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Martin’s Next Decade: A Coherent Strategic Framework for -
Sustained, Identity-Preserving Growth '
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The Vouoes \ﬁsnon and Vuablllty frame vorl
is a publlc-facmg governance document

deployed capltal carried |nst|tut|onal relatlonshlps and bear a stake in the
_trajectory that goes beyond elected tenure or committee membership.

This brlef presents a comprehenswe strateglc framework covenng thle"ﬁsg@lfr'ea'i‘

Lgmcwwhuch is addre !
one |mportant proposal within a Iarger framework The framework stands on its own.

One principle | holds throughout Martm s goal is not to neplicate other university towns It is 4
to become a better version of itself. Every recommendation is calibrated to that principle.

I. The Moment Martin Is In

Martin did not arrive at this strategic moment by design.
and none of them will wait.

FISCAL PRESSURE STRUCTURAL OPPORTUN

$658K general fund balance | The VWV fral
against a $2.72M state target by on Feb
2030. Total loan obligations of  adviso
$23.17M. Annual debt service of ci
$2.30M. Salaries and benefits
consuming 59% of
expenditures. An operating
margin of $68,236 on $15.79M
in revenue.

These three realities a



all three are held together long enough to produce a durable plan, rather than another cycle of activity
that does not compound into change.

Il. What 1,197 Voices Actually Said

The community needs assessment is the evidentiary foundation for every strategic decision that follows.

It should be read as a portrait of a community that knows itself well and is giving its leaders a specific
and actionable brief. p

The Identity Finding

52.1% of respondents named small-town atmosphere as what they enjoy most about Martin. The most
common words used to describe the city were home (39 mentions), small town (38), community (17),
and friendly (14). No respondents gave quality of life the highest possible rating, yet 38.7% expressed:
positive sentiment about Martin as a place. This is not a contradiction. It is a coherent community
position: we love what this place is, and we are frustrated by what it is not yet delivering. Residents are
not asking Martin to become something else. They are asking for competent delivery of what a city of
this character should already be providing. '8

The Five Findings, Read as Strategic Direction

FINDING STRATEGIC IMPLICATION X

- 2.35/5)

University-Community Integration
(71.7% feel disconnected) ‘



lll. The Fiscal Reality, Named Precisely

Effective strategic planning requires honest fiscal arithmetic. The City of Martin's FY 2025-2026 general
fund budget tells a clear story that every recommendation in this brief is built around.

BUDGET ITEM FIGURE | STRATEGIC NOTE

Total General Fund Revenue ‘ $15,790,293 FY 2025-2026

Total Expenditures ‘ $15,722,057 Operating margin: $68,236 ‘
Total Loan Obligations | $23,170,154 | Debt Ioéd relati\}e,to a $15.8M révénuéibaé,é 'is ';

the single most constraining fiscal fact in this ,
brief. ‘
8]

Annual Debt Service (P+) $2,298,080 14.6% of total expenditures. Fixed in the short |
‘ term. Every investment proposal must account
/ for this first. : '

$9,274,210 59% of total expenditures. Structurally fixed.
Personnel decisions carry outsized long-term |

fiscal weight.
$658,326
$2,717,551

|
|

Salaries + Benefits

Current Fund Bélanbe ,7

Comptroller Target by 2030

i)

TOP REVENUE SOURCES
- Property Tax: $4,837,612

: Grants & ,Gor,i.tributbib‘n'ézlﬁsﬂﬂ _
| State Sales Tax: $1,376,625
~ EMS Charges: $1,200,000




IV. The Central Strategic Question

i i ?
How does Martin grow without losing the reason people stay?
This is the question every other question in this brief is trying to answer.

fies a fork in the road: one
ity-city integration and economic development at

town character while improving service delivery
hoice, but only if the strategic framework is

The executive analysis produced alongside the community assessment identi

path pursues rapid growth through aggressive univers
scale. The other focuses on preserving Martin's small-
quality. This brief takes the position that the fork is a false cl

designed correctly.
owling Green for Martin's purposes. Murray grew its

Murray, Kentucky is a more instructive model than B I
through zoning and cultural investment, and made

economic base deliberately, maintained its character 1 cL
explicit decisions about what it would not become. The question for Martm is not growth versus
preservation. It is sequenced, identity-anchored growth versus reactive development that trades

character for scale at the first sign of pressure.

