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Executive Summary  
This report includes recommendations to meet a growing housing need in the City of Elkhart over 
the next five years. A market study conducted by Zimmerman Volk Associates in 2017 as part of 
the Elkhart River District Plan found that there was a 4,980-unit housing deficit in the City of 
Elkhart. Even though there are several large mixed-use developments currently under 
construction in the City, new residential dwelling units – whether apartments or for-sale homes – 
have been sparsely built over the last few decades. The objective of this project was to identify, 
design, and implement strategies to promote the creation of new housing units in the City of 
Elkhart. Our findings and tools are organized into the following four focus areas: 

FOCUS AREA 1: HOUSING SUPPLY 

The goal of this focus area is to pursue targeted construction projects that meet the current and 
future housing needs of the City of Elkhart’s residents:  

1. Support infill construction of housing units that allow medium density while also 
maintaining the original character of the neighborhood.  

2. Encourage the restoration and sale of existing homes built after 1978. 
3. Weigh the costs and benefits of restoring homes built before 1978 and if financially 

feasible, acquire, renovate, and sell these homes. 

FOCUS AREA 2: POLICY AND REGULATIONS 

The goal of this focus area is to remove key regulatory barriers to construction in the City of 
Elkhart. Our recommendations are to: 

1. Rezone a few strategic large single-family lots to support denser housing types (duplexes 
and quadplexes) in accordance with market study at eight units per parcel maximum. 

2. Create and staff a nonprofit housing corporation to administer soft second mortgages and 
other financial resources. 

3. Pursue standardized and expedited permitting within the City. 
4. Commission an architect to design pre-approved blueprints for historic neighborhoods 

within the City of Elkhart, which would standardize the historic approval process. 

FOCUS AREA 3: EDUCATION 

The goal of this focus area is to market housing opportunities to current and future residents in 
the City of Elkhart. Our recommendations are to: 

1. Plan a historic parade of homes alongside the existing parade of homes in Elkhart County.  
2. Utilize a targeted neighborhood marketing campaign.   
3. Facilitate homebuyer programs and classes.  
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FOCUS AREA 4: FINANCING 

The goal of this focus area is to work with a variety of partners and stakeholders to meet the 
financial gap in providing 4,980 dwelling units. Our recommendations are to: 

1. Support modular construction methods in near downtown neighborhoods. 
2. Provide developer subsidies, including a building permit waiver, sewer tie-in subsidies, 

and discounted City-owned land. 
3. Provide incentives or utility credits towards new construction or rehabilitation projects 

within targeted Elkhart neighborhoods. 
4. Apply for funding from the Federal Home Loan Bank (FHLB) Community Investment 

Partnership fund. 
5. Facilitate a multibank consortium to provide mortgages above the appraisal value of 

homes in the Neighborhood Revitalization Strategy Areas (NRSA). 
6. Create a soft-second mortgage program.  

This document contains the initial Elkhart Housing Strategy Roadmap and five-year plan to meet 
the current housing needs in the City of Elkhart. The next steps after this strategy are to begin 
implementation of key tools and to gain fundraising partners. Upon successful revitalization of 
the State and Division Neighborhood, it is our vision that this strategy would be replicated in other 
near downtown neighborhoods. To view the comprehensive document with appendices and 
templates, please contact the City of Elkhart, Department of Community & Redevelopment.   
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Introduction
A market study conducted by Zimmerman Volk Associates in 2017 as part of the Elkhart River 
District plan found that there was a 4,980-unit housing deficit in the City of Elkhart.  
Understanding the need to encourage the construction of new housing units in the City of Elkhart, 
the City of Elkhart Redevelopment Commission retained enFocus over a yearlong project to 
identify barriers to new construction, then design and implement strategies to address the 4,980-
housing unit shortage within the City. Further, this project designed replicable pilot strategies that 
could potentially be implemented in both near Downtown Elkhart neighborhoods and other 
communities within the region. Over 80 stakeholders were interviewed and engaged in this 
project, including those from City Council, the Elkhart Historic and Preservation Commission, the 
Redevelopment Commission, residents, financial institutions, not-for-profits, representatives from 
the development and building community, appraisers, realtors, and City of Elkhart staff.  

Combining best practice research and input from four expert committee meetings, one community 
housing meeting, 24 City of Elkhart meetings, and 42 interviews, these findings and 
recommendations are organized into four focus areas: housing supply, policy and regulations, 
education and outreach, and financing.  

First, the implementation plan outlines key steps to be taken within the four focus areas.  The 
subsequent chapters provide a detailed roadmap of the steps to be taken in each focus area. 
Background and methods of the housing strategy are outlined in the last chapter.  Finally, 
appendices with more extensive financial analyses and other resources are provided at the end 
of the report. 
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IMPLEMENTATION AND DELIVERY PLAN 

This section presents an implementation and delivery plan, which outlines how the four focus 
areas will be operationalized and how the projected 4,980 housing unit need will be met. Further 
details and clarifications are presented in subsequent sections of this document, as identified in 
the various captions. Figure 1 summarizes each focus area. 

 
 

   

 Focus Area 1: 
Housing Supply 

Focus Area 2: Policy 
and Regulations 

Focus Area 3: 
Education and 
Outreach 

Focus Area 4: 
Financing 

Elkhart’s economy is 
strong; however, 
economic growth is 
constrained by a lack 
of housing units across 
the price spectrum. 
The City of Elkhart 
should invest in the 
construction of new 
and the rehabilitation 
of existing rental and 
homeowner units.  

Existing policies and 
regulations can inhibit 
the construction of 
diverse housing types 
being built. Using 
information from 
interviews and 
community surveys, 
the City of Elkhart 
should support 
revisions to regulations 
that will make 
construction more 
attractive.  

The City of Elkhart and 
the greater Elkhart 
community offer 
several amenities and 
programs that have 
low visibility to the 
general public. Many 
of these programs are 
not widely utilized and 
leveraged to their full 
extent. The City of 
Elkhart should focus 
on educating its 
residents and realtors 
on new and existing 
programs that benefit 
owners, tenants, and 
neighborhoods. 

A lack of capital 
investment is the 
largest barrier to 
meeting the housing 
need in Elkhart. The 
City of Elkhart should 
support and facilitate 
the creation of new 
financial partnerships 
to provide diverse 
housing to its 
residents. 

 

Figure 1. Four focus areas and the summary of the City of Elkhart's goals
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FOCUS AREA 1: HOUSING SUPPLY 

Even though there are several large-scale mixed-use developments currently under construction 
in the City’s River District1 , new residential dwelling units have been sparsely built over the last 
few decades. Though 1,000 housing units are projected to be constructed over the next two 
years, there is still a need for several thousand additional housing units that can only be met with 
a targeted housing strategy. Table 1 compares two implementation plans. The first scenario 
shows projections using historical rates of construction and the second scenario shows units to 
be constructed if this housing strategy is implemented. On the current track, approximately 1,808 
housing units would be constructed in the City of Elkhart over the next five years (Table 1). 
However, if the housing strategy is implemented, the City can expect approximately 4,980 
housing units over the next five years (Table 1). Appendix J contains all the data and assumptions 
that were used in the current and future housing projections.  

  

                                            
1 Jeff Speck et al., “Elkhart River District Implementation Plan: Spring 2018,” River District, June 6, 2018, 76. 
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Table 1. Current and future housing unit numbers to meet the 5-Year Market Need in the City 
of Elkhart 

Current Land 
Use 

Number of 
Existing 

Units 
Allocated 

Strategy 

Number 
of 

Future 
Units 

Reference 

Vacant existing 
housing units 0 

Rehabilitate and update 
approximately 87 

single-family homes 
that were built after 

1978 

87 

US Census 
American FactFinder 
“Selected Housing 
Characteristics”, 
2017. Vacancy 

Status. 

