Management of the Master Plan

Chapter Six

The preceding principles and compo-
nents set out the conditions whereby
new development can occur. Such
devdopment should occur dowly and
incrementdly  within the recommended
framework. Trandation of the objec-
tives into finished projects requires
severd further steps, however, and the
find section sets out more detailed
management  principles for the admin-
igration of proposed development.
This is not intended to be a datic
document but one that conditutes a
dynamic guide to the management of
the University’s buildings and property.
A well-defined process of implementa
tion is an essentid concomitant of the
Plan and should be guided by the fol-
lowing principles and procedures.
6.1 DEVELOPMENT PRINCIPLES
In consgdering the range of develop-
ment proposas, land uses and devel-
opment mechanisms discussed  above,
the Universty needs more specific
development principles to guide its
decisons. The key principles are out-
lined below.
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6.1.1 Maintenance of Universty Control
over the Property Asset

The property of the University is tredt-
ed herein as a public trust and a long-
term endowment for the furtherance
of academic gods. In this respect the
University is not a conventiond red
edtate developer since both its purpos
es and longevity are unique.

The Universty has indicated a pref-
erence for retention of freehold owner-
ship of dl of its properties. However, it
has acknowledged that there may be
circumstances whereby the develop-
ment of an otherwise desrable project,
in full compliance with dl other
Magter Plan criteria, may be contin-
gent upon the sde of smal portions of
Universty lands. The Universty wish
es to be able to judge the leasehold/
sdle issue on a case-by-case basis. Land
sale must, however, be an exception
and affect a minority of land disposa
decisions.

The recommendations, therefore,
are sructured so as to assume lease-
hold, while permitting land disposd
under exceptiond circumstances only.
Any sdes of Universty land mugt
receive prior gpprova by the Board of
Governors following presentation to
the Senate, for informetion and the
opportunity to provide advice. All sdes
of land must be subject to perfor-

mance and reversonary clauses. Any
deviations from these policies must
receive the approva of the Board.

Disposd and digribution of funds
from sde will be controlled by the
Universty adminigtration and Board
of Governors and will comply with the
terms contained herein. Any lands
consdered for disposd must be sub-
ject to a detailed sector plan, as with
dl other Universty devdopment. This
should dso ensure that the University
retains ownership of al lands adjacent
to the South Campus. While the pri-
macy of leasehold must be respected,
its impact on the requirements and
imperatives of the development mar-
ket place must dso be recognized.
Egablishing a bdance between the
corflicting gods of the Universty
and the red edate market will often
be difficult.

In summary, the fdlowing prind-
ples should be followed:

. genedly, the Universty should avoid
disposing of land but instead should
offer long-term leases. At the same
time, however, it must be recognized
thet such a policy will sgnificantly
reduce the real edtete ettractiveness of
development on the North Campus,
paticularly for early devel opment
parcels



all long-term leases must contain per-
formance clauses with respect to con-
gruction and other relevant matters

the University may sell lands only
under exceptiona circumstances. Re-
purchase clauses to guarantee perfor-
mance and to offer the Univerdty
rights of first refusal must be included
in all such sales. Any such sales must
receive prior approval of  the Board

6.1.2 Maintenance of Control over
Development Qudlity

The University's best red edtate
response to the drictures of land lease-
hold will be to ensure the maintenance
of very high standards of development
on the North Campus. The vaue of
this location will continue to incresse
with urbanization of the surrounding
aea The inherent attractiveness of the
sStes present and future environment
will be a powerful red estate atribute.
The Universty must therefore ensure,
both in long-term leases and in
covenants on title in the case of sde,
that development is of the highest

standard. The North Campus should
foder a predtigious image as the high-
et qudity development in the Region.
It must do so since it will not be adle
to compete with less redrictive, “for
sd€’ locetions esewhere.

