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M E M O R A N D U M  

 

DATE:   October 16, 2020 

 

TO:   Councilor Danberg, Chair, Real Property Reuse Committee 

Members of the Real Property Reuse Committee  

 

FROM:   Barney S. Heath, Director of Planning and Development 

Amanda Berman, Director of Housing & Community Development 

 Eamon Bencivengo, Housing Development Planner  

 

RE: West Newton Armory JAPG / Affirmative Investments Update  
 

CC: Jonathan Yeo, Chief Operating Officer   

 City Council  

 

 
This memo provides a brief update on the status of the West Newton Armory JAPG process, as well as the 
work of the affordable housing development consultant Affirmative Investments. 
 
Since contracting with Affirmative Investments (AI) to serve as the Armory’s affordable housing consultant 
in June of this year, the Planning Department has worked with AI to assist the Joint Advisory Planning 
Group (JAPG) in making an informed recommendation as to the most feasible future use of the Armory. 
After overcoming scheduling and approval delays with DCAMM, AI was granted permission to send its 
environmental subcontractors into the Armory for testing in August. A preliminary structural analysis, 
Phase I Environmental Assessment, and hazardous material investigation were performed by these 
subcontractors. The results of these tests revealed both lower and remediable levels of hazardous 
materials such as asbestos, lead, and radon, than originally expected. In addition, the structural analysis 
illustrated that the Armory is structurally sound.   
 
Affirmative Investments incorporated these findings into an introductory presentation shared with the 
JAPG at their September 10th meeting. A copy of this presentation is attached. At this meeting, AI offered 
that there are three options for the Armory as 100% affordable housing: 1.) it can be left fully intact (no / 
minimal demolition); 2.) it can be partially demolished by keeping the front head house and demolishing 
the field house / drill shed; or 3.) it can be fully demolished. There is a myriad of public funding sources at 
all levels of government that can be harnessed to covert the Armory into affordable housing. AI suggested 
that potential populations living in the Armory could be either families, individuals, seniors, or special 
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populations such as formerly homeless, veterans, or individuals with special needs. To ensure 
affordability, income targeting for these populations would vary between 30%, 60%, and 80% of the area 
median income.  
 
Since the September JAPG meeting, AI has continued their in-depth analysis and has developed four 
scenarios for determining how affordable housing might be feasible at the Armory. These scenarios will 
be presented to the JAPG at their October 19th meeting. 
 
AI met with the JAPG again this past week, on October 14th, to discuss the process surrounding the 
Massachusetts Historical Commission’s (MHC) and the Newton Historical Commission’s (NHC) review of 
the property as it is disposed of by the state and potentially redeveloped as 100% affordable housing. 
Albert Rex of MacRostie Historic Advisors, AI’s historic sub-consultant, explained to the JAPG that there 
are two potential scenarios related to this element of the disposition: 1.) the Newton Historical 
Commission (“the City”) enters into an MOA with DCAMM and MHC; or 2.) the City accepts the covenants 
that DCAMM will place on the property as part of the sale. The Planning Department, AI and Alex Rex 
have been in discussion with DCAMM about this process and DCAMM has stated that they are open to 
whichever scenario the City chooses as part of the potential acquisition of the West Newton Armory from 
the state.  
 
Under the first scenario, the MOA would outline the NHC’s and MHC’s role in the review of a potential 
project throughout the RFP and development process. Whereas under the second scenario, the chosen 
developer is bound by the covenants placed on the property by DCAMM and must negotiate directly with 
MHC throughout the development process. The first scenario provides more certainty for a developer 
upfront in terms of the historic review process and the role that NHC and MHC will play as the project is 
developed (as that process is clearly laid out in the MOA). This public process takes approximately six 
months to complete and may begin as soon as the city chooses to purchase the property. Attached is an 
example of an MOA between the Waltham Historical Commission, MHC and DCAMM. The second 
scenario “kicks the can down the road” a bit, putting the onus on the chosen developer to negotiate 
directly with MHC through a Project Notification process. Attached is an example of DCAMM’s standard 
covenants. Under both scenarios, however, the chosen developer must work with the Newton Historical 
Commission related to any proposed demolition of the property.  
 