Vacant existing 
housing units 

0 
 

Dispose 213 
substandard single-
family homes and 
rebuild new homes 
(Based on individual 
lead and structural 

assessment)  

213 

US Census 
American FactFinder 
“Selected Housing 
Characteristics”, 
2017. Vacancy 

Status. 

Vacant rental 
properties 0 

Restore and update 
existing rental 

properties that are 
vacant within the City 

boundaries 

879 

US Census 
American FactFinder 
“Selected Housing 
Characteristics”, 
2017. Vacancy 

Status. 

Vacant residential 
parcels 0 

Pursue new infill 
construction of 223 
single-family homes 

223 
City of Elkhart GIS 

Data as of April 
2019 

Vacant residential 
parcels 0 

Pursue infill 
construction of 90 

vacant parcels 
containing 

approximately 8-unit 
apartments 

720 
City of Elkhart GIS 

Data as of April 
2019 

Tax delinquent 
residential houses 0 

Rehabilitate and update 
approximately 117 
single-family homes 
that were built after 

1978 

117 
City of Elkhart GIS 

Data as of April 
2019 

Tax delinquent 
residential houses 0 

Dispose 197 
substandard single-
family homes and 
rebuild new homes 

197 
City of Elkhart GIS 

Data as of April 
2019 
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Current Land 
Use 

Number of 
Existing 

Units 
Allocated 

Strategy 

Number 
of 

Future 
Units 

Reference 

(Based on individual 
lead and structural 

assessment) 

Tax delinquent 
residential houses 0 

Dispose and rebuild 8-
unit condominiums or 

apartments on 92 
single-family tax-

delinquent lots that 
were built before 1978 
(Based on individual 
lead and structural 

assessment) 

736 
City of Elkhart GIS 

Data as of April 
2019 

Historically 
predicted 

construction 
471 

Support future 
construction of large-lot 

subdivisions in city 
suburbs 

471 

City of Elkhart 
Building Permit Data 

(between 2012-
2018) 

Stonewater at the 
Riverwalk 

by Flaherty and 
Collins 

200 Support current 
construction 200 

Elkhart River District 
Implementation 

Plan 

Martin’s mixed-
use neighborhood 

center by 
Flaherty and 

Collins 

154 Support current 
construction 154 

Elkhart River District 
Implementation 

Plan 

Future river 
district housing 

(excluding 
Stonewater at 
Riverwalk and 

Martin’s Center) 

625 Support current 
construction 625 

Elkhart River District 
Implementation 

Plan 

Hidden Lake 
Reserve 

Community and 
Golden Pond 
Community 

103 Support current 
construction 103 

Allen Edwin Homes 
both located in 

Elkhart, IN 

Former Alick’s 
home medical lot 

condos 
21 Support future 

construction 21 
Elkhart Truth (2019) 
and City of Elkhart 

Redevelopment 
Commission 
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Current Land 
Use 

Number of 
Existing 

Units 
Allocated 

Strategy 

Number 
of 

Future 
Units 

Reference 

Foxfield Estates 234 Support future 
construction 234  

Total housing 
units 1,808 

Total housing units 
after implementing 
housing strategy 

4,980 

Total Market Potential = 4,980 Housing Units 
Housing Projection Met 

Note: Homes built by or before 1978 need to be evaluated on an individual basis for lead 
contamination.  

 

FOCUS AREA 2: POLICY AND REGULATIONS 

Several policy-related barriers to housing development were noted during expert committee 
meetings and resident interviews. These barriers include: 

• Inefficient process for obtaining building permits and approval  
• Spot-zoning that prevents multifamily units from being built 
• High costs of obtaining or repairing utilities to a site 
• Small number of nonprofit housing providers able to develop construction projects 

throughout Elkhart County 

The following actions are recommended to address policy-related barriers noted above: 

1. Provide incentives or utility credits towards new construction or rehabilitation projects 
within targeted Elkhart neighborhoods. 

2. Rezone a few strategic large single-family lots to support denser housing types (duplexes 
and quadplexes) in accordance with market study at eight units per parcel maximum. 

3. Create and staff a nonprofit housing corporation to administer soft second mortgages. 
4. Pursue standardized and expedited permitting within the City. 
5. Commission an architect to design pre-approved blueprints for historic neighborhoods 

within the City of Elkhart, which would standardize the historic approval process. 

FOCUS AREA 3: EDUCATION AND OUTREACH 

Using community feedback and financial information from the City of Elkhart Redevelopment 
Commission, it became apparent that there are perceived barriers to moving into the City of 
Elkhart. These include: 

• A communication gap between the already existing housing resources within the City of 
Elkhart and the residents’ knowledge of them.  

• A negative and sometimes unsupported perception of owning and maintaining a historic 
home and living in a historic neighborhood.  
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• Varying perceptions of safety in the neighborhood. 

To encourage current and future residents to purchase and move into homes in the City of Elkhart, 
we recommend the following tools: 

1. Plan a historic parade of homes alongside the pre-existing parade of homes in the Elkhart 
County. This would allow future homebuyers to be exposed to the grandeur and potential 
of owning a restored historic home. 

2. Utilize a targeted neighborhood marketing campaign. This would allow current and future 
residents of neighborhoods to feel pride and have a distinct neighborhood identity, thus 
verbally marketing the neighborhood.  

3. Facilitate homebuyer programs and classes. This would allow residents to personally 
interact with City staff and local financial institutions to learn about current and future 
home buying and renovating opportunities within the City. 

FOCUS AREA 4: FINANCING 

To facilitate the construction of additional housing units needed to meet the 4,980-unit deficit, 
the housing recommendations will require a combination of creative financial sources, including 
federal grants, local grants, loans, and innovative construction methods. Every stakeholder 
interviewed during this process noted finances as a key barrier to housing development in the 
City. More specifically, these barriers include: 

• High costs of maintaining a historic home when non-historic materials are less expensive 
• Increasing construction material costs in the American economy 
• Increasing costs of construction labor due to the labor shortage 
• Low home-value appraisals in neighborhoods where no similar comparables are present 

In Appendix C, there are over 50 tools that can be utilized to meet and lower the financial hurdle 
of providing more housing. The scope of this housing strategy was the State and Division 
Neighborhood as a pilot. Using expert committee feedback, a feasibility matrix, and multiple 
iterations, we recommend the implementation of 13 financial tools to provide the suggested 
housing mix in the State and Division Neighborhood. The financial gap is present due to low 
appraisals of homes in the neighborhood. Table 2 shows the funding sources to meet the financial 
gap of $1.9 million, based on the recommended housing mix in the State and Division 
Neighborhood. The first section of the body of the document presents the phasing and timing to 
apply to these funding sources, as not all are necessary immediately from the beginning of 
implementation.  
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Table 2. Summary of financial source and amount required to implement the housing strategy 
amounting to nearly $2 million. 

Allocation of Funds Funding Amount 

Soft Second Mortgages $335,000 

Developer Subsidies $198,730 

Above Appraisal Mortgages $821,000 

Innovative Construction Methods $163,392 

Lead Abatement  $30,000 

Historic Restoration  $50,958 

Employer Assisted Rental Housing Fund $271,000 

Federal Gap Financing Towards New Construction $100,000 

Total $1,970,080 

 

CONCLUSION 

This document contains the initial Elkhart Housing Strategy Roadmap and 5-year plan to meet 
the housing need present in the City of Elkhart. Next steps after this strategy are to begin 
implementation of key tools and to secure funding sources. Upon successful revitalization of the 
State and Division Neighborhood, it is our vision that this strategy would be replicated in other 
near downtown neighborhoods in the City of Elkhart.  
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IMPLEMENTATION TIMELINE AND METRICS 
This section provides both short-term and long-term timelines for implementing the housing 
strategy (Tables 3 and 4). This section also contains various metrics for quantifying successes 
and failures (Table 5). Examples of metrics include:  

• Number of new units built 
• Number of new residential building permits applied for 
• Number of lots rezoned 
• Number of people served by homeowner purchase program 
• Number of financial institutions involved in partnership 
• Amount of funds committed to future homebuyers 

IMMEDIATE PRIORITY ITEMS 

There are many steps required to begin the housing strategy, but by far, priority is given to the 
financial tools. Majority of these tools require fundraising and applications, potentially requiring 
years to be fully implemented. For this reason, we recommend developing the financial tools 
below beginning with those required in all phases and then progressing towards phase five in 
year five.  
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Table 3. Financial tools required for the implementation of the various housing strategy phases, 
sorted by the phase in which the tool is required. Tools required in all phases should be prioritized 
first and then Phases 1-5 in that order. 