The recommended path is what this brief calls Sustaine ¥
infrastructure and services a small university city should be able to deI!ver, activated ) -
partnership, disciplined by fiscal constraint, and protected by an explicit community identity commitm

that shapes every significant development decision going forward.

d Character Growth: investment in the
ivated by strategic UTM
ent

V. The Identity Commitment

Before strategic directions, sequencing, or funding mechanisms, a statement of what Martin is trying to
preserve and why it must be made explicit before everything else. Identity preservation in a growing
community is not passive. It happens through specific, affirmative decisions about what kind of
development is welcome, what scale is appropriate in which parts of the city, and what community

character markers are non-negotiable.

What Martin’s Identity Consists Of
- Safety and low crime as a daily lived experience. Public safety is the highest-rated city service at
4.08/5 and the single largest expenditure category at $2.92M annually. 35.3% named safety as a
top reason to live here. Any strategy that creates fiscal pressure on public safety will be felt before
anything else.
Proximity and rootedness. 44% of respondents have lived here more than 20 years. This is a
community of people who chose to stay. The strategy must give the next generation a reason to
make the same choice.
Humaq sc_ale._ Residents con§istently describe Martin using words that imply knowability: a city
where institutions are accessible, where growth does not require anonymity, where the fabric of
daily community life remains intact.
+ Coexistence with UTM. The university as backdrop and partner, not as the organizi
£ ! : S backd : ganizing force around
whlch evgrythmg else is arranged. Martin is a city that happens to have a major university. It is not
a university town that happens to have a city government. S0

What the Identity Commitment Requires in Practice

DECISION AREA IDENTITY-ANCHORED STANDARD
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:{npl;)y::;r pipelines iq healthcarg: manufacturing, and technical fields, and a local hiring preference
andard for any business receiving city incentives are the operational levers.

4. Downtown as a Revenue Strategy

Residents who drive to Union City or Jackson for clothing (84.9%) and dining are removing sales tax
revenue from the general fund. Every sit-down restaurant or retail establishment that opens downtown is
a sales tax event, not merely an amenity. The local sales tax line in the current budget is $3.8M.
Recovering even a fraction of the retail and dining leakage moves that figure in a direction that matters
to the Comptroller. Downtown investment should be evaluated by projected revenue return to the
general fund, not by aesthetic appeal or ribbon-cutting optics.

5. Civic Communication as Infrastructure

Communication satisfaction averaging 2.4/5 is a trust problem. Trust is rebuilt through consistency,
trans_pgrency, and follow-through, not through better graphics. A standing monthly update from city
administration, a defined public accountability mechanism through the VVV. committee, and a
governance standard that makes resident feedback a continuous process rather than an event are the

operational requirements.

VIl. Governance and Structural Proposals

No strategic framework survives poor governance. The community assessment, the fiscal data, and the
events that led to the Comptroller's oversight all point to the same conclusion: Martin’s governance
structure needs deliberate strengthening. This section addresses two distinct governance proposals: the
structure of city executive leadership, and the creation of the Martin Civic Capital Council.

Proposal One: City Executive Leadership Structure

The question of how Martin’s executive leadership should be structured is a legitimate governance
decision this community has the standing and obligation to make deliberately. Two models are worth
serious consideration, and each carries meaningful regional precedent.

STRONG MAYOR MODEL

PROFESSIONAL CITY MANAGER MODEL

Elected leadership retains executive authority. A
full-ime, empowered mayor serves as the city's
chief executive, accountable directly to voters.
This model works well when the elected leader
has the administrative capacity, the policy sl
expertise, and the long-term institutional
knowledge to run a city with complex fiscal
obligations.
The case for it: direct democratic accountability; a
single visible leader for community trust-building;
works when the right person holds the office.