6.1.3 Research and Development
Linkages to the Universty

The Universty should encourage
devdopment which can initiate the
potentia for tranfer of knowledge
between Universty research activities
and the private sector. Those links
should be actively promoted and
encouraged through the furthering of
socid and informa contact as wel as
through more forma connections to
the Universty. Formd linkages, or
cearly-defined bendfits for the
Universty, between the Universty and
ste users on the North Campus
should be a requirement of any deve-
opment proposdl.

It should be stressed that research
and development activities and related
office use are seen as the most desir-
able uses for the North Campus.
Implementation of the Plan should be
monitored to ensure achievement of
this god and dructures established to
foster the highest degree of integration
with rdevant dements of the
Universty.
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6.2 DEVELOPMENT CONTEXT

6.2.1 Development Currently Proposed

The University does not intend to
undertake mgjor expanson of its fadl-
ities, nor will it add major
new Faculties such as Law
or Medicine. It has no cgpi-
tal building plan a this
time but responds instead
to departmental needs, as
identified by individud
depatments from time to
time. Funding is provided from private
fund raisng or, in the cae of some
sudent facilities, from additions to
dudent fees. Provincid funding is cur-
rently contingent upon a minimum
contribution by the Universty of one-
third of the project cost.

Severad smdl projects have been
identified on the South Campus for
congtruction over the next decade, con-
tingent upon funding. These indude a
new hbuilding for Engineering and
Eath Sciences, and an extenson to
Hagey Hdl of the Humanities for the
School of Accountancy. A recent stu-
dent referendum proposed to con-
sruct a Student Centre, possbly next
to the Physcd Activities Complex and
the Campus Centre. Small additions

The University should encour-
age development which can ini-
tiate the potential for transfer
of knowledge between
University research activities

and the private sector.

have dso been planned for severd of
the Church Colleges (Renison, Conrad
Grebd and St.Paul’s).

On the North Campus, an exten-
son is planned for the Optometry
building, pending funding, and a sec-
ond phase of the Columbia
Lake Townhouses has been
identified. No other
Univerdty expansion is pro-
posed, dthough proposas
have been made for a com-
mercid golf course dbutting
Laurel Creek and for a bus-
ness pak in the southeast quadrant.
The Hewlett Packard property is
intended to be developed as a research
and development facility, but no deve-
opment proposas have been forthcom-
ing and there are strong indications
that the land may never be required in
full by the company.

In summary, most Universty deve-
opment will condg of smdl additions
or individud buildings, within build-
ing programs largely prepared by the
faculty, staff and students who will use
the new space. The trend towards both
student-financed and privately-fund-
raised projects appears to be wel-
esablished and likely to continue in
the face of reduced public funding.
This trend will, however, dlow "made
in Universty of Waterloo” solutions,
some of which may be prototypical



projects which can attract public and
privete contributions. Ultimatdy, the
proposed development of parts of the
campus will supply income for use by
the University in a wide range of cgpi-
tal and operating budgets.

6.2.2  MarkeContext

A suggested development program for
the first sector on the North Campus
has been outlined in the Implementa:
tion Report #. Otherwise, in advance
of a full devdopment program, it is
difficult to prepare more than an out-
line andyds of the market potentid of
al the Universty lands. The Magter
Plan covers a very long period of time,.
. however, and development can he
expected to occur over severd market
cycles. In this broader context, a wide
range of uses has been examined and
attempts have been made to ensure
that no obvious potentid users or mar-
kets have been ignored. It is evident
that the campus is large and varied
enough to accommodate a wide range
of uses and to meet a variety of objec-
tives. In conaultation with the
University, however, a preiminary
development scenario for the North
and South Campus lands has been
prepared. It is based on the following
assumptions:

) land is primaily held by the
Uuaiversity;I$ long-term leases

I development will occur dowly, over
severd market cycles

absorption is conservatively assumed
to be two tofive acreslyear, but would
rise as more uses are permitted