All Phases Phase I Phase II Phase III Phase 
IV 

Phase V 

Below Market 
Land Cost 

(Appendix C.15) 

Sewer Fee 
Subsidy program 
(Appendix C.2) 

Pre-approved 
historic blueprints 
(Appendix C.26) 

Multibank 
consortium for 
gap financing 

(Appendix C.28) 

Local Grant for 
Soft Second 
Mortgages 

(Appendix C.11) 

Incentive 
Program to Cover 

Acquisition of 
Property 

(Appendix C.2) 

City of Elkhart 
Building Permit 
and Application 

Fee Waivers 
using CDBG 

(Appendix C.12) 

Modular 
construction 

(Appendix C.30) 

Federal Home 
Loan Bank 

(FHLB) 
Community 
Investment 
Partnership 

Loan (Appendix 
C.29) 

Modular 
construction 

(Appendix C.30) 

Federal Home 
Loan Bank 

(FHLB) 
Community 
Investment 

Partnership Loan 
(Appendix C.29) 

Modular 
construction 

(Appendix C.30) 

Home Lead 
Abatement Grant 
Provided Using 

CDBG (Appendix 
C.5) 

Indiana 
Landmarks 

Demonstration 
Home and Grant 
(Appendix C.31) 

 

None Modular 
construction 
(Appendix 

C.30) 

 

 

  



  Implementation Timeline and Metrics 

 

13 

 

5-YEAR TIMELINE 

Because the housing strategy has four focus areas, it is vital also to present how these four focus 
areas and their various tasks interact.  In addition to phasing the strategies for the State and 
Division Neighborhood, hypothetical steps are also presented for a future neighborhood such as 
Sterling East. 

Table 4. Timeline and Focus Areas of Housing Strategy Implementation Plan 

Focus Areas 
FY 
19-
20* 

FY 
20-
21* 

FY 
21-
22* 

FY 
22-
23* 

FY 
23-
24* 

Housing Supply 

Acquire Land for City of Elkhart Land Bank      

Hire or secure a grant to obtain a local 
architect  to design historically approved 
blueprints of infill homes for the State and 
Division Neighborhood 

     

Pursue New Construction in the State and 
Division Neighborhood      

Conduct Neighborhood #2 Housing 
Assessment and Community Survey      

Pursue Neighborhood #2 New Construction      

Pursue State and Division Street Rehabilitation      

Pursue Neighborhood #2 Rehabilitation      

Conduct Future Neighborhood Housing 
Assessment and Community Surveys      

Policy and Regulations  

Commission Pre-Approved Blueprints of 
historic neighborhoods in the City of Elkhart      

Provide incentives or utility credits towards 
new construction or rehabilitation projects 
within targeted Elkhart neighborhoods using 
TIF, CDBG, or other resources  
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Focus Areas 
FY 
19-
20* 

FY 
20-
21* 

FY 
21-
22* 

FY 
22-
23* 

FY 
23-
24* 

Rezone key single-family lots in the State and 
Division Neighborhood to support duplexes 
and quadplexes 

     

Rezone key single-family lots in Neighborhood 
#2 to support duplexes and quadplexes      

Create and staff a nonprofit housing 
corporation, by potentially partnering with an 
existing nonprofit 

     

Pursue standardized and expedited permitting 
within the City of Elkhart      

Education and Outreach 

Facilitate a historic parade of homes        

Utilize neighborhood marketing campaign for 
target neighborhood      

Facilitate homebuyer programs and classes in 
partnership with local organizations (such as 
financial institutions to utilize services 
provided by a multibank consortium and 
housing nonprofit) 

     

Fundraising 

Work alongside local financial institutions to 
create a multibank consortium to provide 
funding for housing projects in NRSA areas 

     

Explore relationships with the Elkhart School 
system to create a housing program and 
revolving loan capital fund 

     

Explore relationships with employers to create 
a housing program and revolving loan capital 
fund 

     

Secure grant or other funding to provide soft-
second mortgage financing      



  Implementation Timeline and Metrics 

 

15 

 

*Indicates the fiscal year begins on July 1 and ends on June 30 of the following year 

 

METRICS 

This section presents the metrics for quantifying the successes and failures of the implementation 
plan and the various tools. The metrics are grouped by the focus groups, then each focus group 
contains 2-3 action steps and 1-2 metrics that can be used to quantify the behavior of the action 
steps today and in the future. 

 

Table 5. Metrics and methods for quantifying progress during implementation of housing 
strategy. 

Focus Area Metric Current 
Value 

(2019) 

Future Goal 
(2025) 

Source 

Housing Supply 

Preserve and 
restore existing 
owner-occupied 
housing stock 

Number of existing 
homeowner-units 
preserved; 
decrease in the 
number of home 
disposition; U.S. 
Census vacancy 
data; Residential 
alteration building 
permits 

3,025 vacant 
homes or lots 

1,000 vacant 
homes or lots 
or 
approximately 
20% year 
over year 
decline in 
vacant lots 

Current Value: 
U.S. Census 
American 
Community 
Survey (ACS) 

Increase the 
supply of infill 
construction for 
homebuyers 

Number of new 
units built; number 
of new residential 
building permits 
applied for 

2 new 
residential 
permits per 
year in the 
City of Elkhart 

5 new 
residential 
permits per 
year in the 
City of Elkhart 

Current Value: 
City of Elkhart 
Building 
Department 

Increase the 
supply of rental 
housing units in 
the City of Elkhart 

Number of new 
rental units built; 
number of existing 
homes converted 
to rental units 

354 rental 
units (under 
construction) 

2,255 rental 
units or 
approximately 
44% year 
over year 
growth 

Current Value: 
River District 
Implementation 
Plan; Future Goal: 
Zimmerman and 
Volk, 2017 
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Focus Area 

Metric Current 
Value 

(2019) 

Future Goal 
(2025) 

Source 

Policy and Regulations 

Provide incentives 
and financing 
toward 
infrastructure and 
site upgrades by 
the City (such as 
$7,500 for water 
main) 

Funds provided to 
developers in 
subsidies; number 
of units built with 
those subsidies; 
number of 
contractors 
assisted 

0 Projects 15 projects or 
approximately 
72% year 
over year 
growth 

City of Elkhart 
Department of 
Public Works 

Rezone to lightly 
densify large lots 
in neighborhoods 

Number of lots 
rezoned 

0 lots 25 lots or 
approximately 
90% year 
over year 
growth 

City of Elkhart 
GIS Data 

Create nonprofit 
housing 
corporation 

Number of 
homebuyers 
supported through 
program 

0 homebuyers 
participating 
in program 

45 
homebuyers 
or 
approximately 
215% year 
over year 
growth 

N/A – This 
program does not 
exist yet 
 

Education and Outreach 

Continue to offer 
City of Elkhart 
homebuyer 
assistance 
program 

Number of people 
served by 
homeowner 
purchase program 

0 completed 
applications 
per year 

10 completed 
applications 
per year or 
approximately 
60% year 
over year 
growth 

City of Elkhart 
Redevelopment 
Commission 
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Focus Area 

Metric Current 
Value 
(2019) 

Future Goal 
(2025) 

Source 

Continue to 
market the City of 
Elkhart 
Rehabilitation 
Assistance 
Program 

Number of people 
served by 
homeowner 
rehabilitation 
program 

15 
homeowners 
(received 
grant since 
1995) 