¥
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The risk: Martin’s recent history demonstrates
what happens when this model is filled by the
wrong person. The indictments, the Comptroller
oversight, and the current fiscal position are in
part products of a governance structure without
adequate checks. .

A

. governance from political disruption.

. person and the council’s willingness to hold them

A professional city manager with extensive
governance experience is hired by and
accountable to the city council and mayor. !
Elected leadership sets policy direction; the city \
manager handles administration, operations, and
implementation. This model has produced o
measurable results at comparable scale in Paris,
TN and across the region.

The case for it: removes administrative capacity

_from the electoral cycle; brings professional lli
| expertise to a $15.8M operating environment with

$23M in debt obligations; insulates day-to-day

The risk: creates distance between residents and

. executive decision-making; requires a high-quality |

hire in a competitive market; only as good as the |

| 1
accountable. itk
el




This brief does not prescribe one model over the other. What it argues is that the decision must be made
explicitly, with full awareness of the tradeoffs, and that whichever model is adopted must include
structural accountability mechanisms that have been absent from Martin's governance. Both models
require: a clearly defined relationship between the city's executive function and the VVV advisory
committee; a governance standard that treats the Comptroller’s fund balance requirement as a non-

negotiable floor; and standing mechanisms for private-sector stakeholders to interface with city
leadership on strategic decisions.

Proposal Two: The Martin Civic Capital Council (MC?)

The second structural proposal is the creation of a new body that does not currently exist in Martin’s
governance landscape: a formally constituted private stakeholder council made up of Martin’s most
consequential investors, property owners, and institutional actors.

Martin’s strategic challenge is not a lack of plans. It is a lack of the right people in the right structural
relationship to the city’s decision-making. Plans produced by government alone reflect the priorities and
limitations of government alone. The people receiving this document represent something the city does
not have institutionalized: serious private-sector judgment, deployed capital, long-term ownership stake,
and the kind of accountability that comes not from an election cycle but from having real money and real
assets tied to the city’s future. MC3 is the proposal to formalize that relationship. |

Structure and Design

ELEMENT DESIGN PRINCIPLE

Name . Martin Civic Capital Council — MC?2. Martin is place-specific.
. Civic signals purpose beyond individual financial interest.
Capital names the defining characteristic: members have
deployed real capital in Martin and bear consequences that
. outlast any elected term. The cube signals three simultaneous
| dimensions: civic accountability, private investment, and long-
~term institutional commitment.

. Approximately 12 to 15 members. Small enough to make
| 'decisions. Large enough to cover Mamn s key ownershlp and
mvestment wtegones

Size i

Actlve investment in Marhn property ownershlp, busmess
operation, or institutional deployment of capital. Not honorific
. membership. Real stake in the outcome.

 Membership cr

Relationship to city government  Formal MOU with the city establishing MC*'s standing to
~ interface with city leadership, receive budget and fiscal data,
| review major development proposals, and provide written
ol recommendatlon on strateglc plan allgnment

Coordmated but distinct. The WV commlttee is the pubhc—
| facing governance body. MC? is the private-sector
. counterpart. They share strateglc direction but operate
‘ through different mechamsms

Quanerly minimum. Convened by MC”s own eha ;
! govemment Agenda shaped by the oouncnl’s own pnonties.v

ni



Accountability Annual public statement of MC*s commitments and what was
delivered. A standard the council sets for itself, not a report
card imposed from outside.

Term structure Three-year rotating terms with staggered entry. No permanent
members. The council evolves as Martin's stakeholder

landscape does.

What MC® Does, Concretely

* Holds city leadership accountable to the strategic plan through direct, private engagement before
issues become public crises. MC* members have standing to request a direct briefing from the
mayor or city manager on any major fiscal or development decision.

. D_eplpys private capital in alignment with the strategic plan. Downtown investment, workforce
pipeline funding, broadband match requirements, and UTM partnership infrastructure are areas
where private capital can move faster and more flexibly than government appropriations.

* Connects Martin to external funding mechanisms that require private-sector partners. Federal and
state grant programs in economic development, broadband, and workforce development frequently
require demonstrated private match or employer commitment. MC? provides that.

