: Capital (site prep, infrastructure, construction) + operating (program, maintenance)

“Return on Investment”: Project Costs balanced against financial and social impact over time (municipal
taxes, (in terms of municipal taxes over time, activity in DT, meeting City priorities i.e. housing, catalytic spin
offs (surrounding sites).

Public projects often consider ROl as the opportunity for public investment to leverage BOTH related private
investment and ongoing public revenue, value of benefits

“Reinvestment Frameworks” — a tool or clear guiding document/strategy that integrates costs, phasing but
also ROI along with an optimal overall development pattern (streets and development blocks with anticipated
range in yield) and roles/actions NOT policy/regulation, fixed plans or outcomes.

38



Many partners and a lot of Collaboration

Community
Partners Institutions
Private
Developers Operators
&Tenants
Interest

Groups

39
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HOW
Many Ways

Starts with alignment of WHAT and WHO and defining responsibilities

Brickworks: Evergreen led, City and community partners

Wychwood Barns: led with Artscape and City

UW Cambridge: co-led by UW Architecture and City

Guelph Market Square- City led with businesses etc.

GTR: full site or individual components? S projects: Parking, Community Facility, Housing,
Superstructure — need to explore each without losing the overall vision
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HOW
Private Market Partners:

ROLES Collaborators ..o i Investors

e ———————————

TOOLS Market Sounding ..............ccccooiiiinl REOI.............eceooeevveeeeeeeee.... RFP



HOW
Skills and Capacity

Legal Planning/Design

Engineering Communications

A Team is needed and should be built with the needed expertise as an
investment in the Project and Community (internal + external)

42



WHEN

can we get started?

NOW !

By establishing a clear
“reinvestment framework”

Approvals

Environmental
Infrastructure/EA

Partnerships

Government

Development
Core Partners

Design (Phase 1)

concept

detailed
Construction drawings

Site Improvements

environmental
infrastructure

Construction

what are the first steps? how long will this take?

Multiple phases

5+ projects

2-3 years until shovels in
ground for first project or
phase

1-2 years of construction
5 years until doors open
Total build out 10-15
years market depending

43
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Thank you!

GRAND Trunk Renewal
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This document is published by the
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August 2024

Improving Social Outcomes in Urban Development:
A Playbook for Practitioners

Foreword

Jeff Merritt

Head of Centre for Urban
Transformation; Member

of the Executive Committee,
World Economic Forum

In January 2023, the World Economic Forum

and Avison Young joined representatives from 31
countries, global business leaders and civil society
organizations to launch the Davos Baukultur Alliance,
a global effort to advance the development of more
Sustainable, inclusive and vibrant communities.

The Alliance’s launch coincided with the release
of the Forum’s Global Risks Report 2023, which
underscored the critical need for collective action
around a set of growing societal risks, including
the cost-of-living crisis, climate-related pressures
and the erosion of social cohesion contributing to
further polarization.

Consequently, it is critical for large-scale urban
development projects to address the complex social
challenges of the 21st century. Despite having good
intentions, most contemporary development policies
and regulations are inadequate to fully address
social challenges such as affordability and inclusivity,
or to achieve community aspirations including
resilience, well-being and cultural cohesion. The
term social value is used as an overarching label
that encompasses those aspirations; creating and
enhancing social value in the built environment entails
improving the economic, environmental and social
well-being of a local area.

The overall worth of such efforts cannot be
measured solely in monetary terms and, for this
reason, social value in the built environment can
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Mark E. Rose
Chief Executive Officer,
Avison Young

be difficult to define. It is often subjective, bespoke
and unique to place and community. As such, its
success can be hard to track, and metrics for social
value are difficult to standardize or quantify.

To help address this challenge, the World
Economic Forum has collaborated with Avison
Young to create the Social Value Playbook
presented in this document. The playbook is
intended to guide public, private and community
stakeholders in planning and delivering large-
scale urban development projects that create and
enhance social value and are responsive to their
local context. It addresses questions such as:
what enables a genuine, effective collaboration
between the public and private sectors for social
value creation? Which innovative models of
partnership can drive social value creation? Who
can provide long-term stewardship for a place
and community, and how?

The work behind this playbook is the collective
effort of the Forum'’s Social Value in Regeneration
Taskforce, comprised of city leaders, civil society
experts, real estate developers, institutional
investors and national agencies. We would

like to thank our taskforce members for their
valuable contributions to the development of this
playbook, which we see as the first iteration of an
ongoing collaborative effort among sectors and
industries to improve the outcomes and long-
term value of their work.
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Executive summary

The Social Value Playbook aims to help the
public and private sectors collaboratively
achieve social impact goals in urban
development and regeneration projects.

Large-scale development projects take many years
and involve multiple stakeholders. This poses
systemic challenges to social value creation even
for willing participants and therefore requires an
intentional and structured approach to achieving
transformational goals. The Social Value Playbook
— developed by Avison Young in collaboration with
the World Economic Forum’s Centre for Urban
Transformation — contains six principles to help
create social value.

Six principles for social value

1. Foster local ecosystems to drive
urban development

Whether the project is publicly or privately initiated,
generating a broader coalition of local stakeholders
beyond a formal public—private partnership provides
a foundation for effective collaboration to drive
social value creation based on a shared vision.

2. Balance certainty and flexibility

Investors and developers need a degree of
certainty to evaluate the financial and regulatory
risk attached to a project or investment while
maintaining a level of flexibility to adapt to social
change. Required conditions differ depending
on how the development and operations are
financed; this can, for example, take the form of
a development agency that will endure through
political changes or a development charter in the
event of cost and time overruns.

3. Build social value outcomes into project design

Effective cross-sector collaboration needs clear
definitions of outcome objectives that are realistic
and deliverable. Using co-design principles enables
meaningful, continual and impactful community
engagement throughout the process, from
origination to delivery and operations.

4. Prioritize social value when selecting partners
and responding to requests for proposal (RFPs)

How a project is set up — the relationships among
partners, financial sources and governance
structures — affects social value outcomes.
Prioritizing core objectives in the selection criteria and
subsequent contract documents enables successful
execution even when changes become necessary.

5. Monitor and manage alignment with social
outcome objectives

In order to achieve transparency and accountability,
defining objectives, key performance indicators
(KPIs) and metrics will help create a robust
framework to align decisions with the shared vision
throughout the life cycle of the project.

6. Embed social value in ongoing stewardship

Ongoing social value creation requires a sturdy
foundation for long-term stewardship, even as the
end users, stakeholders and functionality change
over time. A tool such as a community charter for
ongoing management and oversight will help ensure
long-term investment and community value.

Improving Social Outcomes in Urban Development 4



1.1

BOX 1

Introduction to social value
In urban development

The social value of a development project can
e highly specific to a place and its people:
at its heart it is about improving quality of life.

What is social value in the built environment?

Social value in the built environment is contextual
and place-based. It is important to define it
holistically, balancing social, economic and
environmental needs. According to the World
Green Building Council, social value is the
cumulative benefit of all social impacts from the
built environment to individuals, communities and
businesses, measured through added financial and
wider non-financial metrics.’

Framework for defining social value

Defining social value for the built environment:
Social value is created when buildings, places and
infrastructure support environmental, economic
and social well-being, and in doing so improve the
quality of life of people.

Defining social value for any project or place:
The definition of social value for a project or place
should include an identified group of people
affected by that project or built asset and a set of
agreed outcomes that would improve their quality
of life, thereby creating social value.

Process for defining social value for a project
or place:

Different projects will affect people in different
ways. One community may benefit from
improved social networks, while others

may gain value through green spaces or
employment opportunities. Given how specific
the impacts of a development can be on a
place and its people, project teams that aim
to deliver social value must first define what
that means for their project (Boxes 1 and 2).

a Identify the relevant stakeholders based on
the likely impact of the project on their quality
of life.

e Understand what is in the best interests
of the relevant stakeholders.

e Agree on a tailored set of social value
outcomes for the project based on the best
interests of the relevant stakeholders.

Note: The local community should be involved at all stages
of the process.

Source: UK Green Building Council (UKGBC)?

Improving Social Outcomes in Urban Development




BOX 2

An example of a social value framework

Avison Young, a Toronto-based global real of decisions with those objectives by means
estate company, has developed an impact of key performance indicators (KPIs) and
framework that serves as a tool to define metrics (see Figure 1).% This tool aims to assist
social outcome objectives and identify relevant stakeholders to collaborate, co-create and
stakeholders on different geographical scales co-own a shared vision of social impact for
while managing and monitoring the alignment place and community.

Energy and carbon

Local economy

Resources

Health and well-being

Circularity

Cohesion, culture
and identity

Biodiversity
and nature

Diversity, equity
and inclusion

Sample KPIs and metrics

@ Local economy

1. Jobs and skills

A. Number of skilled jobs

B. Number of apprenticeships
C. Number of trainings provided

Source: Avison Young

2. Vibrancy 3. Innovation

A. Town centre footfall A. Number of start-ups

B. % of independent retailers B. % of affordable workspaces

C. Diversity score of high street offering  C. % improvement in digital connectivity

Improving Social Outcomes in Urban Development
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1.2

BOX 3

51

Role of urban development in creating social value

The need to prioritize social value creation in urban
development is becoming more urgent than ever.
The World Economic Forum'’s Global Risks Report
2023 highlighted the cost-of-living crisis as the
most severe of all global risks in the next two years,
while societal risks such as large-scale involuntary
migration and the erosion of social cohesion and
societal polarization feature among the top 10 risks
facing the world over the next decade.

UK government data from February 2024, for
example, found that nearly half of adults saw their
cost of living continuing to rise, with around four

in 10 struggling to pay their rent, mortgage or
energy bills.* In an urban context, the cost-of-living
crisis, rising rents and social polarization can be
manifested in a physical division of socioeconomic
groups in cities.