65 
homeowners 
(received 
grant since 
1995) or 
approximately 
35% year 
over year 
growth 

City of Elkhart 
Redevelopment 
Commission 

Market the 
neighborhood to 
improve 
perception 

Number of homes 
bought in the 
neighborhood 
since marketing 
campaign; unit 
value of land 
appraisal;  
neighborhood 
factor (NF); 

$0.25/ square 
foot unit value 
of land for 
homes in 
State and 
Division 

$1.00/square 
foot unit value 
of land for 
homes in 
State and 
Division 

Elkhart County 
Assessor 

Financing 

Facilitate 
multibank 
consortium 

Number of 
financial 
institutions 
involved in 
partnership; 
number of 
homebuyers that 
receive above-
appraisal 
mortgages; 
amount of funds 
contributed 
towards housing 

0 financial 
institutions 

5 financial 
institutions 

N/A – This 
program does not 
exist yet 
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CONCLUSION 

This section presents the timeline for the housing implementation strategy and concrete metrics 
to measure performance in each of the four focus areas: housing supply, policy, education, and 
financing. Even though all four areas are vital for the success of the strategy, we recommend 
prioritizing the financial tools implementation due to the length of time to gather partnerships 
and complete funding applications.   

 
Focus Area 

Metric Current 
Value 

(2019) 

Future Goal 
(2025) 

Source 

Facilitate 
revolving loan 
capital fund for 
housing 

Number of 
employers 
committed; 
number of housing 
units built by 
employers 

0 employers 5 employers N/A – This 
program does not 
exist yet; seek 
funding from 
major employers, 
grants and other 
funding sources 
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FOCUS AREA 1: HOUSING SUPPLY PLANNING 
APPROACH 
This section includes maps of the proposed housing growth in the State and Division 
Neighborhood. The City of Elkhart currently owns 13 vacant lots and one vacant home is owned 
by a local community housing development organization in the State and Division Neighborhood. 
Architecturally, the State and Division Neighborhood has the following characteristics: 

● National Historic District Designation with homes built between 1868-1930 
● Dominant architectural styles of homes include Italianate, Queen Anne, and 

Bungalow/Craftsmen 
● Prevalent building materials include brick, wood, and limestone 
● Existing historic homes are predominately 2-story, approximately 2,000 square feet in 

area      
● Large porches are a distinct feature to the homes 

Figures 2 and 3 are prime examples of infill homes built within the same context of the State and 
Division Neighborhood architectural characteristics. Pre-approved blueprints could be made that 
represent townhomes, apartments, or single-family units (as seen below) where each could be 
stylistically similar but architecturally different. 

  
Feedback from the residents of the State and Division indicated a desire to maintain the current 
density of the neighborhood to not overwhelm the current parking situation and to fit the historic 
town-like nature of the neighborhood. Based on the feedback obtained from the charrette session, 
three massing exercises, and parallel work with the market study, the following housing plans 
were developed. The charrettes included three plans, each with increasing density. For example: 

● Charrette A: All market-rate single-family for-sale homes 

 
Figure 2. Historic infill homes on Page Street in 
Historic Williamsburg, VA. These homes are built 
within the craftsmen style. 

 

 

 
Figure 3. Historic infill homes on Page Street in Historic 
Williamsburg, VA. These homes are built within the 
craftsmen style. 
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● Charrette B: Majority market-rate single-family homes for-sale and two market-rate rental 
duplex townhomes 

● Charrette C: 50% market-rate single-family homes for sale, 40% townhomes for sale, and 
10% rental workforce housing quadplexes 

Option C is recommended because housing distribution is diverse enough to meet the market 
study, but it is still able to maintain the historic integrity of the State and Division Neighborhood. 
Expert committee feedback suggested focusing on three to four homes per year as a reasonable 
number, so the project was recommended in five phases, with each phase indicating one year. 
The first site plan is an overall plan showing the geographic location and physical addresses for 
the available properties. The next map illustrates the phases, followed by maps for phases 1-5, 
with each phase taking an entire page. 

Each suggested housing blueprint was found online at Family Home Plans’ website. The selling 
price (in bold blue font) is based on the market potential as forecasted in the 2017 Zimmerman 
and Volk study.   It is acknowledged that the selling price of the homes is higher than what is 
currently built in the State and Division Neighborhood, but if the market study is accurate, the 
forecasted neighborhood renewal should fit the selling price of the homes in the future as the 
neighborhood is redeveloped. Market rate estimates from the 2017 Zimmerman and Volk study 
were validated by receiving construction quotes from local builders on specific housing plans. The 
price of housing units on the site plans could be reduced if the square footage of housing units 
are decreased. The breakdown of the following values are as follows: 

● Weighted average price of rowhouse is $187,500 and average of $164 per square foot 
● Weighted average price of townhouse is $257,000 and average of $173 per square foot 
● Weighted average of apartment is $1,112 per month and average of $1.49 per square 

foot 
● Assumed that a single-family home was similar to a townhome and priced at $172 per 

square foot 
● Assumed that a historic restoration was $80 per square foot 
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SITE PLAN  

Available Lots for Development in the State and Division Neighborhood in Elkhart, IN 
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Phasing P lan for development in the State and Division Neighborhood in Elkhart, IN 

 



  Focus Area 1: Housing Supply 

 

23 

 

Phase 1 Proposed Housing in the State and Division Neighborhood in Elkhart, IN  
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 Phase 2 Proposed Housing in the State and Division Neighborhood in Elkhart, IN  

 

 

 

  



  Focus Area 1: Housing Supply 

 

25 

 

Phase 3 Proposed Housing in the State and Division Neighborhood in Elkhart, IN  
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Phase 4 Proposed Housing in the State and Division Neighborhood in Elkhart, IN  
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Phase 5 Proposed Housing in the State and Division Neighborhood in Elkhart, IN  
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FOCUS AREA 2: POLICY AND REGULATIONS 
This section describes the policy and regulatory changes that are recommended to support the 
construction of diverse housing units in the City of Elkhart. These tools were first developed in 
the initial expert committee meeting through a conversation using Post-Its and broad categories 
whereby the participants were asked to provide, in their own words, barriers to housing 
development in the City of Elkhart. Then, after a series of follow-up interviews, the barriers were 
grouped into various categories and the second expert committee meeting ranked them on their 
ability to have an impact on housing development. Many of those tools and barriers have been 
mentioned in other sections, thus, this section includes those broader policies and regulatory tools 
that could alleviate some of the barriers to housing in the City. 

The first category includes tools that would strengthen the vision and identity of neighborhoods 
and include: 

• Creating a vacant properties task force.  
• Declassifying petty crimes from violent crimes (e.g. stolen trashcan requiring police 

report). 

The second category includes tools that remove specific barriers to housing construction in the 
City of Elkhart, and upon which our main recommendations are based. These include: 

● Rezone a few strategic large single-family lots to support denser housing types (duplexes 
and quadplexes) in accordance with market study at eight units per parcel maximum 

● Create and staff a nonprofit housing corporation to administer soft second mortgages and 
other financial assistance. 

● Pursue standardized and expedited permitting within the City. 
● Commission an architect to design pre-approved blueprints for historic neighborhoods 

within the City of Elkhart, which would standardize the historic approval process. 
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FOCUS AREA 3: EDUCATION AND OUTREACH 
This section describes the marketing portion of the tools that are required to implement the 
housing strategy. The goal of marketing the neighborhood is to attract both residents and 
builders, because neither opportunity will come without the other.  