In terms of next steps, the JAPG, with the assistance of the Planning Department, has begun to draft its 
Final Report. The four development scenarios presented by AI on October 19th will be incorporated into 
the final document, along with other findings from AI. At this time, the JAPG has not identified any other 
municipal use for the Amory that they would recommend to the Reuse Committee. The JAPG anticipates 
voting on their recommendation in early November, with submission of its Final Report to the Reuse 
Committee shortly thereafter. Affirmative Investments is scheduled to present to the Real Property Reuse 
Committee at its November meeting.   
 
Attachments: 

• Affirmative Investments’ 9/10 presentation to JAPG 

• Waltham MOA example 

• MHC’s Standard Covenants  
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AGENDA

 Introductions

 Overview of Project Team

 Affirmative’s Scope of Work

 Progress To-Date

 Preliminary Feasible Development 
Scenarios

 Input from JAPG



OVERVIEW OF 
PROJECT TEAM



LEAD PROJECT TEAM

David Ennis, 
President AI

Tara Mizrahi, 
VP/Principal AI

Michael Kaufman
DHK Architects

Adam 
Goldstein,
Associate PM 
AI



AFFIRMATIVE’S HISTORY
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DHK’S WORK. 
BRIGHTON MARINE, 2101 
WASHINGTON, CLAFLIN PLACE, 
MT. GREYLOCK, NEW ART 
CENTER.



SCOPE OF 
WORK



OUR SCOPE OF WORK

Part I
 Oversee and integrate third party reports
 End of September

 Develop the design and financing of four development scenarios to assess 
feasibility
 End of October

 After further review and presentation with stakeholders, produce a final 
report with the 2 preferred scenarios
 End of November



OUR SCOPE OF WORK (CONT.)

Part II

 City decision on purchasing property from DCAMM

 If moving forward, work with Newton Planning Department and Executive Office to 
develop RFP



PROGRESS TO-
DATE



PRELIMINARY RESEARCH

 Gathering reports of civil, structural, environmental, HazMat, historic, and 
legal subconsultants

 Review of housing development in Newton

 Armories on National Historic Register
 Lynn, Waltham

 Armories not on National Historic Register
 Chelsea, Somerville, Boston, Woburn, Malden, Natick, Plymouth



SITE VISIT COMPLETED 8/18-8/20

Affirmative Investments 
Development Consultant

Zoning/Title

UEC
Hazmat

MacRostie
Historic

Green Seal 
Phase I

DHK 
Architect

Civil, Structural 
Wetlands

Green Seal 
Survey

A/E Subconsultants



PRELIMINARY   
FEASIBLE 
DEVELOPMENT 
SCENARIOS



GETTING TO FEASIBLE DEVELOPMENT SCENARIOS

4 Overlapping Questions

1. What to do with the building?

2. What funding sources are available?

3. What population(s) should be served?

4. What level(s) of affordability?



GETTING TO FEASIBLE PRELIMINARY SCENARIOS-BUILDING

What to do with the building?

1. No/minimal demolition

2. Partial demolition 

1. Keep the head house & demolish the field house

3. Demolish the full building



GETTING TO FEASIBLE PRELIMINARY SCENARIOS-FINANCING

What funding sources are available? 
 City Level: CDBG, HOME, CPA, Newton Housing Authority Housing Choice 

Vouchers

 State Level: Federal Tax Credits, State Tax Credits, Affordable Housing Trust 
Fund, Housing Stabilization Fund, Housing Innovations Fund, Facilities 
Consolidation Fund, Community Based Housing, Commercial Area Transit Node 
Housing Program, Housing Choice Vouchers, Massachusetts Rental Voucher 
Program, State Historic Credits

 Federal Level: Federal Historic Tax Credits

 Non-Public Sources: Loan from private or quasi-public banks, size of which is 
based on cash flow (rent levels and # of units) of the property



GETTING TO FEASIBLE PRELIMINARY SCENARIOS-POPULATIONS

What populations should be served and at what affordability?
1. Family
 Single individuals and elderly are allowed 

 Requires higher bedroom count (1, 2, and 3 bedroom → fewer total units)

2. Seniors
 62+ (all households and members of household over 62)

 55+ (at lease 80% of the units must have 1 member 55 or older)

3. Other Populations
 Homeless families, homeless seniors, and homeless individuals, persons with 

disabilities, military veterans, and persons with other special needs



GETTING TO FEASIBLE PRELIMINARY SCENARIOS-AFFORDABILITY

Affordability Levels Single Family (of 4)