Addressing these divisions requires cities to
develop more affordable housing and workplaces,
as well as better access to amenities, well-
designed public open spaces and community

infrastructure. However, COVID-19 has hit
the capital reserves of municipalities hard and
has derailed urban development. Nearly half
of cities surveyed in a 2022 World Economic
Forum report, Rethinking City Revenue and
Finance, indicated that major infrastructure
projects would be postponed, while 92% of
large cities had either entered or expected

a deficit in their operating budgets.

To address these societal challenges often requires
large-scale urban development programmes,
which typically succeed best when the public and
private sectors work together in close collaboration.
Industry and investors can help close the finance
gap between the needs of cities and the public
funding available to meet them; but equally,

private actors will need the support of government
entities — from securing planning permission to
making connections with local communities — to
enable them to construct sustainable buildings and
infrastructure that create social value.

Creating social value through urban development

This Social Value Playbook focuses on how to
create social value through urban development
and regeneration projects. The playbook’s

key principles can be applied to both urban
regeneration and urban development initiatives;
consequently, in most cases the broader

term “urban development” is used to describe
interventions in the built environment designed to
improve land use.

“Regeneration” can be defined as a broad
process of reversing physical, economic and
social decline in order to create greater economic
and social value in an area. It has been used in
this playbook to describe specific projects that
fall under this category.

Urban development is typically delivered through
large-scale programmes that expand beyond a
single property to encompass multiple plots and may
include infrastructure and public realm development.

Often, the private sector and government will work
together on those programmes.

Urban development involves multiple stakeholders,
and delivery models vary depending on land
ownership, capital structure and the wider context,
including policy and regulation, the local economy
and the structure of the built-environment industry.
In some settings, policy is supportive of or
stipulates social value creation.

For example, the UK’s Social Value Act 2012
requires public service commissioners to consider
social impact when procuring private partners

for urban development. In Canada, Vancouver is
the first major city to institute a mandatory policy
of “community benefit agreements” (CBAs) for

all developments over 45,000 square metres
(485,000 square feet), through which developers
must meet defined social impact benchmarks on
local employment and procurement.®
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Social Value Taskforce

and Playbook

The Social Value Playbook has emerged from
the experience and insights of a specially
convened taskforce of leaders from government,
research, business and finance backgrounds.

The Social Value in Regeneration Taskforce

During 2023, the World Economic Forum teamed
up with Avison Young to better understand key
challenges in the effective delivery of social value.
The team interviewed more than 20 subject matter
experts in urban regeneration and social value

and convened two strategy sessions at the Urban
Transformation Summit 2022-2023, attended by

nearly 50 leaders from the Americas, Europe, the
Middle East and the United Kingdom. The result

of this initiative was the creation of the Social Value
in Regeneration Taskforce, which launched in
December 2023 with 26 active members, including
government leaders, public servants, developers,
contractors, investors and thought leaders.®

Real estate is more than just a collection of buildings and spaces. It’s part
of the urban fabric that shapes our lives. Our industry has the potential to
make a positive impact in the places and communities where we operate.

Eime Tobari, Global Director, Social Impact at Avison Young

Through a series of workshops and meetings
over six months, the taskforce identified common
challenges and best practices in social value
creation, and examined how effective solutions
may vary in different contexts for a range of local

reasons. The taskforce identified and advanced
the key principles embedded in the Social Value
Playbook, which are designed to provide a
practical tool for stakeholders to address common
challenges (see Section 3).

Ly

—————
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Challenges in creating social value through
urban development

The taskforce identified three sets of challenges
that practitioners in both the public and private
sectors face in creating social value through urban
development projects, which are outlined below.

1.

Defining social outcome objectives

There tends to be limited understanding of
the practical challenges faced in delivering
those outcomes while maintaining economic
viability or balancing with other objectives (e.g.
environmental) and stakeholder priorities.

An inability to articulate social outcomes for
partner selection or project management
may result in specifying “outputs” that are
easy to monitor and compare, as opposed to
meaningful “outcomes”.

Driving innovation for social value creation

Project scopes tend to define outputs, not
outcomes. Innovation requires a clear definition
of outcome objectives and flexibility to explore
how to achieve them.

Innovation requires a clear understanding of
constraints and available resources (including
data), which are often unavailable.

The balancing of impact and viability is
unique to each organization and often
not resolved within the organization

or aligned between stakeholders.

The partner selection processes often prioritize
price and track record and do not encourage
innovative approaches.

— The project programme is often not designed
to accommodate the agility that is critical
to innovation.

3. Governance structures for long-term impact

— The ownership of developments changes over
time and there is no formal system in place for
continuous accountability for social outcomes.

— Local priorities also change over time,
which requires a flexible, adaptable system
for local stewardship.

— There needs to be a defined process for passing
responsibility for social value stewardship when
ownership or contractual responsibilities for the
development change, which requires alignment
between short-term incentives for various
stakeholders and long-term value creation.

—  While the community plays an important
role in the long-term stewardship of the built
environment, there can be power imbalances
due to limited resource availability.

— Project timelines tend to be insufficient
for comprehensive community outreach
or community-building.

— Some differences between stakeholders’
interests can only be managed, not resolved.
Governance for local stewardship requires a
constructive, conciliatory approach.

The Social Value Playbook presented in this

document provides solutions to overcome some
of these challenges.

Improving Social Outcomes in Urban Development 9
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Social Value Playbook — purpose and approach

The purpose of the Social Value Playbook is to provide
stakeholders involved in urban development projects
with ideas and tools to help them create greater social
value, including policy recommendations, formal
agreements, recommended criteria and best practices.

Given that social value is highly contextual, there

are no standard solutions to locally unique issues.
So rather than offering a set of tick-box actions

or a step-by-step guide to guarantee social value
creation, the playbook has a practical, adaptable
design centred on a set of six guiding principles, with
recommended actions based on experience and
insights gathered through the work of the taskforce.

The playbook contains case studies to highlight
different ways of implementing the six principles,
most of which have been recommended by
members of the Social Value in Regeneration
Taskforce. However, the case studies may not
uniformly represent all geographical regions.

The playbook is intended to be a live document,
to which new elements can and will be

added. As the taskforce’s work continues to
expand the network of urban development
practitioners, the playbook will evolve through
incorporating their insights and methodologies.

Who the playbook is for and how to use it

The playbook is primarily targeted at
stakeholders delivering projects through some
form of public—private collaboration (PPC).
However, most of its recommendations are
applicable in a wide range of cross-sector
collaboration and delivery models.

The intention is that, when stakeholders encounter
a challenge to social value creation at any stage

of the urban development process, these tools

will be available to use as potential solutions to
overcome that particular challenge.

While there are regional differences in stakeholder
roles based on geography, the playbook works

on the assumption that the roles of landowners,
developers, design professionals, civil society and
communities remain relatively consistent. Equally,
given that many issues facing social value creation
are systemic, all stakeholders can use the playbook
to identify gaps and potential solutions to overcome
those systemic challenges.

Please see Appendix 1: Stakeholder roles in social
value creation for more information.

Improving Social Outcomes in Urban Development 10
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3 Social Value Playbook
Creating social value is specific to place and
people — this section presents a playbook for
principle-based actions and recommendations
to increase social impact in all contexts.

The playbook features six principles and The principles are split into two categories:
recommendations for building social impact into principles 1 and 2 apply throughout the life cycle of
urban development projects (see Figure 2). These an urban development project, while principles 3 to
recommendations include both actions and lessons 6 reference the different project stages of a typical
learned from best practices, supported by relevant public—private collaboration (PPC).
case studies, some of which are profiled in this section.

FIGURE 1 | Six principles and recommendations

@ Foster local ecosystems to drive urban development

Build social value

outcomes into
project design

N

Prioritize social value

when selecting
partners and
responding to RFPs

ﬂ\

N
5

Monitor and
manage alignment
with social outcome

objectives

ﬂ\

N
6

Embed social
value in ongoing
stewardship

Principle 1

@ Balance certainty and flexibility

Foster local ecosystems to drive

urban development

This principle applies throughout the life cycle
of an urban development project.

Urban development is a long-term process that
involves multiple, often local, stakeholders including
future residents, regardless of the formal structure,
which might be led by either the public or private
sector. Identifying and connecting a broad range of

stakeholders, particularly local ones, is necessary
throughout the process, even before a specific
development opportunity is identified. A group

of stakeholders with a shared vision and aligned
objectives can drive the process of embedding social
value creation in the development from its inception
through the project delivery to the management of
buildings and places.

Improving Social Outcomes in Urban Development 11



@ Actions

. Align key stakeholders on a common vision
and understanding of priorities

|dentify key stakeholders at all levels including
national and local. This may include major
institutions or industry representatives who are
considering relocating.

Break down silos within organizations (e.g.
between local government departments).

Align objectives and priorities throughout
organizations, including those at national and
local levels (e.g. infrastructure authorities, local
planning authorities).

|dentify and develop shared objectives and
co-benefit opportunities (e.g. investment in
cycling infrastructure that will bring well-being
benefits as well as reduce traffic congestion and
accidents) through constructive engagement.

Make use of a broad range of available
resources and knowledge (e.g. social services’
community knowledge to inform local needs).

. Introduce mechanisms that enable

community proposals

The community has a wealth of local knowledge
and can play an active role in generating ideas
to transform a place. For example, the UK’s
National Planning Policy Framework (NPPF)
encourages community-led development.”

. Provide a platform for ongoing
communication among multiple
stakeholders, including community groups

56

Establish a local advisory group or committee
to serve as a communication platform.

Shape this group of leaders into a

“backbone organization” that can maintain
communication and accountability throughout
the course of the project.

. Encourage leadership by local

institutions and institutional investors,
not only local government

Seek to increase multistakeholder collaborations
in development projects, including key local
institutions such as universities.

Ensure leadership prioritizes transparency and
trust to maximize effectiveness.