These suggestions were gathered from resident feedback as well as feedback from expert 
committee members who have experience working with residents. These tools promote greater 
cohesion and clarity among the residents and various stakeholders in the City of Elkhart and 
include: 

• Increasing the visibility and perception of the City of Elkhart school system. 
• Hosting community events where residents can get to know the city staff and develop 

relationships. 
• Creating communication channels with realtors to convey and verify common 

neighborhood goals, identity, and assets. 
• Promoting community policing initiatives and improved resident relationships with the 

Elkhart Police Department. 
• Providing a crime heat map to dispel myths or perceptions of crime in the neighborhood.  
• Providing an inventory of all the assets of a neighborhood (restaurants, entertainment, 

and art). 
• Highlight the walkability of Downtown Elkhart neighborhoods with tools such as a walk 

score.2  

Two prominent barriers that dissuade residents from moving into the State and Division 
Neighborhood are the perception of the costs associated with historic designation and lack of 
neighborhood identity. Thus, we recommend focusing on these two categories specifically in the 
implementation of education and outreach first by historic education and second by marketing 
the neighborhood. 

HISTORIC DESIGNATION EDUCATION 

Historic districts exist around the United States. There are several communities within the State 
of Indiana, particularly Indiana Landmarks partnered communities, and outside the state such as 
San Antonio, TX and Boston, MA that serve as model cities for promoting and preserving historic 
homes. Below is a list of 14 tools that other communities have implemented to promote their 
historic neighborhoods: 

● Receivership and Restoration (Appendix C.27): Cleveland Restoration Society (CRS) 
became the receiver of a historic shaker house. CRS oversaw the restoration and then 
sold the home for over $1 million.  

● Rehabbers Club: San Antonio, TX has a rehabbers club with the goal to build and 
support a network of do-it-yourselfers, craftsmen, contractors, historic homeowners, 
realtors, and residents. Activities in the rehabbers club include networking, training, and 

                                            
2 Walk Score (2019). https://www.walkscore.com/ 



  Focus Area 3: Education and Outreach 

 

30 

 

certification. The goal of the Rehabbers Club is to support members in the rehabilitation 
process, but not to flip houses to make a profit necessarily.  

● Realtor Training: The San Antonio Office of Historic Preservation offers continuing 
education credits to realtors. They share important information and resources equipping 
realtors to become Historic House Specialists and know how to effectively sell historic 
homes.  

● Historic Home Parade or Fair: This tool is prevalent throughout the US and is a way 
for residents, contractors, local businesses, architects, and preservation experts each year 
to attend hands-on workshops, and learning sessions. 

● Guided Tour: The Office of Historic Preservation San Antonio offers a series of guided 
running and walking tours throughout the year highlighting historic neighborhoods.  

● Printed Hardcopy Book: The City of New Orleans published and printed a book available 
to purchase online, entitled City of New Orleans Historic District Landmarks Commission 
Design Guidelines. It is both a reference and a coffee table book. The goal of a printed 
hardcopy book would be to increase awareness and to provide a hardcopy set of historic 
regulations. If produced by a local nonprofit or entity, proceeds could go towards grants 
from the nonprofit.  

● Pre-Sale Inspections: The New Orleans Historic Districts Landmark Commission (HLDC) 
performs pre-sale inspections for sellers, buyers, and real estate agents to ensure that all 
parties involved in the transaction are aware of historic violations on the property before 
purchasing. 

● Frequently Asked Questions Brochure: The Beacon Hill Historic District Commission 
in Boston has a frequently asked questions brochure on what a historic district is and how 
interested persons can learn about the history of buildings. The document is entitled Living 
in a Historic District: A Guide for Beacon Hill Homeowners. 

● Approved Contractor List: The Boston Edison Historic District in Detroit has an online 
list of contractors who specialize in historic windows, boilers, electrical, refinishing, interior 
design, masonry, real estate. There is a similar software for historic homes in Washington, 
D.C. presented by the DC Preservation League. 

● Online DIY videos: The Kansas Historical Society has window repair, sustainability, 
energy efficiency, and barn rehabilitation videos on YouTube.  

● Blog (online or in a magazine): Charleston, SC publishes a magazine and posts on historic 
home maintenance such as the article titled: Important Beginner’s Guide to New Home 
Maintenance: Part Two, Outside the Home published by New Homes Charleston. 

● Historic Residential Exterior Rehabilitation Program: The City of Scottsdale, AZ 
has an incentive program to assist the homeowners in historic district neighborhoods with 
protecting and maintaining the exterior features of their homes that give their 
neighborhood a distinct character. The grant is up to $7,500, which can cover up to 50% 
of the restoration costs. 

● Historic Guidelines Video and Workshop: When a new resident moves into the 
historic district, historical videos can help provide some context, such as the Bridgeton 
Historic Guidelines: A Short Video Introduction or Historic Districts Design Guidelines 
Community Workshop 2 both published from City of Houston. 

● Historic Preservation Documentary: A documentary aired on public television is a 
creative way to market a city. A documentary released in 2016 was called If Walls Could 
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Talk Historic Preservation Documentary: Featuring Historic Homes in Kentucky and was 
released during historic preservation month. WNIT, a Michiana public television, airs a 
television series called Our Town, where citizens of the town, such as Elkhart, tell stories 
about why their town is unique. The historic districts in Elkhart could air in an episode of 
Our Town too.  

NEIGHBORHOOD MARKETING CAMPAIGN 

This section includes best practices and recommendations on how to market a neighborhood. 
Appendices D, E, F, G, and H contain templates, sample questions, and an example of a marketing 
campaign for the State and Division Neighborhood. Further, this provides the context for why and 
how of neighborhood marketing and is in the following way: 

1. Define and Develop the Brand 
2. Craft the Brand Promise 
3. Assemble the Marketing Toolkit  
4. Access Digital Media  
5. Provide Targeted Resources for Key Stakeholders 

Define and Develop the Brand 
For many, branding is synonymous with marketing; however, marketing is actually downstream 
from branding. Marketing is how a brand promise is communicated to the community and target 
audiences. It is essential to begin the marketing process by identifying the core elements of the 
brand and constructing the brand promise. A successful neighborhood brand does the following 
things: 

• Promises something and delivers on the promise in a tangible way 
• Projects something unique within its market area 
• Ensures consumers are aware of the brand and believe it has value 
• Gains popularity and creates demand 
• Displays unifying, distinctive, focused, and consistent characteristics 

A neighborhood brand is fundamentally its sense of identity, which shapes how it communicates 
and markets itself to the world. The brand should be unique, such that it offers specific attributes, 
either tangible or intangible, that other neighborhoods do not. It is imperative for the brand to 
blend uniqueness and authenticity. Oftentimes, cities and neighborhoods in today’s world market 
themselves in a similar manner. To gain community support and inspire long-term change in the 
community, the brand promise needs to speak to the residents who already live in the 
neighborhood as well as the potential newcomers. Further, the core elements of the brand and 
the brand promise should be a reflection of the history, heritage, and reality that already exist3.  

                                            
3 Benn, A. M. (2018, October 01). The Dos and Don'ts of Civic Branding. Retrieved June 23, 2019, From Hyperlink 
"Https://Www.Manhattan-Institute.Org/Html/Urban-Policy-2018-Dos-And-Donts-Civic-Branding-
11507.Html"Https://Www.Manhattan-Institute.Org/Html/Urban-Policy-2018-Dos-And-Donts-Civic-Branding-
11507.Html  
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Identify Core Brand Elements 
Constructing a neighborhood brand begins with compiling a list of the positive, well-performing, 
and unique assets that exist within the neighborhood. Oftentimes when a group or organization 
is branding or rebranding a neighborhood, they construct a brand that reflects their ideals but 
does not match reality. If this brand is not a promise the city can deliver, it will fail to realize the 
anticipated economic gains of its branding while its leadership suffers a loss of credibility.4 

To avoid this potential pitfall, the neighborhood marketing team must engage with the 
community. This not only allows the opportunity to formulate a stronger brand but also instills a 
sense of pride and ownership in the community members. This section lists three effective ways 
to ignite community involvement in the brand-making process.  