80% $67,400 $96,250

60% $49,980 $71,400

30% $26,850 $38,350



GETTING TO FEASIBLE DEVELOPMENT SCENARIOS

4 Overlapping Questions

1. What to do with the building?

2. What funding sources are available?

3. What population(s) should be served?

4. What level(s) of affordability?



INPUT FROM 
JAPG
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Building 67, Cottage #8 (1976); Building 68, Cottage #9 (1976); Bm1ding 69, Cottage #10 (1976); 
Building 70, Cottage#ll (1976); Building 71, Cottage #12 (1976); Building 72, Cottage #13 
(1976); Building 73, Cottage #3 (1976); Building 74, Cottage #4 (1976); Building 75, Brook.side 
(1981); Building 76, Woodside (1981); Building 77, Site S (1980); Building 78, Open Pavilion 
( ca..1970); Building 79, Shed (ca.1970); Building 80, Shed (ca..1970); Building 81, Garage (ca. 
1930); Building 82, Shed (ca.1970); Building 83, Malone Parle l (ca.1990), Building 84, Malone 
Park2 (ca.1990); Buildi.ng8S, MalonePark3 (ca.1990); Building86, Malone Park 4 (ca.1990); 
Building 87, PooVPlayground (ca.1960); Building 88, Chapel (1960); Building 89, Electric Sub 
Station (ca..1960); the Gazebo (ca. 1985); Shed (ca. 1974); Malone Park. Comfort Station (ca. 
1990); and . 

WHEREAS, the following contribuUng buildings and structures within tht Parcel have been identified as in 
extremely poor condition making rehabilitation unlikely or are no longer extant: 

Building l, Waverly Hall (1891); Building3, ActivityCenter(l891); Building6, Chipman 
(1892); Building 17, Cottage # 17 ( 1925); Building 18, Cottage #I 8 (1925); Building 29, Shed 
( c.1920) Building 33, West Building (1889-1890); Building 39, Wheatly Hall (1933); Building 42, 
East Dowling Hall (1906); Building 44, Hillside Cottage Garage (1912); Building 49, 
Infinnary/Stephen&wne Hall (1893, 1901, 1907); Building 90; Shed (wood; c.1920); and 

WHEREAS. the City may prepare and issue a Request for Proposals (RFP) for the sale or lease and 
redevelopment of the Parcel; and 

WHEREAS. the transfer by disposition of the Parcel constitutes a project; undertaken by a State agency 
pursuant to 950 CMR 71.03 and is a project for whkb DCAMM and the City have sought the comments of 
the Massachusetts Historical Commission (MHC) pursuant to M.O.L. Chapter 9, Section 2&-27C, as 
amended by Chapter 254 of the Acts of 1988 (950 CMR 71.00}; and 

WHEREAS, MHC has determined that the proposed project will have an adverse effect on the historic 
property pursuant to 950 CM1l 71.0S{e)through the disposition ofa State Register property; and 

WHEREAS; no feasible or prudent alternative exists to eliminate the adverse effect of the proposed 
disposition; and 

WHEREAS, MHC has determined to accept the adverse effect of the disposition of the Parcel in 
consideration of the mitigation alternatives described herein; and 

WHEREAS, MHC, DCAMM and the City agree. and the Waltham Historical Commission (WHC) hereby 
concurs, that the project shall be undertaken.and implemented in accordance with the following stipulations 
to mitigate the effect of the disposition of the Parcel in compliance with M.G.L. Chapter 9, Section 27C. 

STIPULATIONS 

DCAMM and the City shall ensure that the following measures are carried out in coordination with MHC 
and WHC, as set forth below: 

A. The City is encouraged to include historic preservation in any redevelopment process. Options fo.r 
redevelopment of the Parcel which incorporate historic preservation should talce into account the 
fo1Jowing principles of reuse planning: 

1. Preservation of the character-defining features of the contn'butjng buildings, structures and 
landscapes on the Paroel should be encouraged where feasible. 

2 
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2. If it is determined 1hat it is not feasi1>1e to preserve all of 1he charact.er-defini:ng fea1ures of the 
contributing buildings, S1nletutes and landscape features on the the feasibility of preserving 
character-defining features of portions of the contributing buildings. structures and landscape 
features will be examined and encouraged where feasible. 

3. Rehabilitation of contnlmting buildings. structu.res and landscape features on the Parcel should be 
consistent with recommended approaches in the Smt@.ly oftbe Interior's St:andards for 
Reh!bilitati.on QfHistorlc {hereinafter "Standards"). 