Identify leaders and champions who own the long-
term advocacy throughout the project’s lifetime.

. Leverage “meanwhile uses” to engage

local stakeholders

At early stages of the development
programme, before any construction
starts, existing vacant buildings and/or
spaces on the project site can be used
to host a range of programmes aimed
at bringing the community together.

This helps sites that have been underused or
disused for a long time to become embedded
into the lives of the community before the
project completes.

Those programmes can be designed
to create opportunities for ongoing
feedback and participation, to test
programmes and to build partnerships.

CASE STUDY 1

Phoenix Cultural Corridor reconnects communities

The City of Phoenix, Arizona, has received a $10 million
grant from the Rebuilding American Infrastructure with
Sustainability and Equity (RAISE) initiative to support the
creation of a “cultural corridor” that reconnects disadvantaged
and underserved communities adjacent to Phoenix Sky
Harbor International Airport (PHX) with Downtown Phoenix.
The project started with an 18-month collaborative planning
phase to identify potential land uses for parcels considered
for redevelopment. This approach was deemed necessary
to ensure that the multiple stakeholders involved would align
on a vision and create a shared understanding of priorities,

mitigating the risk of conflicts and delays further down the line.

As part of this phase, PHX began working with other
stakeholders, such as elected officials, businesses and
communities in surrounding neighbourhoods, conducting
extensive community engagement to gain local input into
the development of a design brief and a design guide. In
addition to holding a series of community meetings, PHX
created a focus group on arts and culture comprised of 12
stakeholders including a historian, a museum, a community
centre and other community groups. The group served as a
platform for multistakeholder communication and supported
PHX’s collaborative approach.

Improving Social Outcomes in Urban Development
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CASE STUDY 2

CreateTO dissolves silos and boosts collaboration in Toronto

CreateTO is a city government agency responsible

for managing the City of Toronto’s $27 billion real
estate portfolio. It has been set up as an independent
body, separate from other city divisions, agencies and
corporations. This allows critical strategic planning and
decision-making to be concentrated within one agency,
dissolving the silos that typically exist within local

city departments.

CASE STUDY 3

The composition of CreateTO'’s board of directors draws on
expertise from Toronto’s City Council, real estate professionals and
community representatives. Board members work in collaboration
with the City Council and more than 60 divisions, agencies and
corporations to unlock the potential of city-owned lands and
introduce real estate solutions that meet Toronto’s objectives on
housing (especially affordable housing), economic development,
city-building, cultural vitality and environmental sustainability.®

Pier 70 San Francisco repurposes space for free community “meanwhile uses”

The redevelopment of Pier 70 — a 69-acre former shipyard on
San Francisco’s waterfront — was originally led by Forest City
Development California (and is now under development by
Brookfield Properties). Forest City sought to address community
needs while the larger site was awaiting further development.

An existing asset on the development site, a large
warehouse, was repurposed to serve as an event venue
and community centre. Community organizations were able
to use the space for free, while paid events were required
to prioritize local suppliers and provide a benefit to the
surrounding community to address a local need. A portion
of the revenue from these paid events was allocated to a

= =

J

~F
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community fund that was used to subsidize other goals and
meet community interests.

Using the warehouse as an events space reintroduced
community interaction with the space and provided
opportunities for increased connectivity. More than 300 events
were held in the space during a three-year predevelopment
period, generating more than $3 million in revenue that was
used to offset entitlement costs, such as permits, approvals
and licences. Today, this historic warehouse remains the
beacon of the site and a key place identifier. It has been
rehabilitated and continues to host events, a makers’ market
hall and office space.

D‘”
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Principle 2

This principle applies throughout the life cycle
of an urban development project.

Urban development projects typically take a long
time, often 10-20 years, if not longer. During this
period, the political, economic and social conditions
affecting those projects could change. While the
project requires a degree of flexibility to make
necessary adjustments in response to alterations

in priorities and available resources, an investor or
developer also needs a level of certainty to evaluate
the financial and regulatory risks attached to the
project or investment. A sudden change in the overall
direction of a major redevelopment, which sometimes
happens after an election or an economic shock,
creates uncertainty, causes distrust and undermines
collaborative efforts towards shared objectives.

A mechanism is therefore needed to balance
flexibility and certainty on the project. Given that
the conditions required for certainty and flexibility
differ depending on the financing structure,

such balancing requires a combination of tools
and incentives in the form of, for example, a
development agency that is not subject to political
changes and a contract that includes mitigation
measures in the event of cost or time overruns (e.g.
a project charter). Choosing sources of capital that
accommodate a long-term approach (e.g. patient

CASE STUDY 4

58

Balance certainty and flexibility

capital, impact-driven lenders) can also provide
a degree of certainty.

@ Actions

1. Formalize all parties’ commitments
to shared objectives

— This can be done by integrating these
objectives into contractual agreements or jointly
signed statements, such as project charters
(e.g. Canada Water Social Regeneration
Charter, Salisbury Square Development).

2. Putin place a governance structure and
rules on changing shared objectives

— Such an agreement or charter should include
governance and rules of engagement to safeguard
against political and other external changes.

3. Choose a financing structure that enables
a long-term approach

— Securing long-term patient capital from
institutional investors would provide a degree of
certainty and allow the project to aim for long-
term value creation.

Salisbury Square development in the City of London defines ESG targets

through a project charter

The Salisbury Square project is a plan to redevelop a block
within the City of London to deliver a new court facility, police
headquarters and office space.® The project’s charter was
co-developed and signed by key stakeholders including the
City of London (client), the project manager (Avison Young)'®
and other contractors. The charter sets out a range of clear
environmental, social and governance (ESG) targets, such

as for health and well-being, and diversity and inclusion.
Monitoring and management of community impact is
regularly referenced throughout the construction phase.

The charter demonstrates the commitment to social value of
both the client and the contractors, and provides certainty
of direction for all stakeholders. Signatories representing
each development partner, known as “champions”, lead
regular reviews and surveys of progress towards the agreed
targets. The charter incorporates a level of flexibility to set
performance targets (e.g. site-specific waste reduction),
while some targets are specified (e.g. carbon reduction).

Salisbury Square Development, City of London.
Photo credit: DBOX/Eric Parry Architects.
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Principle 3
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Build social value outcomes into project design

For an urban development project to create
social value, it is important to define what social
value means in the context of a specific project
(i.e. social outcome objectives) at the very outset
and to embed it in the project’s scope. A shared
understanding of objectives provides an essential
basis for effective partnerships between different
project participants and drives innovations and
creative approaches. These objectives should
reflect the shared vision and priorities of all
stakeholders — including the local community, and
public- and private-sector actors.

Social outcome objectives should include not only
local needs, such as a decent accommodation,
access to jobs and education, good air quality
and clean water, but also aspirations to improve
social value outcomes, such as supporting local
entrepreneurship, community cohesion, well-
being, access to nature and inclusivity. For the
project to be deliverable, it is important that
these objectives are aligned with the commercial
interests of corporate partners and consider the
constraints of the market reality and political and
cultural support.

Prescriptive specifications of outputs should be
avoided, as they can invite tick-box responses

and hinder the innovation that is much needed to
challenge conventional approaches to viability and
deliverability. A comprehensive feasibility study
establishing all of the above is required to develop a
project brief that is deliverable as well as aspirational
in terms of social value creation.

@ Actions

1. Carry out a feasibility study to ensure
deliverability of objectives

— To inform the creation of a development
project brief, a feasibility study should establish
constraints and opportunities for project delivery
and explore options that are viable and deliver
positive social impact.

— The study should identify a broad range of
stakeholders, including all those who will be
affected by the project and who can drive the
positive transformation of the area.

2. Engage a wide range of stakeholders in the
feasibility study

— Early engagement helps resolve potential
conflicts and develop a shared vision.

Stakeholders, including key institutions (e.g.
universities), the local community and locally
active non-governmental organizations (NGOs),
can provide local knowledge and offer a

range of skills that may complement those of
development professionals.

It is important to ensure the decision-making
ability of stakeholder representatives.

. Articulate social outcome objectives

Social outcome objectives should be set
based on the feasibility study, balancing
public interests (e.g. legislative and regulatory
requirements, local needs and aspirations),
developers’ interests (e.g. financial conditions,
market drivers, interest rates, construction
costs) and investors/lenders’ interests.

Social outcome objectives should not be
confused with outputs, as prescriptive
specifications of outputs can hinder
innovative approaches.

Specifying outcomes, not outputs, makes a
project brief more resilient to changes in external
factors (e.g. a sudden increase in the cost of
building materials).

Design a framework for measuring social
value outcomes

Clear guidance and tools to evaluate social
outcome objectives for the project would
provide clarity in communicating what might
otherwise be seen as subjective or qualitative
(e.g. North Manchester Benefits Framework).

Transparency regarding the criteria defining
social value outcomes can build mutual trust
and support more effective partnerships.

Include co-development and co-ownership
models in the project scope

Co-development or co-ownership models
(e.g. co-operative housing, joint ventures) can
embed social value creation into the project
delivery itself.

It helps to develop a community co-design
model that shifts the focus from designing for
stakeholders to designing with them.'2 A co-
design approach can be adapted more easily to
any development project. Guidance and tools
to support co-design will help wider adaptation
(e.g. Rochester Destination Medical Center).
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CASE STUDY 5

North Manchester Benefits Framework specifies social value outcomes

Manchester City Council in the UK has developed a
framework that outlines key priorities, opportunities and social
value outcomes for North Manchester, where two major
redevelopments are under way — Victoria North and the North
Manchester Health Campus.'® The framework specifies social
value outcomes and associated objectives within each of
these outcomes. The outcomes encompass five main themes:
education and employment; health and well-being; community
resilience; digital inclusion; and net-zero carbon.