• Construct and distribute a survey. This gives residents of the neighborhood and other 
members of the community the opportunity to provide feedback on the core brand 
elements that have been identified and verify that they are an accurate representation of 
their community. The survey should aim to identify distinct strengths and weaknesses 
about the neighborhood, gather a better understanding of the neighborhood’s identity, 
and offer insight on effective channels of communication within the neighborhood. For 
reference, a survey composed for the State and Division Neighborhood can be found in 
Appendix D.  

• Organize and conduct a focus group. Focus groups allow key issues to be explored 
in-depth. They can also be used as an opportunity to uncover rich and complex 
information about the dynamics of a neighborhood. This report suggests conducting a 
survey prior to facilitating a focus group, to gain a general understanding of the strengths 
and weaknesses existing within the neighborhood, then proceed to investigate those 
strengths and weaknesses in the focus group. Appendix E provides a focus group script 
used for the State and Division Neighborhood and Appendix F provides a facilitator’s guide 
for conducting focus groups.  

• Attend a neighborhood association meeting. Similar to a focus group, this setting 
provides an opportunity to gather in-depth information about the dynamics of the 
neighborhood and experience the raw emotions of the community members. This report 
suggests that the facilitator should not take copious notes during the meeting, since this 
may make members feel uncomfortable and cause them to conceal some of their true 
opinions. If the facilitator wishes to take notes during the meeting, be sure to request the 
neighborhood’s permission beforehand. 

Once the marketing team has aggregated, analyzed, and interpreted the survey and/or focus 
group results, they should have a clear understanding of the neighborhood’s true strengths and 
weaknesses. At this point, it is appropriate to begin developing a comprehensive list of the 
neighborhood’s core elements.  

                                            
4 Kelsh, J. (2015). Deciding on The Core Elements of The New Neighborhood Brand [Pdf]. Washington Dc: 
Neighborworks America. 
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Craft the Brand Promise 
The brand promise is a statement that illustrates the way the marketing team wants the target 
markets to perceive the neighborhood and offers a sense of the experience one should expect 
when visiting the neighborhood. Once the statement has been developed, it should be used to 
help guide every message, process, organizational decision, customer contact, and 
communication. 

Assemble the Marketing Toolkit 
Before executes the marketing campaign, it is important to develop several tools which will serve 
to help effectively communicate the brand promise. Below is a list of six tools that could be used 
for any given neighborhood marketing campaign. These tools can be used as content for various 
communication channels, including a website, social media, publications, advertising, and 
signage. Upon completion, it may be beneficial to present a draft of each tool to a focus group in 
order to ensure that the message is being accurately conveyed. 

• Brand essence is a concise phrase that clearly illustrates the brand’s promise. The 
purpose of the brand essence is two-fold; it serves as both an internal compass providing 
direction for the team and effective marketing material that can implement into various 
communication channels.  

• Key messages are a list of descriptive phrases that express the neighborhood brand to 
specific target markets. These messages will be the attention-grabbers of the marketing 
campaign and should be utilized to rapidly increase the brand’s awareness. They strive to 
persuade the target markets to prefer the target neighborhood over other alternatives.  

• The positioning statement blends key messages and the brand essence to form more 
extensive and elaborate illustrations of the brand. Specifically, it is a paragraph that draws 
connections between the target market’s needs and the neighborhood brand. This tool is 
versatile and can be tailored to a number of different audiences, such as realtors, 
investors, potential homeowners and renters, or current residents.  

• Tangible benefits appeal to target audiences by matching their specific needs with 
tangible benefits that the neighborhood has to offer.  

• Emotional benefits assist in creating an emotional connection between the target 
audience and the neighborhood.  

• A logo and tagline act as a signaling device that can be used as a means to rapidly 
spread awareness and help cultivate a sense of identity with a community. Similar to all 
of the other tools, an accurate representation of the neighborhood’s core brand elements 
and brand promise should be integrated into both the logo design and the tagline. Once 
developed, these tools should be included on essentially all promotional materials so that 
residents, community members, and other target audiences can begin to familiarize 
themselves with the brand. A plethora of graphic design resources can be utilized to create 
a logo. One option would be to take advantage of the many graphic design websites that 
offer their services for free. A few of these websites include Canvas.com, Wix.com, and 
freelogodesign.com. The neighborhood could also consider engaging the local community 
by hosting a design competition at a community event or commissioning a local artist. 
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Access Digital Media 
The internet is entwined with nearly every feature of neighborhood life, including communication, 
house-searching, and networking. For example, 97% of adults in the United States under the age 
of 65 are on social media at least once a month. As a result, it is vital to utilize digital media in 
neighborhood marketing. Below are two resources that are key to neighborhood marketing:  

• Social Media, specifically Facebook. Reference Appendix G for recommendations on 
how to set-up and manage a Neighborhood Association Facebook page. 

• Neighborhood Association Website. The establishment of excellent communication 
and publicity network is absolutely essential to any group. Whether it is a simple flyer, 
newspaper announcement advertising a meeting, a short telephone call, or an email, 
groups must take advantage of all media (including word of mouth) to make people aware 
of activities. 

Provide Targeted Resources for Key Stakeholders 
Key stakeholders that play a role in marketing a neighborhood include real estate agents, 
investors, community members, and the city. Today, 44% of aspiring homeowners and renters 
begin looking for properties on websites, such as Zillow, Trulia, and realtor.com Zillow alone 
provides data on more than 110 million homes in the U.S, and roughly 80% of all U.S. homes 
have been viewed on this site. As a result, it is imperative that local realtors optimize these online 
tools when attempting to promote housing in Downtown Elkhart. 

Resources for Community Members 
• Social media, and Facebook in particular, is an effective way for neighborhood 

associations to engage with their community members, keep them connected and 
strengthen their loyalty.  

• Neighborhood Association Website - The establishment of a good digital 
communications and publicity network is absolutely essential to any group. A 
neighborhood association website acts as a centralized hub that strengthens a 
community’s network by connecting residents, board members, and the greater 
community. Further, a neighborhood association website allows residents to keep current 
events constantly updated, increasing visits, excitement, and community involvement.   

Resources for Real Estate Agents and Investors 
Below is a list of suggested methods for optimizing Zillow in particular, since it has the largest 
impact, however these techniques can be applied to all the online communication channels. 

• Stay at the Top of the Zillow Feed - Zillow’s default algorithm orders its listings from 
newest to oldest. The following are tactics that can help raise property’s listing position, 
even if the property is an older listing: 
1. Include walk-through video: Listings with walk-through videos are automatically 

sorted to the top of Zillow’s feed. 
2. Price adjustments: Changing the price by any amount can help increase a property’s 

position on Zillow’s feed. For example, if a property listing has been on the market for 
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a month, and the owners aren’t willing to make an aggressive price adjustment, a 
realtor may ask them to consider letting him/her drop the price by a marginal amount, 
such as $99, so that their listing can move to a more favorable position on the Zillow 
feed and increase the chances of finding a buyer. Adjusting the price also notifies 
homebuyers that are signed up for Zillow email alerts, which further increases the 
homeowner’s chance of selling their home.  

3. Hosting open houses: A realtor may also consider hosting and promoting open 
houses on Zillow. Not only does this help raise a property’s position on Zillow’s feed, 
but it also compliments the marginal price adjustment strategy. There is a delicate 
balance between adjusting the price of a property and receiving a top Zillow ranking. 
One needs to assert caution because too many price adjustments can put a red flag 
on a property.  

CONCLUSION 

Residential marketing targets a variety of stakeholders including residents, community members, 
investors, and real estate agents. Further, marketing a historic neighborhood requires an 
additional step due to preconceived notions of owning a historic home. In the end, creating a 
marketing campaign will require a team of dedicated individuals, talented graphic designers, and 
willing neighborhood ambassadors.  
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FOCUS AREA 4: FINANCING 
There is a large financial gap that must be filled before the housing site plan developed earlier in 
this document can be implemented. The financial gap is present mainly due to low appraisals of 
homes in neighborhoods that are in renewal because similar comparables do not exist. Other 
factors include the increasing cost of construction and labor. As a result, there is a gap between 
the cost of construction and the mortgage a potential buyer can qualify for to buy said home. 
The financial gap to implement the State and Division Housing Strategy is approximately $1.9 
million. This section includes the financial tools and strategies that need to be implemented to 
accomplish the Housing Strategy.  