4. Rehabilitation of buildings identified as in extremely poor condition in this MOA will be 
encouraged. but demolition of the buildings may proceed provided each demolition complies with 
Stipulation V. 

IL Marketing Plan and R.eguest for Pmposa,ls 

A. Notwithstanding any provisions of this MOA, the City will have full marketing authority for the Parcel 
and will make all final marketing decisions. The City will consult with MHC and WHC on 
developing a marlceting plan for the Parcel which shall include the following elements: 

1. An advertising plan and schedule for publicizing the availability of the RFP. 

2. An initial distn1'ution list for notice of availability of the RFP which will include any con1acts 
offered by MHC and WHC. 

3. A schedule for receiving and reviewing submissions in response to the RFP. 

B. The City will provide a draft marketing plan to MHC and WHC. MHC and the WHC will have 
fourteen (14) days to review and comment on the draft marketing plan. IfMHC or WHC does not find 
the draft marketing plan acceptable, the City will make reasonable efforts exercised in good faith to 
accommodate the concerns ofMHC and WHC and will submit a final marketing plan. Before 

· implememation, MHC and WHC will have seven (7) days to review and comment on the portions of 
the final marketing plan which address issues of historic preservation. In the event MHC and WHC do 
not provide initial comments on the draft marketing plan within 14 days or comments on the final 
marketing plan within 7 days, the plan shall be deemed acceptable to MHC and WHC. It is understood 
that the content of the marketing plan shall not teqUire approval ofMHC or WHC. 

C. Concurrent with the development of a marketing plan, the City will prepare the RFP for the disposition 
of the Site. The City will consult with MHC and WHC on developing the RFP which shall include the 
following elements: 

1. An appendix. to the RFP that includes the National Register Nomination fonn .tQd the Historic 
Resources Existing Conditions Memonmdum compiled by Epsilon Associates. The appendix 
should refer to the MHC and National Parle Service websites for additional information on the 
St.ate and Federal Historic Tax Credit programs. 

2. A photograph and parcel map of the Parcel. 

3. Reference to the points listed under I.A. of this MOA. The RFP as a whole will make a good fkitb 
effort to generate interest in the preservation of what MHC bas defined as the historic character of 
the Parcel. 

D. The City will provide a confidential draft RFP to MHC and WHC. MHC and WHC will have fourteen 
(14) days to review and comment on those portions of the draft RFP which address issues ofhistoric 
preservation. Before issuance of the final RFP, MHC and WHC will have seven (7) days to review 
and comment on the portions of the final RFP which address issues ofhistoric preservation. In the 
event MHC and WHC do not provide initial comments on the draft RFP within 14 days or comments 

3 
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on the final RFP within 7 days, the RFP shall be deemed acceptable to MHC and WHC. It is 
understood that the content of the RFP shall not require approval of:MHC or WHC. It is further 
understood that MHG and wHC will not share any portion of the RFP with anyone prior to the time 
the RFP is made publicly available by the City. 

E. The marketing effort shall be continued for no less than three months ftom the date of the issuance of 
the RFP. Issuance shall occur when the notice of availability of the RFP is published in the Central 
Register. 

F. The City will schedule a Bidder's Conference for prospective developers to occur at the midpoint of 
the marketing effort during which .MHC and WHC will have the opportunity to present infonnation 
and to answer questions from prospective developers. 

0. Once proposals from developers are received by the City in response to the R.FP, MHC and WHC shall 
be afforded the opportunity to comment on the proposals and to provide these comments in writing to 
the City prior to any interviews which the City may conduct with any of the developers. It; after a 
consultation period of no more than thirty (30) days with MHC and WHC regarding the applicability 
of the Standards to the proposals and taking into consideration MHC and WHC comments during any 
interviews which the City may conduct with any of the developers during the RFP marlceting period, 
the City, in their sole detenllinat.ion, have received no proposals that are feasible and acceptable that 
provide for rehabilitation or new constnlc.tion in conformance with the recommended approaches in 
the Standards, they will convey their conclusions to MHC and WHC. 

l. For ali buildings, structures and .landscape features for which there is no preservation 
proposal that is feasible and acceptable to the City, then the City or any new owners of 
any part of the Parcel or any other person may proceed. subject to any other applicable 
reviews and permits, with demolition of buildings and structures or rehabilitation or new 
construction that does not conform to the Standards following completion of 
photographic recordation and documentation as stipulated in Section V. 

m. New Comtruction 
A. The City shall encourage new buildings and structures 1hllt are sympathetic or compatible to what 

:MHC has determined to be character-defining attn"butes of the contributing buildings, structures and 
landscape features on the Parcel. 