CASE STUDY 6

These themes have been co-created through a process
of consultation and engagement with a wide range of
stakeholders and are aligned with the broader strategic
aims of the city, for which detailed strategies have already
been implemented. The framework is designed so that
consultants, contractors and private-sector partners can
refer to in their work. It is accompanied by a separate
contractors’ guide to help them design an action plan for
meeting social value objectives.

Hope Cities, Turkiye — disaster-response housing prioritizes social infrastructure

The Hope City Project, led by Kog¢ Group, built temporary
container accommodation in Turkiye after a devastating
earthquake displaced 3.3 million people in February 2023. The
project prioritized embedding social value even in temporary
housing by engaging anthropologists, city planners and

social scientists, who collaborated in a cross-sector team to
understand the population’s needs and expectations in post-
disaster shelter areas.

The team carried out an ethnographic analysis to define priorities
and boundaries, with the aim of finding a balance between
needs (social value) and feasibility, based on an understanding
of the constraints and resource availability. The team’s analysis

established a deeper understanding of the priorities affecting

the community, such as dignity, gender equality, the needs of
children and youth, and returning to work. These findings were
used at every step to inform the project in a way that best served
residents’ interests, from the interior features of the container
homes to the design of the cities as a whole.

The Hope City Project provides temporary housing to 5,000
families in five locations, with a range of social infrastructure,
including nurseries, schools, health centres, libraries, sports
facilities, markets, cafés, theatres and community kitchens, as
well as spaces serving as youth centres, women’s empowerment
centres and employment hubs.'

The schoolyard and playgrounds located in the Hope Cities provide children with the opportunity to engage i physical.activities; socialize with
their peers and develop essential motor and social skills in a'safe environment. Photo credit: Muhsin Ergin.
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CASE STUDY 7

Historic Gas Plant District redevelopment, Tampa, Florida

The partnership for this $6.5 billion project includes the

City of St Petersburg, Pinellas County and the Tampa Bay
Rays baseball team. Built on a 35-hectare (86-acre) site
adjacent to the Tropicana Field stadium, this community-
focused real estate development project will provide a total of
740,000 square metres (8 million square feet) of mixed-use
development, including cultural, commercial and residential
development in addition to a new ballpark.

The district’s residents and businesses had experienced
significant negative impacts from displacement at the time of
the original stadium project. Taking an approach of “intentional
equity”, project leaders worked to right past wrongs in this
underserved community, and dedicated $50 million to equity

initiatives, including support for education programmes, local
businesses, employment opportunities and hiring commitments
for minority and women-owned businesses. Central to this
commitment are 1,250 lower-cost and affordable housing units
that will ensure no residents will be displaced as a result of the
new development.

Hines and the Tampa Bay Rays pledged an additional $500
million to support small businesses and diversify the supply
chain as the project moves forward. These dedicated funds
from city and private-sector stakeholders help to ensure that
social value is embedded in the project design and delivery,
in addition to providing long-term support to local residents
and businesses.'®

The redevelopment aims to lift up the neighbourhood’s legacy through-physical space, story, partners, and arts and culture to create a connected, inclusive
and highly activated destination for St Petersburg. Photo credit: Concept rendering courtesy-of Hines and the Tampa Bay Rays.
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Principle 4
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Prioritize social value when selecting partners

and responding to RFPs

How a project is set up — including relationships
between partners, sources of finance, risk-sharing
mechanisms, governance and accountability —
affects the ability to create social value and the
likelihood of success in delivering impact.

Selecting partners who are right for a specific project
is essential for social value creation. The selection
process needs to prioritize the values that will

guide the partnership, such as social value creation
and building trust, unlike conventional processes
that tend to focus on economic value and create
merely transactional relationships. Successful
partnerships can navigate changing conditions —
social, economic, cultural or political — and spark
discretionary efforts and commitments that may go
beyond a strict reliance on written specifications.
Care in partner selection applies both to the choice
of lead developer and to their choice of contractors,
subcontractors and suppliers, as well as their choice
of occupiers and non-profit or charity organizations.

@ Actions

1. Set out long-term social outcome objectives
in the project brief

— Those objectives should be based on the
feasibility study (see Principle 3) and reflect
deliverability as well as aspirations.

— The objectives should focus on long-term value
for the development location rather than focusing

solely on construction-related social value outputs.

Ensure the partner selection criteria reflect
the importance of social outcomes

Selection criteria (e.g. eligibility, score weighting)
should support the prioritization of social value
creation instead of, for example, focusing on
financial benefit.

A broad range of skills and track record
requirements should be considered to inform
partner selection, as social value creation does
not rely on a single skill set.

Selection processes can also be designed to
prioritize the potential for social value creation
(e.g. Marmalade Lane).

Occupiers can play a strong role in partnerships
to create social value.

Be transparent to build trust
Transparency on accountability for social
outcome delivery is essential for building trust

and effective partnerships.

Frequent and structured communication
between stakeholders helps build trust.

A measuring framework (see Principle 3,
Action 4) provides a degree of transparency
in evaluating progress towards social
outcome delivery. However, it is important
to be mindful that an over-reliance on
measuring may lead to a shift of focus
towards outputs rather than outcomes.
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CASE STUDY 8

Marmalade Lane, Cambridge, UK - a unique collaboration between council,

residents and developers

Marmalade Lane is an award-winning 42-home co-housing
development in Orchard Park, Cambridge, UK. It was completed
in 2019 and is home to approximately 100 adults and children.

It was developed through an innovative partnership between
landowner Cambridge City Council and developers TOWN and
Trivselhus UK, along with Cambridge Cohousing, a local group
that would become the future residents of the development,
working with a design team led by Mole Architects.

The council — which took control of the land after the 2008 financial
crisis — developed an innovative two-step approach to the request
for proposal (RFP) process. The first phase prioritized social value
creation over maximizing land value. This approach ensured that
developers who made it to the final round had the ability to deliver
social value goals, such as communal spaces for interaction (both
inside and out), a community shop to bulk-purchase everyday
goods, shared laundry space, car-sharing and more.

The second phase of the RFP focused on the financials,
increasing competition between finalists by setting the weighting
at 60%. This ensured the feasibility of the project and protected
the public sector’s interests. The resulting contract involved
Cambridge City Council, the development team and the co-
housing group, which formed a limited liability company that
remained deeply involved throughout the design process. The
developers exited once all the homes were sold, while the
co-housing group assumed responsibility for the long-term
maintenance and upkeep of shared spaces.

® It’s an unusual dynamic that had to be
carefully balanced between the council,
developers and residents. There are very
few other examples.”

Jonny Anstead, Founding Director, TOWN.'®

The Marmalade Lane development in Cambridge/prioritized the €reation of shared space to.allow communal recreation for all ages.

Photo credit: (c) David Butler.

CASE STUDY 9
Parkdale Hub, CreateTO, Canada - a project guided by a local advisory committee

CreateTO (see also Principle 1) is a city agency leading
the redevelopment and repurposing of some of Toronto’s
underused lands and buildings to better serve community
needs. Toronto’s Parkdale Hub project,'” which will
deliver a range of social, cultural and economic benefits —
including affordable rental housing, community space and
the revitalization and expansion of an existing library and
community recreation centre — is an example of CreateTO
serving as a catalyst for city-building and supporting the
vibrancy of the community.

Key stakeholders were provided with terms of reference to
participate in a local advisory committee (LAC), which was
established as an advisory body before any communication
or options were shared with the wider community. Those
interested in taking part in the LAC process had to agree

to the terms of reference to ensure their participation. This
helped the project set out essential social and programmatic
outcomes, such as a “no displacement policy”, which ensures
that anyone who had a place in the hub would continue to
have a place in future.

Improving Social Outcomes in Urban Development 19



BOX 3

Principle 5
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UK Social Value Act 2012 requires developers to embed social value creation

The UK Government’s Public Services (Social
Value) Act 201218 introduced a requirement for
local authorities to bear in mind social value
creation when procuring private partners.
Local authorities are individually responsible for
implementing their approach to social value.

The government’s Social Value Model'® was
introduced as a framework to be used by UK
public bodies during the procurement process.
This model provides guidance for award criteria
and reporting metrics. It also mandates a
minimum weighting for social value to be 10% of
the overall procurement score.

The Social Value Act was introduced to
create a legislative requirement that social
value should be built into public services.
As a result, organizations operating in the
UK need to have embedded social value
into their corporate models to remain
eligible for public—private partnerships.

While this system has some limitations in practice,
the Act has clearly raised awareness of the
non-financial impact of services provided by
contractors and created a space for public bodies
to select partners based on a wider range of
metrics than solely financial merit.

Monitor and manage alignment with social

outcome objectives

Social value needs to be considered in every
decision made throughout project delivery.
Integrating social outcome objectives in a set of
parameters that inform decision-making helps

to ensure that social elements are considered
alongside others such as finance and the
environment. Such a holistic approach can help the
project team identify potential trade-offs, inadvertent
consequences and opportunities to create co-
benefits. Bespoke decision-making tools® are
being developed by individual practitioners to
guide decision-making for specific projects. These
tools also serve as a reference point for shared
understanding in cross-disciplinary, cross-sector
collaborations. Good governance around these
tools — including a clear definition of roles and
accountability — supports the effective monitoring,
managing and reporting of progress towards
delivering social impact.

@ Actions

1. Make use of a project-specific decision-
making tool

— Decision-making tools that incorporate social
impact, often as part of sustainability or ESG
approaches, are being created by developers
and consultants. These tools provide the basis
for shared understanding and serve as a means
of communication.

— Tools should correspond to the overall
frameworks where they are available (e.g.
project charter, social value statement) — see
Principle 2, Action 1 and Principle 3, Action 4).

2. Ensure the tool encompasses a balanced,
wide range of objectives

— Tools that include a wide range of parameters
(e.g. social, environmental, economic, cultural)

enable a holistic approach that can balance
sometimes conflicting priorities.