The financial gap was calculated first by designing the site plan (Focus Area 1). Then, local home 
builders were given standard building plans of a craftsman-style home, and hypothetical building 
quotes were given in costs per square foot in a historic district and a non-historic district. The 
costs to build ranged from $140/ft2 to $172/ ft2 (see Appendix A). Then, pro formas, financial 
spreadsheets containing a profit or loss, expenses, and taxes for constructing a home, were 
generated for each of the home types. The expert committee then was asked to provide feedback 
on whether the values and assumptions were reasonable (Appendices A and B.1). Once edits 
were made to the home construction pro formas, the land value assessment and appraisal values 
were calculated using a unit value of land ratio. Lastly, a local Elkhart appraiser was consulted in 
order to get an appraised value on the residential and commercial properties. From this point, 
the hypothetical mortgage that could be obtained was compared to the cost to build and the 
financial gap was calculated.  

In this section, first we summarize the fundraising distribution, then we present the pro formas. 
Finally, a flowchart is provided to calculate the relevant costs of restoring or building a new home 
on existing vacant lots in the City of Elkhart. 

FUNDRAISING DISTRIBUTION 

The key way to bridge this $1.9 million financial gap is to creatively utilize a series of financial 
tools available. Upon analyzing over 50 tools (See Appendix C), 12 of the financial tools were 
crafted to fill this gap. Table 6 identifies and assigns a value to each of these tools. These financial 
tools are: 

1. Modular Construction for the Craftsmen-Style Homes (Appendix C.30). This tool 
was selected due to active involvement and prevalence of high-performing modular home 
builders in Elkhart County. An estimate of the cost difference between a stick-built home 
and a similar home built in a modular fashion in Elkhart are $164 per square foot and 
$140 per square foot, respectively.5  

2. Below Market Land Cost (Appendix C.15). This was selected as an effective, low-     cost 
way to save a prospective builder on capital funds.  

                                            
5 enFocus Data (April 2019).  
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3. Sewer Fee Subsidy (Appendix C.2). During interviews and small developer bootcamps, 
it was noted that an approximate $10,000 sewer tap fee was a significant financial burden, 
especially to small builders.       

4. Provide incentives or utility credits towards new construction or rehabilitation 
projects within targeted Elkhart neighborhoods.      

5. Pre-Approved Blueprints (Appendix C.26). During expert committee meetings,      
regulations and the time to receive approval to build were identified as a huge cost-sink 
for builders. Since the local historic commission is very involved in the City and there is a 
wealth of architects in the area, this is a tool that could benefit many parties. 

6. Federal Home Loan Bank of Indianapolis (FHLBI) Community Investment 
Partnership Loan for affordable housing (Appendix C.29). The FHLBI is committed to 
supporting consumers, businesses and communities. This tool was selected due to the 
range of projects and eligible areas. FHLBI funding can be used to support affordable 
housing developments, commercial economic development, and mixed-use 
developments.  

7. Employer Assisted Housing (EAH) Fund used in Affordable Housing Subsidy towards 
Public, Private, Partnership (PPP) for an employer (Appendix C.22). This tool was selected 
due to best practice research and through interviews with stakeholders. We recommend 
a PPP due to best practice research and how communities have completed this tool in the 
past. 

8. Multibank Consortium Gap Financing for mortgages $75,000 above the appraised 
value of a home in the NRSA Area (Appendix C.28). This tool was selected due to the 
involvement and commitment of local financial institutions in Elkhart County and as a 
creative way to utilize Community Reinvestment Act (CRA) funds.  

9. Soft Second Mortgages provided to homebuyers funded by a local community 
foundation or another nonprofit (Appendix C.11). This tool was selected due to several 
conversations with expert committee members and their past experiences. A soft-second 
mortgage is a creative way to bridge the gap between the cost of construction and the 
appraisal value.  

10. Home Lead Abatement Grant by The City of Elkhart (Appendix C.5). Since 71% of the 
homes in the City of Elkhart were built before 1978, there is a high likelihood that many 
contain lead-based paint. A local grant program for lead abatement would help the City 
to incentivize restoration.6 This is not to say that every home built before 1978 contains 
lead, but provides a general estimate for how much lead could be present in a worst-case 
scenario.  

11. Indiana Landmarks Demonstration Home and Grant (Appendix C.31). This tool was 
selected due to several conversations with the Northern Indiana branch of Indiana 
Landmarks and with neighborhood residents. Indiana Landmarks, a nonprofit 501 (c)(3) 
organization, pursues creative ways to teach and encourage historic preservation and this 
tool has been utilized in the past.  

                                            
6 US Census American Community Survey (2019).  
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12. Incentive Program to Cover Acquisition of Property Including Legal Fees and 
Appraisal Fees using CDBG (Appendix C.2). This tool was selected as an incentive to 
encourage builders to develop in designated neighborhoods within the City of Elkhart.  

13. City of Elkhart Building Permit and Application Fee Waivers (Appendix C.12). This 
tool was selected as an incentive to encourage builders to develop in designated 
neighborhoods within the City of Elkhart. 
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Table 6. Summary of selected tools for the State and Division Neighborhood, allocation and 
funds, and value to the financial gap. 

Financial Tool Usage of Tool 
Value of 

Savings with 
Tool 

Modular Construction for three of the 
Craftsmen Homes Cost of construction $163,392.00 
Below Market Land Cost Cost to buy land $27,930.00 
Sewer Fee Subsidy Cost of construction $105,000.00 
Pre-Approved Blueprints Cost of construction $14,000.00 
Federal Home Loan Bank (FHLB) 
Community Investment Partnership 
Loan 

Gap financing between 
appraisal and cost 

construction $100,000.00 
City of Elkhart Affordable Housing 
Subsidy used to support Employer 
Assisted Housing (EAH) 

Gap financing between 
appraisal and cost 

construction $271,000.00 

Multibank Consortium Gap Financing  

Financial gap between 
appraisal and construction 

cost of home $821,000.00 

Local Community Foundation or another 
grant source 

Soft second mortgage 
program for homebuyers in 

the NRSA area $335,000.00 

Home Lead Abatement Grant  
Lead abatement during 

construction $30,000.00 
Potential Indiana Landmarks 
Demonstration Home and Grant  

Acquisition and rehabilitation 
costs $50,958.32 

Incentive Program to Cover Acquisition 
of Property including legal fees and 
appraisal fees  Site acquisition costs $30,800.00 
City of Elkhart Building Permit and 
Application Fee Waivers  Permitting $21,000.00 
Total $1,970,080.32 

 

PRO FORMAS 

A pro forma is a financial spreadsheet containing a profit or loss, expenses, and taxes for 
constructing a home. Multiple pro formas were generated for three scenarios: new construction 
rental, restoration and for-sale, and new construction for-sale. The pro formas can be found in 
Appendix B. 

WEIGHING THE COST OF RESTORATION VERSUS NEW CONSTRUCTION 

Since 71% of the existing homes in the City of Elkhart were built before 1978, there is high 
likelihood that these homes would require lead abatement. After interviews with experienced 
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home restoration specialists and builders, there is a cost-benefit analysis required when weighing 
whether an existing home should be restored and sold or if it should be disposed of and a new 
house constructed in its place. Nearly 80% of homes South Bend, IN, a neighboring city with an 
industrial history like Elkhart’s, were built before 1980.7 36% of children in one census tract in 
South Bend contained elevated blood lead levels greater than the Centers for Disease Control 
(CDC) guidelines.8 As a result it is important to place lead abatement as a high public health 
priority in the South Bend, Mishawaka, Elkhart, and Goshen areas.  