As the assumed land digposd method
in the Magter Plan, the University’s
preference to retain land ownership
affects the lands absorption and deve-
opment potentid, especidly in the
Kitchener-Waterloo market. The
requirement for longterm land lesses
as opposed to sde will reduce land vd-
ues (due to decreased marketability
and use redrictions) by a leest five to
ten percent, with further discounts for
shorter leases-While the residentia
market is modt'affected by leasehold,
a leadt fifty percent of the non-res-
dentiad market would reect leasehold,
epecidly if leases are for less than gg
years. In summary, while leasehold
completely meets the University objec-
tive of retaining full control, it entals
a dgnificant sacrifice by redricting the
available market for Univerdty lands.
By contrast, the disposal option of
sde of land with redrictive covenants
involves much less sacrifice in market

ing overall development
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and financid terms and retains some
Universty control  through reverson-
ay dauses. Although such restrictions
dampen the market somewhat, the
extent is unlikey to exceed five percent
of the land price and can even he seen
as an incentive by dabiliz-

qudity. The Universty
should congder this form
of land disposd, dthough it
should he awere of the diffi-
culty in land sdes of con
tralling timing or re
aquigtion codts, or in deter-
mining use of the funds from sde.

As a further option, the University
may aso consder becoming its own
developer, either done or in partner-
ship. While this entails the most man-
agement involvement and risk, it could
dso generate the highest direct finan-
cdd retun. The Universty might con-
sider this approach for new entrance
buildings on the South Campus,
preferably within a joint venture/
partnership.

In summary, while leasehold is the
preferred land digposal method, devel-
opment of the campus lands must he
baanced with other Universty and
municipa objectives and must he seen
a a long-term undertaking.

In summary, most University
development will consist of
small additions or individual
buildings, within building pro-
grams largely prepared by the
faculty, staff and students who

will use the new space.

623 Potential Land Uses

Within this long-term  framework,
development should occur in phases,
bridging over severd market cycles
Although full deveopment of the cam-
pus lands is envisaged, it is
posshble that, pending more
detailed  environmental
andyss the Universty may
decide to hold portions of its
lands in permanent use for
research purposes, in addi-
tion to those dready includ-
ed as pat of the Laurd
Creek environmental reserve. These
additiond lands could he used for per-
meculture, providing food and materi-
a products for University use, as a
by-product of their research function.
It is recommended that, following the
environmental  audit of the campus
lands, a comprehensive land manage-
ment plan he prepared for these
parcds and dl lands within the envi-
ronmental  reserve.

In any long-range development
plan, there mugt he provison made for
interim use of lands intended for even-
tud redevelopment. Prdiminary envi-
ronmental analyss of the Laurd Creek
watercourse  suggests that dternatives
should he explored to growing corn on
the North Campus lands. Current



culturd practices may be a dgnificant

factor in leves of dltation and chemi-
cd pollutants now entering Laure
Creek. Alternative uses could include
more intensve horticulture, such as
market gardens or nurseries, which

pollute less and offer some prospect of
economic return. On an interim bads,

some new surface parking should be
provided to replace parking lost
through development on the South
Campus. It is recommended that an

interim land management plan be pre-

pared for those parcels, following the

environmental  audit of campus lands.

The long-term redevelopment pro-
posds illudrated indicate a mix of
land uses within compact, urban

neighbourhoods centred on the Laurd

Creek resarve. A mix of severd land

Universty
new Faculty buildings
Laurd Creek environmental reserve

on-gte research centres (integra with
the environmenta reserve)

outdoor laboratory space

outdoor and indoor recrestion space

. remote paking (interim)

Universty officeslibrary/bookstore
(as pat of mixed-use redevelopment
along Columbia and Universty)