— The ability to understand interactions between
different priorities helps teams to evaluate
potential trade-offs, avoid unintended
consequences and develop solutions that bring
co-benefits, rather than optimizing one solution
at the expense of another.

3. Ensure the tool is continuously and
consistently referenced at all stages
of the project

— Tools should be designed for monitoring,
managing and reporting of the project in
relation to social value outcomes.

— Tools should be consistently and
continuously applied to be effective,
from planning to construction.

4. Establish a clear governance structure
around the use of the tool

— Clear governance and a system for the effective
use of the tool need to be in place.

— Tools offer the possibility for transparency and
building trust among stakeholders.

— Tools can be used to support community
engagement through surveys and town halls.

5. Create a feedback loop to learn lessons and
improve outcomes

— KPIs and metrics should be used to learn
lessons and improve outcomes

— Afocus on learning, as opposed to blaming
or judging, is known to support effective
partnerships and produce better outcomes.?!
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CASE STUDY 10

Brent Cross Town develops index to measure impact of urban development

on well-being

Brent Cross Town in the UK is an £8 billion urban regeneration
project featuring 6,700 new homes, 280,000 square

metres (3 million square feet) of office space, more than 20
hectares (50 acres) of parks and 50 new shops and cafés.?
It is a public—private partnership between Barnet Council
and Related Argent, a property developer. A collaboration
between Buro Happold, an engineering consultancy, and
the University of Manchester developed the Flourishing
Index to measure and monitor how the well-being of
residents compares to the national average and changes
over time.?® The index includes individual and community
well-being, considering factors such as social interaction.

Buro Happold® and the University of Manchester collected
baseline data for the Flourishing Index in January 2022, using
online surveys, behavioural observations, activity-tracking sensors,
environmental sensors and in-person interviews. The data will be
used as a reference point throughout the two-decade development
process. Some of the index’s metrics are drawn from national well-
being surveys, allowing the development to be compared against
the national average. The developer is committed to carrying out
social impact surveys regularly as the project progresses in phases.
The data collected and measured through the Flourishing Index will
inform decision-making on the development, and outcomes may
be adjusted based on the data results.

The developersof the vast Brent Cross Town urban regeneration development are-foregrounding environmental sustainability as well as
residents’ health and well-being. Photo credit: Courtesy of Related Argent.
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CASE STUDY 11

Destination Medical Center, Minnesota, shares decisions through community

co-design model

Destination Medical Center (DMC) is a 20-year development
initiative in the US city of Rochester, Minnesota, home to the
world-renowned Mayo Clinic. The development corporation
was created by the state and the Mayo Clinic to establish
Rochester as a destination for healthcare and wellness. The
DMC Corporation is responsible for stewarding $585 million
of public funds for public infrastructure, which in turn aims
to catalyse $5.6 billion of private investment (including $3.5
billion from the Mayo Clinic) to create 30,000 jobs, generate
a new tax base and enhance the experience of patients,
employees and residents.

Initially, the DMC project did not have a robust community
engagement component, either with the city or the residents.
To rectify this, DMC developed an award-winning “community

co-design” model to lead its community engagement and to
share decision-making power with community partners.? The
model helps to ensure community members are highly engaged
in co-developing the criteria for success and decision-making
throughout the development stages.

Community co-designers are identified and compensated,

as members of the design team, for their time, networks and
experience. Co-designers participate in design workshops and
return to their communities and gather feedback on emerging
concepts through surveys, focus groups and town hall-style
community listening sessions. This dynamic evaluation method
provides ongoing flexibility for targets and metrics to be adapted
to meet the changing priorities and needs of the community, as
well as those of public and private stakeholders.
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Co-designers, facilitated by Chao Mwatela, DEI Director for the Cit of Rochester, review insights from previous work sessions.
Photo credit: Courtesy of DMC.

Principle 6

Social value creation does not end with the
completion of physical development of the built
environment. The ways in which people use
buildings and places to create and benefit from
social value is even more important. In the context
of urban development, this is often referred to
as “legacy social value”. Stakeholders change
over time. Developers may sell up and leave.
Local governments may change at an election
cycle, which could be shorter than the duration
of a developer’s engagement in the project. The

Embed social value in ongoing stewardship

community is not static; key individuals may
relocate and new ones move in; the collective
priorities or needs of the community change
over time. So it is essential to embed long-term
stewardship of social value in systems.

Developers and asset owners (investors) may
not have full control over how the buildings

and places will be used and how the area will
evolve; however, they can use their influence and
capacity to prepare a good foundation for such
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long-term stewardship and to create the right
conditions for it through the urban development
project. Examples include “soft” interventions,
such as creating a community-based
multistakeholder group to own and manage
the community vision, and “hard” interventions
such as formalizing roles and responsibilities for
ongoing maintenance of the development.

@ Actions

1. Form a community-based multistakeholder
group or network for the long-term
stewardship of social value

— The development initiative itself can be a
process of forming a group or network of
community stakeholders with a shared vision, as
envisaged in Principle 1, Action 3 — for example,
Urban Splash maintains a long-term interest in
its projects (see case study below).

— The group or network should include asset
owners (investors) and operators, as well as
community representatives.

— It should also be open to new and prospective
residents and businesses as they can play a
proactive role in the area’s transformation.

— The group/network should be the custodian of
the shared vision.

2. Create a mechanism for the long-term
stewardship of social value

— The vision for the development should be
shared with those who are involved in the
lives of the community within and around the
development area. For example, it can be
articulated as a community charter.

CASE STUDY 12

67

A community-based multistakeholder group

or network can be the collective owner of the
vision/community charter, ensuring that agreed
objectives are pursued through the use and
management of buildings and places.

Developers who hand over the development
upon its completion can choose new owners
who are likely to take a long-term view (e.g.
local authorities, local government pension
funds and other institutional investors).

. Define objectives and metrics to manage

and measure progress

The shared vision for the development should
be translated into objectives and metrics to
guide the ongoing use and management of
buildings and places (e.g. Nine Elms’ privately
owned public spaces charter).

Guidance or tools for asset management
can be developed with the developers’
initiative in collaboration with the new
owners and/or the community-based
multistakeholder group/network.

These should be consistent with the overall
framework (Principle 3) and a project-specific
decision-making tool (Principle 5).

Open data platforms can be used to monitor
progress towards the vision and social outcome
objectives. Examples include those from local
authorities (e.g. London Borough of Barking
and Dagenham)?® and think tanks (e.g. Thriving
Places Index).?”

Structured, longitudinal qualitative surveys (e.g.
interviews and questionnaires) can be effective
in capturing how experience and perceptions
change over time (e.g. Principle 5, Brent Cross
Town'’s Flourishing Index).

Nine Elms, London - privately owned public spaces charter

The Nine Elms regeneration project in south-west London

Nine Elms introduced an agreement for public realm

covers an area of 227 hectares (560 acres) and is the result of a
development partnership between Lambeth Council, Wandsworth
Council and private partners including Ballymore, Taylor Wimpey,
Berkeley Group, Barratt Developments and others.?®

Within the development, a public space, Nine Elms Park,?® will
span 4.5 hectares (11 acres) and run south-west, connecting

the beginning of the development beside Vauxhall Station with
the end at Battersea Power Station.

maintenance, which Wandsworth Council supported
by introducing a privately owned public spaces
(POPS) charter;®° this requires developers to provide
new public open spaces and financially contribute
to the maintenance and upkeep of those spaces.
Each developer is responsible for a section of Nine
Elms Park and the funding of that section.
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CASE STUDY 13

Urban Splash handover process

Urban Splash is a UK-based regeneration specialist.®! From

the beginning of each regeneration project, the company uses

a governance process® to establish social value and financial
development value as equally significant measures of success.
To help drive social value, it identifies existing community
champions who continue the regeneration vision following
Urban Splash’s exit. These community champions differ in

each location, but typically become the first movers into the
community, who make a difference through ongoing cultural and
commercial activities.

2
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Urban Splash creates incentives for businesses and private
partners interested in getting involved with the community by
providing favourable leasing terms and rent-free periods.

The company retains a long-term interest in the commercial
and residential assets from many regeneration projects,
providing stewardship and investment in social impact long
after initial development.®® Urban Splash manages 93,000
square metres (1 million square feet) of commercial space and
close to 1,000 homes.
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Residents at Port Loop, Birmingham, take part in The Big Lunch 2021. Photo credit: Urban Splash X Places for People, Shaw and Shaw.

CASE STUDY 14

Canada Water Connect - British Land’s long-term stewardship

Canada Water Connect (CWC) is a partnership between British
Land and the charity ELBA aimed at connecting local people
with the opportunities being created by the Canada Water
development. It does this by, for example, making connections
between local residents, businesses, schools and charities and
the construction companies building the development, and the
companies and businesses that will occupy the future office and
retail space. For British Land, the developer, this is one way to

create long-lasting, positive social impact for the local community
surrounding the area.

Since launching in 2023, CWC has enabled more than 100
people to be employed on the development, unlocking
opportunities at British Land and through its supply chain,
facilitated dozens of people taking up apprenticeship
opportunities and supported professional training courses.
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Conclusion
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The objective of the Social Value Playbook
IS to spark systems change and enable more
effective social value creation in the future.

Large-scale urban development projects take many
years and involve multiple stakeholders. This poses
systemic challenges to the creation of social value,
even for willing participants, and therefore requires
an intentional and structured approach to achieving
transformational goals.

The playbook is principles-based rather than
prescriptive, because the pathways towards
delivering social impact are highly context-specific
and vary according to the places and people
involved. The aim is to help stakeholders embed
social value creation at every stage of an urban
development, including its design, partner selection,
monitoring of project execution against agreed
objectives, and the establishment of a long-term
stewardship structure to maintain the project’s
vision of social value into the future.