* Provides a standing interface for major investors and employers considering Martin. When a
business is evaluating a location decision, MC? is the group that makes the first serious call.

* Protects the strategic plan across election cycles. Elected leadership changes. MC?®s institutional
memory does not change on the same timeline.

+ Serves as connective tissue between the public VVV framework and the private-sector
commitments that make it executable. The VVV plan will say what needs to happen. MC? is a
significant part of how it does.

A Note on Legitimacy
MC? will only function if it is perceived as acting in the community’s interest, not only in the
interests of its members. That perception is built through two things: transparency about what
the council is and what it does, and a visible track record of commitments producing tangible
results for residents who are not members. The council’s legitimacy with Martin’s neutral
majority depends on that track record. Its legitimacy with elected leadership depends on it being
a resource and a partner, not a pressure group or a shadow government. Both distinctions
require deliberate attention from the founding members.

9

VIIl. A Sequenced Roadmap

Sequencing is the difference between a plan that builds momentum and one that collapses under its
own ambition. The following three-phase roadmap is calibrated to Martin's fiscal reality, the V.
framework timeline, and the trust-building that must precede structural investment.

PHASE STRATEGIC FOCUS {

Years 1-2 (2026-2028)  General fund stabilization toward the $2.72M Comptroller target. City i
Foundation ; executive governance structure decided and implemented. UTM E
‘ partnership MOU signed. MC? formally constituted with founding
membership and MOU with the city. Standing civic communication




infrastructure launched. Ward-level listening sessions oo!npleted.. :
Comprehensive grant mapping for all five strategic direc'u‘ons. Quick-win
UTM pilots: student interns in city offices, faculty in planning. Downtown

revenue diagnostic completed.

Years 3-5 (2028-2031 Broadband expansion phase one, funded through extgmal mechanisms

Capacity ( ) identified in Yepars 1-2. Workforce pipeline launched with Weak[ey County
Schools and UTM. Downtown investment phase one anchqred'ln
revenue-generating priorities from the diagnostic. C_ommymwtno_n trus,_t
producing measurable improvement in resident satlsfagthn metrics. First
five-year VVV review with updated baseline data. MC? in its second

membership cycle.

Years 6-10 (2031-2036) Measurable movement on all 2024 baselines: intemnet above 3._5, UTM-

Transformation community disconnect reversed, jobs above 3.75, commumcat.lon trust
above 3.5. Population growth rate positive. Downtown generating
meaningful sales tax contribution above the 2024 baseline. Fund balance
at or above the Comptroller target. Second-generation community input
commissioned to revise the plan for the decade that follows.

IX. The Tensions This Framework Does Not Resolve

A document that pretends to resolve every tension is not an honest strategic brief. The following
tensions are real, and the people receiving this document will have to navigate them. Naming them is
not a failure of the framework. It is the framework being honest.

- Urgency versus patience. Residents want visible change quickly. Structural change takes years.
The risk is that the plan loses the neutral majority before it produces anything they can see. The
mitigation is quick wins in Years 1-2 that signal credibility without committing resources that do not
yet exist.

- Debt discipline versus investment capacity. The $2.30M annual debt service is fixed. The $2.06M
fund balance gap must close by 2030. Any proposed investment that does not account for both
facts before advancing will not survive contact with the actual budget.

» The loud voices versus the silent majority. The 48.1% neutral population is underrepresented in
every public forum. Reaching them requires more than good intentions from either the VV\V
committee or MC?,

. Long-terr_n visiop versus the election cycle. The November 2026 election will produce new ‘
leadership th_at inherits this plan. Making it durable across that transition requires it to be owned by
the community, not by any single officeholder.

* |dentity versus market logic. Developers follow density and purchasing power, not community
character comrmtmen.ts. If Martin wants to shape how growth happens, it needs zoning, design
standards, and incentive structures that make the desired pattern more attractive than fhe default
one.

X. What Success Looks Like in 2036

If this framework is executed with discipline, the following changes should be measurable by 2036. Each

maps to a specific 2024 baseline. These are not aspirational slogans. They are the targets against which

the VWV committee, MC?, and city leadership should hold themselves accountable.
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