Research and Development

a“campus’ .. research and develop-
ment uses, located within the south-
east quadrant of the North Campus
and related to the adjacent University
and indugtrid lands

the campus has good market poten-
tid, but the R&D market is highly
competitive

land lease is a Sgnificant disncentive
many organizations may regard links

to the University as a bonus rather
than the key attraction .. the land

Housing

resdentia neighbourhoods, associated
with the University and located next
to the Laurel Creek environmenta
resawe

units are medium densty (low-rise
gpatment and townhouse form) and
are predominantly non-profit, intend-
ed for University students, faculty
and daff

some low- to medium-density market
housing could be built is sold)
as part of one neighbourhood

higher densties offer higherfinancid
return per acre, even under leasehold,
however, demand may be slower than
for other housing forms

uses appears to be feashble as the foun-
dation for a wide range of potentid
devdopment programs. The following
is a prdiminary outline of the probable
characterigtics of each land use within
an overdl, mixed-use deveopment:
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Recreation

proposals have been made for munici-
pa or private recregtion fecilities,
including a commercid golf course

potentid exigs for municipa partici-
pation in developing public recregtion
fecilities (eg., an aguatic centre)
adjacent to the exiging University
athleticfacilities on the North Campus

acommercid golfcourseis not recom-
mended. Analysis of similar develop-
ments indicates that they tend to be
land intensive, restricted to members
only and require alevel Of  landscape
maintenance which could be incompat-
ible with the environmenta objectives
of the laurel Creek resewe; even as an
interim land use, they preclude public
and University access to the lands and
may require subsidy

Institutional

private or public schools are possible,
epecidly if related to adjacent resi-

dentid neighbourhoods, but they are
land intensive (usudly requiring a

leest five acres)

hospitals have been proposed, but
they are dso land intensive and,
since the Universty does not intend
to have a Medica Faculty, they are
lesslikely to be well rdated to the
rest ofthe campus

demand for indtitutional uses is diffi-
cult to forecast, since it does not follow
market trends, and the University
would be under pressure to provide the
land a less than market vaue

Office and Retall

some potentia exists for offices, espe-
cidly in asociaion with such other
uses as research and development, but
they will not be amgjor land use

leasehold aso a disncentive

retall potentid is restricted to
Neighbourhood Commercid sewing
the North Campus, since a mgjor
regiona shopping centre is not feasible
or compatible with the Master Plan

retall would be integra with other
land uses (i.e., no srip malls would be
permitted)

retail appearsto be most feasbleasa
street-related use in new, mixed-use
buildings adong the Columbia and

Hotel

+ thereis clear market potentia, but
withfinancid  condraints

« reduced demand due to the number Of
competing Stes in the Kitchener-
Weaterloo areais dfst somewhat by
the attractive campus centre and
potentid spinoffs from the Univerdty

« hotel combined with a conference cen-
tre is also best for University purposes,
providing needed meeting space and
hospitdityfacilities

In summary, a mix of these uses, built
over time in response to University
needs and market conditions, is the
most appropriate form of development
on campus lands.



6.3 DEVELOPMENT MECHANISMS

631 Development Management

It is not recommended that the
Universty edtablish a University
Development Corporation at this time,
The University's development objec-
tives of dow, incrementd growth and
leasehold development do not warrant
the gaffing commitment that such an
organizaion entails. Ingead, and in
the short term, the activities of the
Universty of Waerloo adminigration
should be expanded to undertake ini-
tid management of campus develop-
ment.

In the long term, condderation
could be given to the credtion of a
development corporation but one
which should not require a large
bureaucracy. For example, the
Universty could edablish a “shdl”
corporétion in order to separate the
devdopment functions from the pri-
mary academic and adminidtrative
activities. This development corpora
tion may be required for long-term
development and management of the
red edate asst, even if most actua
development functions are directed
towards private sector or other public
sector implementation agencies, but it

should & least initidly utilize exising
adminigrative  gaff.

For planning of new development,
it does not appear to be necessary for
the University to egtablish the postion
of Universty Planner. The levd of pro-
posed development activity does not
warrant this, and the Department of
Plant Operations can undertake any
necessxry technicd and adminidretive
work. Ingtead, planning and urban
design consultants can undertake
detailed development sector dudies,
assd in sdection processes for design
conaultants for individud projects, and
undertake municipal approvds, as
required.