It is also important to recognize that local
communities evolve and, as they do so, their
changing aspirations may require the original goals

of an urban development to be modified over

time. So projects are more likely to succeed if their
approach to embedding social impact balances a
well-defined vision with a degree of flexibility — for
example, by allowing for periodic reviews of social
needs and expectations. Collective ownership of
this vision and the process of realizing it may be an
important element in its ability to create social value
over the long term.

This playbook is a collection of knowledge and
best practices to date. Thanks are due to taskforce
members and wider contributors for sharing their
time and insights so generously. However, the work
is not complete. As practitioners around the world
continue to innovate, there will be new lessons

to learn. Taskforce members, contributors and
readers are invited to engage with this work and
help broaden the network and knowledge base

to support social value creation through urban
development globally.
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Stakeholder roles in social value creation

Appendix 1 summarizes the typical roles and drivers
that are inherent to organizations or professions
involved in urban development and looks at why
and how they affect social value creation.

Typical roles in urban development

The roles these actors play may change at different
stages of a project, especially in a large-scale,
complex, multistakeholder development.

Drivers for value creation

National/federal
governments

Local authorities

Governmental
agencies

Landowners
Lenders, investors

and investment
managers

Developers

Design professionals

Real estate
consultants

Contractors

Allocate funding
Provide infrastructure

Set out policies and regulations

Provide funding and/or land

Invest capital

Drive economic development

Set out local policies and plans

Carry out development management (planning)

Provide social services (e.g. health and social care,
education)

Provide funding and/or land
Invest capital
Implement policies, incentives and regulations

Build partnerships with private-sector organizations
(e.g. joint ventures)

Provide land for development

Finance development through lending, capital or equity
investment

Own and trade properties or debts

Manage properties often through property managers
Deliver development through sourcing finance
and coordinating a delivery team from planning to

construction

Sell development to investors, individuals or other entities
(e.g. businesses, local authorities)

Design buildings and places

Work with the developer to obtain planning permission

Provide advisory and agency services to the developer

Deliver development through construction

Economic growth and sustainability, fiscal
responsibility, social stability, addressing social needs
and political priorities (e.g. improved connectivity,
housing provision), implementing national policies

Addressing local heeds and political priorities,
economic growth, implementing local plans,
fiscal responsibility

Enforcing and implementing government policies,
often working closely with the private sector

Improving land value, creating tax incentives

Return on investment (ROI), sustainable income,
low risk exposure, reputation, sustainability/ESG
credentials and mandatory/voluntary sustainability
disclosure and reporting

Maintaining viability, meeting conditions for
lending/investment, speedy and successful
planning consent, reputation, meeting market
needs (uses, sustainability credentials e.g.
Leadership in Energy and Environmental Design
[LEED] or Building Research Establishment
Environmental Assessment Method [BREEAM])

Building legacy/reputation, developing relationships
with partner organizations

Securing contracts, developing partnerships, meeting
market demands, managing reputation

Securing contracts, risk management, reputation
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Stakeholder Typical roles in urban development Drivers for value creation

Marketing and
communications
consultants

Local residents and
future residents/
building users

Local businesses
and businesses
considering
relocation

Local institutions
(e.g. universities,
research centres,
hospitals)

Appendix 2

Support communication for planning

Support marketing of the development to prospective
buyers and tenants (individuals, businesses and
investors)

Engage in planning process through consultations
and shape the development to ensure local needs are
met, negative impact is minimized and long-term value
is created

Engage in planning process through consultations
and shape the development to ensure local needs are
met, negative impact is minimized and long-term value
is created

Engage in planning process through consultations and
shape the development to ensure local needs are met,
negative impact is minimized and long-term value

is created

Securing contracts, developing partnerships,
reputation and promotion

Personal interest, community benefits (e.g. job
creation), impact on local property value, disruption
of daily life due to construction, effect of increased
density, consequences for local economy, community
amenities and social infrastructure, impact on future
economic opportunities

Thriving economy, increased footfall in town centres,
proximity to skilled workforce, removing barriers to
entry (e.g. high rents, poor infrastructure, inefficient
locations and spaces)

Thriving economy, proximity to skilled workforce,
supportive infrastructure, international reputation
of the city in which they are situated

Potential users of the Social Value Playbook

— Planners: An urban planning department could
use this playbook to design a process for the
submission of community development plans.

— Practitioners: Built environment practitioners —
such as real estate developers, architects, urban
designers and contractors — could use this
playbook to build social value creation into their
work. As the stakeholders most responsible
for the majority of project implementation, they
need to consider the social value goals for other
stakeholders as well as their own. This playbook
can help the private sector meet its own goals
for social value creation, while recommending
methods to understand the needs of other
stakeholders and design solutions that meet
those needs.

— Investors: With an increasing number of
organizations focusing on impact investing,
investors that prioritize social value could use
the playbook to ensure social value creation.
They can use the playbook to manage risk
and steer the development process to meet
intended social value outcomes.

— Community members: Special interest groups
and non-profits could use this playbook to
communicate the needs of their communities and
propose solutions that generate social benefit for
more stakeholder groups. Community members
will find the tools relating to project visioning and
engagement of particular use. These tools can
be used to design a community engagement
process that is as effective as possible.
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Overview

 City-owned Land Disposition Framework
 Strategic Approach
* Lessons Learned
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Overview

« City Owned Land Disposition Framework (Appendix) (January
2024).docx



https://pub-kitchener.escribemeetings.com/filestream.ashx?DocumentId=15409
https://pub-kitchener.escribemeetings.com/filestream.ashx?DocumentId=15409
https://pub-kitchener.escribemeetings.com/filestream.ashx?DocumentId=15409

Land as a Strategic Asset

* Implements a major ambition of Council
« Ex: Make It Kitchener 2.0, Housing For All

« Stimulate a certain type of development
* Partner to develop a community asset
* Resolve an eyesore or liability
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Vision vs Reality

 You should always lead with vision and ambition...
but

...you are ultimately trying to solve a math problem.

* Will someone be willing to build it?
« Can a developer make a profit?
* What is their risk exposure?




Know Your Value

* What is the property worth?
 What is the state of the market?

« Can you run a positive proforma®?
* How much will it cost them to build?
* What can they sell it for (ex: residential units)?
« Can enough be sold?

* Do you have any leverage?
* Are there any encumbrances or risks?
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The Legion Building
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Designing a Process

* You're not just saying ‘yes’ to a proposal, you're also saying ‘no’
to others
 Selection Criteria is critical

» Objective is easy to score and defend
« Subjective is more challenging, but often where community value lies

* |f proposals don’t meet your expectations, retain the ability to
wait
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Closing the Transaction

* Development agreements are complex

* Due diligence period

* How will points of renegotiation be handled
* Development review and approvals

* Lesson learned = does the development review team and the
selection committee agree on expectations?
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Development & Ongoing Operations

« How will the developer be supported during development?
« What post-development obligations do you have?

* |If a partnership, have you outlined all of the operational
responsibilities of either party?
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A great strategy is equal parts
vision + facts

Cory Bluhm
Executive Director, Economic Development
City of Kitchener
Cory.Bluhm@kitchener.ca
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Purpose and
Overview of
Brownfield
Redevelopment

Definition and Importance

Brownfield redevelopment transforms contaminated or
underutilized land into safe, productive urban spaces, aiding
revitalization and investment.

Project Challenges

The Grand Trunk site requires addressing contamination,
regulatory compliance, and community expectations for
successful redevelopment.

Remediation Strategies

Modern remediation includes excavation and removal, in-situ
stabilization and/or containment, risk assessment and/or
engineered controls to ensure environmental safety and
approvals.

Municipal and Developer Roles

Understanding responsibilities of municipalities versus
developers is key in managing costs, design constraints, and
project timing.
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Key Questions

Modern
Remediation
Practices
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In-Situ Remediation Techniques

The most comment approach is excavation. Other
options, such as in-situ chemical stabilization and
bioremediation can reduce excavation and lower waste
disposal costs effectively under the right conditions.

Engineered Containment Systems

Geosynthetic covers and slurry walls provide long-term
containment to prevent contaminant migration.

Risk Assessment for Redevelopment

Risk assessments allow redevelopment with
administrative and engineering controls, minimizing full
contaminant removal.

Green Infrastructure Integration

Incorporating green infrastructure enhances stormwater
management and site resilience in remediation projects.
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Key Questions

Is Capping Alone
Sufficient?
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Common Component of Risk Management

Capping contaminated areas with clean soil or
engineered barriers is a common risk management
technique.

Limitations of Capping

Capping reduces direct exposure but does not address
groundwater contamination or vapour intrusion
effectively. Installation of a cap prior to development may
not make sense.

Need for Additional Measures

Groundwater containment, vapour mitigation, and
monitoring are essential to meet health and regulatory
standards.

Comprehensive Evaluation Required

Site-specific assessments determine if capping can be
part of a broader remediation strategy.
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Key Questions

Rail-Adjacent
Development
Constraints
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Geotechnical Challenges

Vibration and slope stability near rail lines require
reinforced foundations and specialized engineering
solutions.

Environmental Contamination

Sites near rail corridors often contain petroleum
hydrocarbons and metals, demanding thorough
environmental risk assessments.

Safety and Coordination

Safety setbacks and close coordination with rail operators
ensure regulatory compliance and minimize operational
conflicts.

Noise and Vibration Mitigation

Mitigation measures for noise and vibration must be
integrated into building design and land-use planning
near rail corridors.
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Key Questions

Municipal vs
Developer
Responsibilities in
Remediation
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Municipal Environmental Due Diligence

Municipalities handle baseline environmental
assessments and define high-level remediation strategies
to reduce liability and ensure regulatory compliance.

Developer Remediation Responsibilities

Developers manage site-specific remedial design,
construction cleanup, and long-term maintenance of
engineered controls like caps and vapour barriers.