For example, historically single-family homes in the United States on average ranged from 1,660 
square feet in 1973 to 2,080 square feet in 1990. According to the 2017 Zimmerman and Volk 
market-study, single-family detached homes constitute 35.6% of the future housing market. The 
housing demand that surpasses single-family detached homes is rental units from 400-1,250 
square feet per unit and for-sale condominiums ranging in size of 750 square feet to 1,550 square 
feet. Therefore, even if all of the existing units in the City of Elkhart were restored, they would 
not meet the future housing-type demand. 

                                            
7 Lead Safe South Bend (2019). https://southbendin.gov/leadsafesouthbend/ 
8 Ibid.  
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EVALUATION OF THE OPTIONS  
The section describes how the previous information has been compiled to narrow down the 
recommendations and identifies future neighborhoods for the next phases of implementation of 
the housing strategy. There were three methods of evaluating the tools that were gathered 
among the four focus areas. These three methods are feasibility scoring, expert committee 
scoring, and resident feedback scoring. 

METHODS OF EVALUATION 

Feasibility Scoring 
A feasibility analysis matrix was generated in order to rank, at the time, 35 housing tools 
quantitatively. The decision factors were determined by the City of Elkhart staff and by the project 
team. Each decision factor was given a weight and then each tool was given a score. The bottom 
row shows the weighted score. Table 7 is an excerpt from the lengthy feasibility matrix that 
compares two tools. 

Table 7. Sample scoring of prospective tools using a feasibility matrix whereby the decision 
factors were historic success, cost of implementation, resistance to implementation, 
neighborhood applicability, and effectiveness. The tools were then color-coded with red scoring 
the lowest, yellow scoring in the middle, and green scoring the highest. 

Decision 
Factor Notes Scale 

Provide Pre-
Approved 
Blueprints 
Paid for by 

COE 

Increase 
public 

accessibility to 
existing 
housing 

programs, 
such as in 
financing, 

home repairs, 
and home 

ownership. 

Historic 
Success 

1=no cities 
utilize, 3= 1 city 

successfully 
utilizes, 

5=utilized 
successfully in 3 
or more cities 

5 5 5 

 
Cost of 

Implementatio
n  

1=$100,000+; 
10=$50,000, 
17=$25,000, 
20=currently 

20 17 20 
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Decision 
Factor Notes Scale 

Provide Pre-
Approved 
Blueprints 
Paid for by 

COE 

Increase 
public 

accessibility to 
existing 
housing 

programs, 
such as in 
financing, 

home repairs, 
and home 

ownership. 
(To the City of 
Elkhart Over 5 

Years) 
 

 

existing 
dedicated 

funding source 
 

Ease and Time 
of 

Implementatio
n 

1=3+ years; 7= 
1+ years; 12= 
6+ months; 

15=can be done 
with current 
staff and is 

already 
embedded in the 

system-no 
additional time 

required. 

15 12 12 

Resistance to 
Implementatio

n 

1=high, 
3=medium, 

5=low 
5 4 5 

Neighborhood 
Applicability  

(To State and 
Division 

Neighborhood
) 

1=Has been 
utilized in city 

that is >52,000 
people and is 
not historic in 

nature, 
3=Utilized in city 
>52,000 but is 

historic in 
nature; 5=City 
that utilizes tool 
is comparable in 

size (52,000) 
and is historic 

5 3 5 
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Decision 
Factor Notes Scale 

Provide Pre-
Approved 
Blueprints 
Paid for by 

COE 

Increase 
public 

accessibility to 
existing 
housing 

programs, 
such as in 
financing, 

home repairs, 
and home 

ownership. 

Effectiveness 

1=meets no 
KPIs, 12=meets 
1 KPI, 25=meets 

2 KPIs, 
37=meets 3 

KPIs, 50=meets 
all KPIs (see 

below) 

50 25 25 

Weighted Scores 
 100 66 72 

 

Expert Committee Feedback 
In order to collect input from the expert committee, a survey was developed and distributed to 
over 50 Elkhart community members and representatives from the development community. This 
survey included 35 tools that could be implemented to help facilitate housing development, 
ranging from potential financial incentives, to policy changes, marketing of existing resources, 
and more. The results of the survey were used to identify gaps and new tools, and to design the 
overall implementation plan. 

Community Meeting Feedback 
The third evaluation method is to utilize the public’s feedback. A public housing meeting was held 
in partnership with the Wabash College Democracy and Public Discourse (WDPD) in March 2019 
in the State and Division Neighborhood, with 35 residents in attendance (see Appendix I for more 
details).9 The residents were divided into six tables (by each category) and the results were 
compiled and analyzed with common themes (Appendix I). Figure 5 is an excerpt from the report 
completed by the WDPD that indicates how the public’s feedback could be utilized. 

                                            
9 Wabash College (2019). Liberal Arts Plus Democracy and Public Discourse. 
https://Www.Wabash.Edu/Plus/Democracy 

https://www.wabash.edu/Plus/Democracy
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Figure 4. The excerpt is from page 10 from community housing document entitled Community 
Meeting: State & Division's Housing Future Public Report by Timberman, Jared et. al (April 2019). 

FUTURE NEIGHBORHOODS  

The City of Elkhart has been active in commissioning various neighborhood, housing, and 
architectural studies around the City. These are future areas of high redevelopment potential and 
are shown on the map below with State and Division Neighborhood highlighted as well (Figure 
6). These areas are identified as the Tolson Neighborhood and Sterling East Neighborhood.  

This housing strategy and approach can ideally be replicated for these additional neighborhoods. 
There are many similarities between these three neighborhoods; however, each has its unique 
challenges. For example, State and Division required a significant amount of time spent focusing 
on the obstacles and requirements that were associated with being a national historic district.  
The tools that were developed to overcome the barriers are not necessarily applicable for non-
historic neighborhoods. However, there are many similarities between the three neighborhoods, 
as they have similar demographic profiles and have struggled with attracting private investment 
over the last several decades. 
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Figure 5. Map of the City of Elkhart with four target areas in which the City has already provided substantial resources in the form 
of land-use studies, neighborhood studies, and financial investments. 
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CONCLUSION 
This document provides a thorough implementation plan for meeting the 4,980-housing unit need 
present in the City of Elkhart over five years. Our findings indicate that there are four focus areas 
for meeting the housing need: the housing supply, policy and regulation, education and 
marketing, and financials. First, we presented the short-term and long-term timelines and 
evaluation metrics of the tools that are under each of these four focus areas.  

Second, through the body of the document, we highlighted each focus area and explained the 
key findings and recommendations. We also discussed the next steps and the future 
neighborhoods in which this housing strategy could be replicated. 

Last but not least, in the next section we present several appendices that provide in-depth analysis 
and background beyond what is included in the text. Appendices A and B contain pro formas that 
support the calculation of the financial gap between the cost of construction and the appraisal 
value and how that gap can be filled with financial tools for the development scenarios shown in 
the site plan. Appendix C contains all 53 tools that were assembled in our research process and 
referenced throughout this report. Each tool write-up within Appendix C contains an overview, 
eligibility, and local examples. Appendices D-H present templates and step-by-step guides for 
creating and implementing a neighborhood marketing campaign. Appendix I summarizes the 
Wabash Public Democracy and Discourse (WDPD) collaboration. Appendix J provides the methods 
by which the housing projections were calculated.   

The next phase of this project includes fundraising and implementation of the selected housing 
tools. Each of the four focus areas are relevant to the implementation strategy but certain tools, 
such as the financial tools, require immediate implementation. Lastly, the next steps of this 
housing strategy include replicating this strategy to other target neighborhoods such as Sterling 
East.  

The City of Elkhart is a forward-thinking city that provides ample opportunities for employment, 
enjoyment, and businesses. It is our hope that this housing strategy is one of the first steps in 
helping current and future residents and developers see this opportunity. 
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