632 Aset Management

All actions taken to preserve and
enhance campus lands should follow
the principles of estate management.
As a long-term landowner, the
Universty mugt manage its land asset
in a prudent fashion. The following
principles should underlie dl deci-
sons on land lease or sde.

The financid merits of each deve-
opment proposa should be assessed
againg the long-term opportunity cost
of the land. As a yarddtick, the
University should use locd red edae
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vaues for particular uses and should
monitor prices on a regular basis. Sites
should not be disposed of for less than
these vaues (whether by lease or sde)
unless there is a demongrable, direct
compensdting  benefit for the
University.

Deveopment of campus lands
should proceed at an expeditious pace
in order to obtain the return the lands
are capable of producing. However,
development progress should be man-
aged so as to avoid inappropriate risk
to the Universty and to reflect the
cydlicdity of the red estate market.

Projects requiring long-term  finan-
cid commitments but which do not
offer secure returns should be avoided,
even though such returns may be
high. The pace of development should
increase or decrease in keeping with
market trends so that development
quality and pricing are not compro-
mised during market downturns.

Obtaining the highest and best use
for land not required for Universty
purposes should be a general objec-
tive. However, this objective should
not override other Plan principles.
Uses must be compdible with the
environmental  orientation and  should
not compromise the overdl objective
of high qudity development. Subject

to these and other considerations con-
tained herein, the objective should be
to enhance the vaue of campus lands
through prudent long-term asset man-
agement.

6.33 Detaled Sector Plans

Prior to undertaking any development
proposal on the North or South
Campus, the Universty should com-
misson the preparation of a detailed
sector plan. This plan should include
the proposed project site and its con-
text, in order to fully andyze the
impact of new development and to
ensure that the project is wel integrat-
ed with its surroundings and con-
tributes to the Master Plan objectives.
As outlined in Chapter Five, each sec-
tor plan should include detailed deve-
opment and design guiddines. It
should dso incdude detaled servicing
and traffic impact sudies. The sector
plan forms the basis for a proposd call
for the design and devdopment of the
project and provides the background
materid required to accompany the
subsequent  development  gpplication to
the municipd authorities.



6.4 ‘PLANNING AND DEVELOPMENT

MANAGEMENT

proposals to be considered, prior to
find goprovad of ther funding.
The recommended process is as

641 Universty Deveopment

The mgority of this deveopment will
be located on the South Campus and
will invave infillwithin an exiging
built setting. Particular care must be
aken to ensure compatibility of new
devdopment with exiding buildings
and patterns of use. In order to do

this, al development proposds from
within  Univerdty depatments, the
Church Colleges and the adminigtra-
tion should be scrutinized  first by
adminigrative daff of the Universty
and then by the apprapriate commit-
tees of the Board of Governors and
Senate; specifically, the Board of
Governors  Building and Properties
Committee and the Senate Long Range
Planning Committee. Since the Plan is
a living document and not a datic one,
there should be staff who are respons-
ble for its day-to-day interpretation and
goplication. Such ongoing responsibil-
ity for the Plan should be handled by
the Depatment of Plant Operations,
aded by externa consultants, as
aopropriate.  This management and
review process will ensure adherence
to the recommendations of this Plan
and provide a consgtent basis for

judging the potentid impects of Al

follows:

In order to accommodate minor
changes within the objectives of the
Pan, the Building and Properties
Committee should continue to operate
within its current minimum project
size limit (i.e, capitd budgets of
$500,000.00 or more) below which no
review is required.