B. If new conswction is proposed on previously undisturbed land within the Disposition Parcel, the Crty 
shall consu.lt with the MHC to determine if an archaeological survey is required prior to any ground 
disturbing activities are undertaken on the land. 

C. If construction or modifications to the landscape are proposed in the vicinity of the West Building, an 
archaeological survey must be conducted in the area identified in the National Register Nomination as 
"a small area. •• enclosed by a decorative wrought iron fence" to determine if an unmarked cemetery is 
present that should be avoided. 

IV. ExmPteQ Activities 

A The following construction activities are unlikely to affect what MHC regards as the character-defining 
attnbutes of the Parcel and are exempted ftom further review by MHC, including comments in any 
environmental review process: 

1. Resurfiicing. maintenance, repair or improvement of existing perking lots, roads and 
driveways. 

2. Repair, replacement or improvements to inftastructure, i.e. heating and electrical systems, 
sewer, water, ventilation systems or plumbing. 

4 



Bk: 64707 Pg: 463 

3. Maintenance work such.as painting. repair or replacement of substantially in-kind 
architectural elements. 

4. All interior work. 

5. Demolition or alteration ofnon-contnlltlting s'lrUCt\1reS. 

6. New consmwtion on the within existing building sites that is consistent with the 
design guidelines set forth in Section ill. 

v. Photographic Recorda1ion and I>ocumentation 

A. Prior to deinolition of any ()Otlln1ruting building or structure. substantial new construction or other 
ma.k>r change to any part of the Parcel, the City shall require that the buildings and stmctu?es on that 
part of the Pa.reel are documented by photographs and narratives in accordance with a ''recordation 
plan" that satisfies all of the following: 

1. Provides for documentation of the historical processes that shaped the organization., design and 
history of the Fernald Development.al Center. (The nmnination of the Fernald State School to the 
National Register by MHC is sufficient documentation.) 

2. Contains photographs and documentation of the character-defining attributes. 

3. Provides that copies of the resulting documentation are made available to WHC. 

VI. Historic Rehabilitation Tg, Cm:Qts 

A.. Rehabilitation of buildings and land.scape features that contribute to the National Register District may 
qualify for State and/or Fedetal tax credits. The City shall enooumge any third party dcvelopet to · 
consult with MHC and the National Park Service to determine if the buildings are eligible for tax 
credits and if the proposed work meets the Secretary of the Interior's Standards for Rehabilitation 
allowing for the award of tax credits. 

VII. M(!difications 

Any party to this MOA may request that it be amended or modified whereupon the parties will consult in 
accordance with 950 CMR 71 to consider such amendment or modification. 

Executed on this I z;- dayof DGCGA'l..bt::r,2014. 

City of Waltham 

Division of Capital Asset Management and Maintenance (DCAMM) 

By: 
Title: Cc;+'>-•r.J f O"'" .,,...... 

s 



 
 
 
 

 
HISTORIC COVENANTS 

 

 

 

The purchaser, its successors, and assigns, will undertake any rehabilitation work on this property in accordance 
with the recommended approaches in the Secretary of the Interior’s “Standards for Rehabilitation.” All 
rehabilitation proposals, including interior changes, will be submitted to the Massachusetts Historical Commission 
(MHC) for review and approval. 

 

No changes of any type including structural, physical, coloring, or surfacing changes, will be made to the 

property’s architecturally or historically significant exterior or interior features without prior written approval by the 

MHC. The following rehabilitation activities do not require such approval: a) necessary repairs and maintenance 

that do not materially affect the property’s exterior features; b) painting in a complementary or in-kind color; and c) 

repair on roofs, porches, or cornices when the repair is done in-kind to match existing material and form. 

 

Representatives of the MHC’s office shall have the right to inspect the premises from time to time upon 

reasonable notice to determine whether the purchaser is in compliance with the terms of the agreement. 

 

The MHC may, for good cause, modify or cancel any or all of the foregoing restrictions upon application of the 

purchaser, its successors, or assigns. Failure of the MHC to exercise any right or remedy will not waive or limit the 

exercise of that or any other right or remedy under this instrument. 

 

The burden of these restrictions shall run with the land and will be binding on all future owners of an interest 

therein. 

 

 

MHC Rev. 10/30/03 
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