Benefits of Role Clarification

Clear division of remediation roles increases developer
confidence, accelerates redevelopment, and safeguards
public interests.
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Key Questions

Site-Wide
Remediation

Before Marketing:

Pros, Cons, and
Costs
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City-Led Remediation Benefits

City-led remediation can potentially reduce buyer
uncertainty and increase property values, despite significant
upfront costs and logistical challenges.

Developer-Led Remediation Challenges

Developer-led remediation shifts financial burden but may
lower purchase prices and requires detailed environmental
data for assessments. However, it may be most efficient
(and cost effective) for remediation to be carried out in
conjunction with early construction stages.

Cost Factors in Remediation

Remediation costs depend on soil volume, depth,
groundwater treatment, and choice between risk assessment
or full cleanup.

Hybrid Remediation Model

A hybrid approach where the city handles assessment and
strategy, leaving cleanup to developers, balances cost and
marketability.
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Key Questions

Timing, Cost, and
Market-Readiness
Factors
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Project Timeline Influences

Environmental conditions and remediation strategies impact
project investigation, monitoring, and approval timelines
significantly.

Major Cost Drivers

Soil disposal, groundwater treatment, and site complexity are
key factors driving remediation project costs.

Market-Readiness Criteria

Completion of Phase | & Il ESASs, defined remediation
strategy, transparent risk communication, and clear RSC
pathway define market readiness.

Strategic Consultation Required

This question is normally addressed through a careful
understanding of the development objectives for the
property and a comparison of the relative differences
between selected remediation strategies that are potentially
applicable.
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This guidebook is the first in a new series developed for FCM’s new Leadership in Brownfield Renewal
Program (LiBRe) framework. It contains information needed to achieve the first step in the LiBRe process
framework: committing to action. FCM will produce a range of associated resources over the coming years.

This guidebook begins with an overview of basic brownfield concepts that are important to understand
before tackling brownfield sites, and moves on to the reasons and ways to support brownfield
redevelopment. Finally, it outlines what your municipality can do to commit to action.
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A brownfield is defined as an abandoned, vacant, derelict or underutilized commercial, industrial or

institutional property where past actions have resulted in actual or perceived contamination or threats
to public health and safety, and where there is active potential for redevelopment.

There are tens of thousands of brownfield sites across Canada — almost every municipality is home
to at least one. In fact, as much as 25 per cent of the Canadian urban landscape is contaminated
by previous industrial activities.

Redeveloping these sites is one of the most promising ways to promote the environmental, economic
and social health of communities. Many sites are found in prime locations with significant potential,
such as downtown cores or along major transportation routes and waterways. Despite this, brownfields
often sit idle for years as redevelopment is complicated by remediation costs, regulations,

liability concerns and other barriers.

Municipalities can help overcome these challenges with strategies and programs that facilitate
redevelopment. However, to do this effectively, municipalities need a good grasp of the issues
and the role local governments can play. This section provides an overview of:

A) Common brownfield types

B) The redevelopment process

C) Key challenges and decision drivers

D) Threshold sites

" Christopher A. De Sousa, “Urban brownfields redevelopment in Canada: the role of local government,”
The Canadian Geographer 50, 3 (2006): 392-407.
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A) Common brownfield types

Brownfields can be any size, from small, former gas stations to large chemical processing sites. However,

some of the more common types for municipalities are:

Smaller urban sites with previous uses like a gas Large waterfront properties
station or drycleaner

Medium to large industrial sites within the urban Medium to large urban sites with heritage
boundary buildings or other heritage considerations

B) Brownfield redevelopment process

Brownfield redevelopment can often take longer than greenfield development because more studies and
regulatory approvals are required. Complex and lengthy approval processes and the potential for discovering
unexpected contamination can also impact timelines and significantly affect a project’s financial viability.

Redevelopment of a brownfield site is completed in three main stages:
# Study: Perform environmental site assessments, determine the type and extent of contamination
(if any), set clean-up objectives, and develop a remediation or risk management plan.

# Rehabilitate: If studies confirm contamination, remediate the site or implement risk management
measures to achieve desired clean-up objectives, receive confirmation of compliance from
provincial/territorial authorities.

# Redevelop: Perform ongoing post-remediation risk management,

monitor the site, design and construct infrastructure.

It is important to note that this is a simplified overview of the brownfield redevelopment process.
Each of these steps is described in greater detail in FCM’s Brownfield Roadmaps

/4/

105


https://www.fcm.ca/home/programs/green-municipal-fund/brownfield-roadmaps.htm

106

C) Key challenges and decision drivers

Development always has risks, but brownfield redevelopment risks, may be compounded by high costs

and the uncertainty of environmental assessments, clean-up, liability, regulatory approvals and potential
community opposition. Developers may have limited financing options necessitating either access to upfront
capital or bridge financing at relatively high interest rates. To offset these challenges, developers often seek
higher rates of return for brownfield projects than for lower-risk projects. If local market conditions prevent
developers from achieving a targeted rate of return, a site will sit idle unless the municipality intervenes to
make redevelopment attractive. In this case, the property is considered a threshold site.

D) Threshold sites

These are properties that would not be developed under normal market conditions unless appropriate
incentives are offered. A significant proportion of brownfields are threshold sites.?

Non-threshold sites either have a positive value or negative value:

® Positive value sites may be redeveloped under normal market conditions due to high land values
or strong market demand. Incentives are not necessarily needed. The municipality’s role is to
facilitate and to ensure provincial/territorial regulations have been followed.

® For negative value sites, no level of municipal incentive will be enough due to high remediation
costs or insufficient market demand.® Municipal options include working with other orders of
government to secure funding for remediation or infrastructure and public amenity projects that
will stimulate demand for future redevelopment.

The ability to identify threshold sites and take appropriate action is key for municipalities wishing to
revitalize their brownfield sites. There are several questions to consider when identifying potential threshold
sites, such as:

What are the anticipated levels of site contamination and the cost of remediation?*

Is the property in a strategic or high-profile location?

Have assessment values been increasing?

Has there been population and job growth in the area?

Have there been recent public or private investments in infrastructure and redevelopment nearby?

Do adjacent property uses support redevelopment here?

¢ ¢ ¢ ¢ o o -

Is the community ready for development of this brownfield?

It is also crucial to determine what end uses and densities can be supported by the real estate market.
These considerations must be weighed against the municipality’s redevelopment goals and the development
community’s level of interest, experience and expertise.

2 Ministry of Environment. “Brownfields and Brownfield Redevelopment.” The Province of British Columbia, Aug. 2007. Web. Dec. 2014.
3 Ibid.

4 Screening sites for moderate contamination can be done by assessing their past uses through a Phase | Environmental Site
Assessment (ESA). Cost savings can be achieved by conducting Phase | ESAs on multiple sites at once.
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Success stories from across Canada demonstrate that brownfield redevelopment generates significant
benefits and that failing to take action comes with considerable risk.

-omic benefits

# Stimulating local business
# Increasing tax revenue

# Increasing property values
L

Driving development
in adjacent areas

# Leveraging private investment

¥ Using existing infrastructure
(sewer, water, roads)

-I benefits

Improving public health and safety
# Revitalizing neighbourhoods

# Enhancing community aesthetics
and pride

# Creating potential for new housing,
community infrastructure and
public spaces

v ¢ ¢ ¢ - -
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Reducing environmental risks

Improving air, soil and water quality
on and off-site

Reducing urban sprawl and related
greenhouse gas emissions

Preserving agricultural land by reducing
pressure for greenfield development

Reduced property values

Blighted neighbourhoods

Poor local development and investment
Unpaid taxes

Under-utilized infrastructure

Urban sprawl and pressure on
greenfield land

Environmental damage on- and off-site
Contaminated soil and groundwater
Public health and safety risks

Liability issues

lllegal dumping, vandalism and crime

Higher enforcement and policing costs



In the absence of a strong real estate market, brownfield redevelopment will rarely occur unless the
municipality works to level the playing field between brownfields and other available sites. Developers
must often decide relatively quickly whether or not to redevelop a site. A decision to go ahead is more
likely when a municipality has created a supportive climate and offers a suite of incentives that addresses
redevelopment barriers.

Modest effort and financial investment by a municipality can increase the profit potential of a brownfield,
thereby encouraging its redevelopment. Given the considerable benefits generated by brownfield
redevelopment, the return on investment for the municipality can be significant.

To realize these benefits, a municipality must implement measures to reduce capital costs and uncertainties.
These measures also increase the project’s potential and can include:

Lowering development charges

Providing site assessment and remediation grants or loans

Reducing municipal administrative and user fees

Changing the site zoning to a higher land use (“up-zoning”)

Reducing parking requirements

Streamlining and fast-tracking approval processes

Writing letters acknowledging municipal funding to help developers secure other financing

v ¥ ¥ v v ¥ v @

Providing loan guarantees

Municipalities should develop a brownfield strategy that identifies priority sites, outlines obstacles to
redevelopment and recommends measures to overcome them. Developing and implementing such
a strategy will take time, resources and a formal commitment to take action.




As discussed, municipal leadership is essential to bring brownfield sites back to productive use.

The first and perhaps most important step is having your municipality commit to supporting
brownfield redevelopment by:

A) Increasing your understanding

B) Building internal awareness and commitment

C) Establishing brownfield redevelopment as a municipal priority

D) Forming an interdepartmental team

A) Increase your understanding

While you do not need to know all of the intricate details related to brownfield redevelopment, you should
have a high-level understanding of remediation and redevelopment and the role municipalities can play.
At this point, it may also be helpful to compile an informal list of known brownfields in your community.

Many provincial governments and organizations like the FCM and the Canadian Mortgage and Housing
Corporation have resources to help municipalities and other stakeholders. Reviewing best practices
and case studies is a great way to learn about successful programs, projects and approaches.