New development proposals should be
predicated on a preiminary develop-
ment program, prepared by the users of
the proposed development and the
sponsoring University agency. Once a
development program is anticipated, a
detailed sector plan for the proposed
site or sites and their surroundings
should be prepared, as recommended in
Section 6.3.3, in order to set the context
for development. Sector plans should
only be prepared in response to an
actualy anticipated development pro-
posa. They should also be discussed
informally with staff of theCity and
Region prior to proceedingfurther with
the development proposal, in order to
identify and resolve any outstanding
issues relating to the University’s and
the municipdity’s planning objectives.
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The Committee should also be con-
cerned about the qudity of proposas
submitted. To help ensure a high qua-
ity of design, the Committee should
consider requiring a selection process
fararchitects and landscape architects
to be retained on al major proposas.
The process should consist of some
form ofcompetition, rangingfrom
open, internationd juried procedures
to locdl, invited cals farproposd. All
such “competitions’ should be based
on the preiminary development pro-
gram and the development guidelines
contained in the sector plan.

Once a selection has been made, a pre-
liminary design and detailed develop-
ment program should be prepared
based on the exigting Officid Plan
and Zoning By-law provisons for the
South Campus, It is strongly recom-
mended that these designs be discussed
informally with City and Regiond
g&ff prior to beingpresented to the
Building and Properties Committee
and the Senate Long Range Planning
Committee. Any requested changes
would be referred back to these
Committees for final approval.

Once approved by these Committees,
the Universty adminigration should
make forma application to the appro-

priate municipa and other public
agencies for their approvd .. the pro-
posed development. The administra:
tion should be responsible for under-
taking the development proposal and
overseeing approval and con-
gruction. In the case .. development
involving the Church Colleges, the
Universty adminigration shdl moni-
tor al phases of proposal and develop-
ment.

6.4.2 Non-University Development

The mgority of this development will
be on the North Campus and will
involve private development of
University lands. This process requires
firm devdopment guiddines for the
private sector and a more complex
municipad agpprovas process for most
non-University land uses. All propos
as should be subject to the review
process outlined above, and should be
discussed with the appropriate munici-
pa authorities a the stage of prepara
tion of a sector plan (i.e,, prior to a
proposal cal which will lead to the
forma submisson of a development
goplication).



In the case of as-of-right applica-
tions, this process will ensure that the
University, the private developer and
the public agencies have the opportu-
nity to resolve any outsanding issues
beforehand. In the case of land uses
not incuded in the current Officid
Pan and Zoning By-law, the review
process and the preliminary discus
sons can form the firgd gep in the
more comprehensive municipd Plan
and By-lav amendment process
required to implement such proposals.

643 Changing the Master Plan

This process assumes that dl develop-
ment in the future will be capable of
being accommodated within the rec-
ommendations of the Mader Plan. It
aso assumes as a matter of course that
dl development should be compatible
with the City and Regiond Officid
Plans. Should Stuations arise where
this is not the case, any changes to the
Magter Plan should be discussed and
goproved by the Building and
Properties and Senate Long Range
Panning Committees, prior to
gpprova by the full Board and Senate,
and prior to discussion with the appro-
prigte  municipa authorities.  Since
most development for Universty pur-

poses is dlowed as-of-right within the
exiging Officdd Pan and Zoning By-
law provisons, however, it is not antic-
ipated that problems will arise over
development proposals which the
Universty will be making to meet its
own needs. For non-University devel-
opment, however, the more compre-
hensve discusson process outlined
above should be anticipated as being
required, including prior consultation
with municipd  offidds.

It is dso assumed, however, that
the Master Plan should be reviewed by
the Building and Propertties and
Senate Long Range Planning
Committees on a regular bads in
order to ensure tha it matches con-
temporary needs and conditions. The
suggedted review period is five years.
Any changes would be approved by
these Committees and by the Senate
and Board, prior to discusson with
municipd  authorities.

Presented to the Senate October 21 and November

18, 1991, and March 16, 1992.

Presented to the Board of Governors October 1,
1991. Approved at the Board of Governors' meeting
April 7, 1992.
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