You can also set yourself up for success by speaking with peers in municipalities that are actively
redeveloping brownfields. You can learn first-hand what worked, what didn’t and why. Keep in mind,
however, that every brownfield, as well as every community, is unique. Ensure success by employing
strategies adapted to your local context.

Brownfields Sustainability Snapshot #® A Practical Guide to Brownfield
Redevelopment in Ontario

i - # Brownfields Showcase Il: Opportunities
Sustainable remediation web portal in Our Own Backyard

»
¥ Brownfield roadmaps
»
L)

FCM Sustainable Communities Awards # Financing a Brownfield Project
winner videos and case studies

) # Municipal Financial Incentives
¥ GMF webinars for Brownfield Redevelopment

#® GMF case studies

¥ A Citizen’s Guide to Cleanup Technologies -
Technology Fact Sheets

# Brownfield Redevelopment for Housing
in Canada — Case Studies

# Remediation Technologies Screening
Selection Matrix
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http://www.fcm.ca/Documents/tools/GMF/Brownfields_snapshot_en.pdf
http://www.fcm.ca/home/programs/green-municipal-fund/brownfield-roadmaps.htm
http://www.fcm.ca/home/programs/green-municipal-fund/funding-sectors/sustainable-remediation.htm
http://www.fcm.ca/home/awards/fcm-sustainable-communities-awards.htm
http://www.fcm.ca/home/events/past-webinars-and-workshops/brownfields.htm
http://www.fcm.ca/home/programs/green-municipal-fund/funded-initiatives.htm
http://www.mah.gov.on.ca/Page223.aspx
http://www.cmhc.ca/en/inpr/su/sucopl/sucopl_004.cfm
http://www.clu-in.org/products/citguide/
http://www.frtr.gov/matrix2/section3/table3_2.pdf
http://www.mah.gov.on.ca/AssetFactory.aspx?did=9590
http://www.mah.gov.on.ca/AssetFactory.aspx?did=4860
http://www.mah.gov.on.ca/AssetFactory.aspx?did=4995
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B) Build internal awareness
and commitment

Obtaining buy-in from decision-makers is crucial to secure
financial and human resources for brownfield initiatives.
Raise awareness about the benefits and challenges of
redevelopment among municipal staff and council to foster
a common understanding about brownfields’ effect on the
community and what your municipality can do to help.

While the benefits and risks of brownfield redevelopment
are many, your municipality’s elected officials and senior
administration may be particularly interested in economic
benefits, risks associated with inaction, and financial and
administrative implications. Concrete examples will help
build your case. If citizens have expressed concerns
about particular properties, these examples, too, will help.

Municipal staff will want to know specifically how brownfield

redevelopment supports their own departmental objectives,
such as public safety, neighbourhood revitalization or economic development. The departments with
interests in brownfield redevelopment usually include planning, public works, transportation, legal affairs,
finance and economic development. Their commitment will be essential to forming an effective brownfield
team (discussed below).

FCM'’s website includes case studies of brownfield projects that resulted in significant economic, social and
environmental benefits for Canadian municipalities. Use success stories like these to start a solution-oriented
dialogue with municipal officials and to build excitement and momentum for redevelopment projects.

C) Make brownfield redevelopment a municipal priority

Once you have obtained buy-in from your elected officials, senior administration and colleagues from key
departments, your municipality is ready to formalize its commitment through an official planning or strategy
document. The commitment signals to municipal staff, local developers and landowners that brownfields are
a municipal priority and the municipality is ready to take leadership in driving redevelopment.

# City of Cambridge, ON, Official Plan

;T% Greyfield and brownfield sites will be revitalized through intensification,
LIRS redevelopment and/or the adaptive reuse of existing buildings in accordance

CAMBRIDGE
1 gt ere with the policies of this plan.
CiT¥ G .
LANGLEY # City of Langley, BC, Downtown Master Plan

The Downtown area redevelopment provides an opportunity to bring nature
Downtown and “green” the streets as well as clean up incidences of soil
contamination because of past commercial and industrial activity.
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# City of Calgary, AB, Municipal Development Plan

Facilitate the availability of competitively priced, easily serviceable and
! TC”E/CA'IVEFG ARY developable land for residential purposes, including opportunities for
Py seninga ety brownfield development ... Encourage the remediation and redevelopment of
brownfield sites ... Underutilized commercial and brownfield sites accessible
to the Primary Transit Network should be redeveloped over time, where
feasible, as mixed-use and/or employment intensive sites.

#® The City of Cornwall, ON, commits to an “infill and brownfield

cornwall

ONTARIO CANADA redevelopment strategy” in their 2013 — 2015 Strategic Plan.

D) Form an interdepartmental team

With an official commitment in place, your municipality
is ready to prepare for substantive work such as
conducting a brownfield inventory and developing

a brownfield strategy. An interdepartmental team with a
wide array of skKill sets is needed to spearhead this work.

The team should meet regularly to share updates, discuss
and resolve issues, develop requests for proposals, streamline
processes and develop or update policies and programs.

The size and makeup of the team will vary among
municipalities but should include personnel normally
involved in planning, reviewing and approving
development projects, and in communications

or marketing.

Brownfield team members usually come from the
following departments:

Planning

Finance

Legal or risk management
Real estate

Economic development

¢

L]

L]

# Building or public works
»

*

# Roads and transportation
L

Communications and marketing
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Effective brownfield teams often also include a council champion to raise awareness and obtain buy-in from
local residents. This person can start a dialogue with the community, generate public support and create
excitement about potential redevelopment projects.

It is also helpful to have a team member who has a basic understanding of common remediation approaches,
when they are used and their cost and land-use implications. This member can offer insights on realistic uses
for your local brownfields and cost-effective remediation strategies.

Depending on the number and complexity of brownfields in the community, it may be appropriate for
your municipality to designate a brownfield coordinator who has expertise to lead all municipal brownfield
initiatives. Municipalities with such positions include the cities of Sarnia, ON; Kingston, ON; Edmonton, AB;
and the Region of Waterloo, ON.

5 Kania, John, and Mark Kramer. “Collective impact.” Stanford Social Innovation Review 1.9 (2011): 36-41.

/n/
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The benefits municipalities can reap by returning sites to productive use are many. Though it may be
tempting to wait until urgent liability or citizen concerns arise, municipalities will benefit by being proactive.
Making a formal commitment to support brownfield redevelopment lays the groundwork for strategic

interventions that will focus efforts on priorities and maximize the benefits to residents.

With a formal commitment made, your municipality will have completed Step 1 of FCM’s LiBRe framework
and will be ready to tackle the next steps:

l‘ Understand the landscape: Conduct a brownfield inventory, determine regulatory

—— obligations and policy options, and identify key stakeholders.

C;\’ Build partnerships: Enhance relationships with pertinent local organizations, financial

— institutions, developers, regulators and other organizations, and create a community
brownfield advisory group.

)

o Devise a strategy: Develop a strategy and programs to encourage redevelopment.
'(“)‘ Promote programs and opportunities: Build awareness by creating a communications
—— plan and promotional materials and by participating in or hosting local events.

’? Manage programs and projects: Administer your municipal brownfield programs,

A5 and facilitate the redevelopment of local properties.

HE Evaluate, improve and celebrate: Assess and ensure ongoing improvement of policies
\_', and programs, and celebrate your successes.

$ Stay tuned for more resources from FCM'’s
Green Municipal Fund that will help support
your progress every step of the way.

/12/
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FEDERATI RATION
OF CANADIAN CANADIENNE DES
MUNICIPALITIES MUNICIPALITE

FCM’s Green Municipal Fund (GMF) is your brownfield clean-up partner and much more. Whether your
organization is a municipal government, a municipally owned corporation or a private-sector partner,
GMF can help get your brownfield projects moving with funding and knowledge resources.

GRANTS GRANTS LOANS LOANS + GRANTS

(up to $175,000) (up to $175,000)

+ Sustainable + Phase Il ESAs * Site remediation * For eligible capital
nelghbourhood « Risk assesments « Risk management projects in the energy,
action plans . ) transportation, waste

* Risk management/ * Interim use - renewable e nctor

¢ Community brownfield

: remedial action plans energy generation on a
action plans

« Field tests brownfield site

The GMF advantage

Let the GMF advantage help you revitalize your brownfields, overcome market barriers and create new
economic opportunities. GMF offers attractive financing on a cost-reimbursement basis. Unlike most

other funders, GMF offers loans at the remediation stage. Find out about innovative financing methods,
such as using municipal incentives like tax increment financing (TIFs) as loan security. GMF funding
can be combined with other funding programs (e.g. federal and provincial) and applications are
accepted year-round.

GMF can also connect you with a network of brownfield experts and resources and share lessons
learned from other projects.

To apply for funding or learn more about GMF, visit www.fcm.ca/brownfields or contact us
at 1-877-997-9926 or gmf@fcm.ca.


mailto:gmf@fcm.ca
http://www.fcm.ca/brownfields
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LOOKING AHEAD: WORKSHOP #?2
FEBRUARY 26, 2026 | 10:00-1:00

PURPQOSE: Workshop #2 will build on the foundation established in Workshop #1 by applying
the shared concepts to Stratford-specific options and decision points for the Grand Trunk Site.
The goal is to help Council understand the options, trade-offs, and implications that will inform
upcoming management reports and Council decisions anticipated in March/April. This is a
workshop only; no decisions will be made.

TOPICS FOR WORKSHOP #?2: The workshop will focus on the questions Council has
raised to date. The agenda will reflect the discussion and questions that emerge from Workshop
#1, along with the information Council will need as decisions and directions come forward in
March/April.

Anticipated topics include:

e Overview of recent Council direction (including Ad Hoc Committee recommendations and
key decisions)

Analysis of facility options, including YMCA & SPL scenarios

Findings about the existing building and superstructure

How this project connects to other City priorities like housing and asset management
Financial and partnership models available to the City

Decision pathways ahead, including the market expression of interest process planned
for summer 2026
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