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Executive Summary

Downtown Columbia has emerged as a successful, vibrant destination. While the years have taken their toll on many
Midwestern central cities, Columbia navigated these challenges to not only sustain, but improve the Downtown
environment thanks in part to the development of the Downtown Special Business District (SBD) and the Central
Columbia Association (CCA). Together, these organizations have invested funds to improve the management and
marketing of Downtown, while also tackling streetscape initiatives — including the successful canopy removal - and
advocating for initiatives important to Downtown stakeholders and center city vitality.

Recent years have brought significant change and new challenges. As
development opportunities amidst economic uncertainty, there is rec
their organizations must shift from maintaining Downtown to growi
structure dates back to the 1980s, a time in which downtown’s
these changes, consulting assistance was sought to analy.
needs of Downtown and to provide a working plan for a
equipped for future growth.

wn Columbia prepares for new

y the SBD and CCA that the focus of
addition, the current CCA/SBD management
e very different from today. To address
of the organizations and the future
ement structure that is better

In the Spring of 2008, the SBD commissioned P.U.M. aims to meet the
following objectives:

= Assess the dynamics of Downto
= Determine how the Downtown Colu
challenges and opportunities.

itical and planning env
hould best be organized to respond to

current economic, social a iti the marketplace. Past studies and plans, as well as current efforts
underway, were absorbe cture was reviewed, including work programs, budgets
practi ing A. conducted extensive interviews and forums with

O

ting an environment to attract and leverage investment by focusing both private
cing economic development and improvements to the public realm.

st a gradual re-engineering of the SBD and CCA from events and marketing towards
onomic development focus to become a more effective and self-sustaining leader for

Organizational implicat
a stronger management a
Downtown today and beyond.
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Planning Process

To determine the economic context for Downtown and to map out the most effective strategic plan for the SBD,
P.U.M.A. undertook a comprehensive review of both internal organizational documents and external market forces in
the spring of 2008. This included on-site research, surveys of Downtown business and property owners, and extensive
interviews and forums with Downtown stakeholders. In addition, P.U.M.A. undertook best practices research and
examined five comparable Downtown organizations focusing on how they are structured, staffed and funded. The
following summarizes our findings.

Stakeholder Interviews: In March 2008, P.U.M.A. conducted a site visit in Downtown Columbia to appraise the
dynamics of Downtown’s economic, political and planning environment. this visit, the team engaged more than
50 key Downtown stakeholders through focus groups and one-on-on i

= SBD Board of Directors
= CCA Board of Directors
= Property Owners
= Merchants

= Civic Leaders

= Festivals and Attractions Leaders

ahead, in 2018. The following table su results of thi ise:

Ten Years Ago Ten Years Ahead
Empty Inviting, enjoyable, attractive Vibrant, beautiful,
welcoming, safe and clean

Growing, rej d, ‘ Actively being developed,
sta expandin verge, wildly successful
challengi

Slow Active, busy Energized

Eclectic, Fun, e [ ,ﬂBrant Diverse and artful, local
and distinctive
Progressive, young and Sky is the limit! Creative
diverse, highly creative, explosion, progressive,
inclusive eclectic
Tr , gaps Destination Unique hub of activity, the
nucleus of Columbia
Lack of vision Limited vision Innovative

i

Based on this feedback, P.U.M.A. inquired about improvements and investments which need to occur to achieve this
vision, and asked stakeholders to prioritize these items, ranking their importance towards achieving the desired goals.
The priorities for Downtown Columbia that emerged from the stakeholder focus groups include:
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DOWNTOWN IMPROVEMENTS AND PRIORITIES

1

Attract New Business and Investment: Become an incubator of creative activity and business. Focus
on filling empty storefronts and coordinate incentives for unique, independent, stable businesses and
retail.

Downtown Residential: Encourage development of a quality mix of residential uses.

Cleaner and Safer: Focus on cleanliness and maintenance and improve standards for Downtown.
Improve policing and safety, vagrants, bar problems, and provide comprehensive security.

Improve the Pedestrian Experience: Create a more walk ronment and focus on improving
connections. Improvements could include greening, tree dscaping, appealing night lighting, and
upgraded infrastructure.

Parking: Combat negative perceptions, encourage use of garages, discourage surface parking.

Marketing: Strengthen and diversify marketi

eate a “call to actio oth consumers and
investors.

Improve Aesthetics and Facades: Including identifying design standards.
Stronger Downtown Organization: Mobilize nergy a ources to cr

e tronger
leadership presence. Work to unify businesses a u icipation. Collab d solidify
civic partnerships. &

Complete a Downtown Master Plan: Focus on connections and transition areas and clarify public and
private sector roles.

Organizational rol A d i pecific questions focusing on how the
SBD and CCA could be positi s and how the organizations should be
positioned within the conte i Columbia and the Downtown community. The following
themes emerged:

Advocacy and Leadership: Be a stronger and more vocal advocate for Downtown and provide a
liaison role between the public and private sectors. Organization should have the ability to influence
political processes, collaborate and facilitate relationships in order to make Downtown a top priority of
the City.

ess and Investment: Nurture businesses to help them grow and survive by
house for Downtown Columbia to help businesses find resources and

Strengthen the Organization: Generate more resources for the Downtown through a stronger
Downtown authority organization, perhaps a CID. Mobilize as many resources as possible to facilitate
change. Look at bringing sales tax to parity as a potential funding source.

Promotion and Marketing: Provide both consumer and investor marketing for Downtown.

Communications: Facilitate constant communication among stakeholders Downtown and use that
information to provide a unified voice, influence and leadership.
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Stakeholder Survey: Following the initial on-site visit, P.U.M.A. conducted an on-line survey to Downtown business
and property owners to assess overall satisfaction with the Downtown Columbia SBD's activities and to probe their
priorities for Downtown improvements and investments. P.U.M.A. was particularly interested in investigating whether
the priorities of stakeholders interviewed during the initial site visit matched the priorities of survey respondents. 129
individuals responded to the survey, with the respondents fell into the following categories:

Downtown Interest Percentage of Respondents
Downtown Business Owner 63.9%
Downtown Commercial Property Owner 28.6%
Government 12.6%
Resident A 10.9%
Charitable/Non-Profit 5.9%
Other (Downtown employees, consumers) AR 59%

noted

wing projects and investments have
over the past :

In assessing the current state of Downtown Columbia, res
been “Very Important” in improving the Downtown ew

VERY IMPORTANT to Improving Downtown Over the Past Five Years

Overall Rank | Improvement DT Property Owner DT Business Owner
Rankt Rank

1(60.8%) Safer S 2TIE(55.9%)  A-TIE(54.7%)

2 (54.4%) Beautification Efforts 1(63.6%) 1-TIE (54.7%)

3 (45.6%) More festivals and events 5 (40.6%) S 3(46.7%)

4 (44%) Cleaner 2-TIE (55.9%) 4 (43.2%)

5(43.2%) Better marketing and

V]%)

which general improvements will be very important to

al” as #4 (44.1

their opinio
ive toten y

VERY IMPORTANT to Downtown in the Next Five to Ten Years

¢ OverallRank | Improvement DT Property Owner DT Business Owner
Rank Ranktt
1(62.1%) Attract Tness‘ (75.8%) 2 (56%)
and more |
2 (58.2%) Safer 2 (67.6%) 1 (58.6%)
3 (50.4%) ~More convenient parking ~ 3-TIE (50%) 3 (52.7%)
4 (45.2%) Cleaner 5 (48.5%) 4 (48%)
5 (44.7%) gand
the f stores

+Downtown Property Owners ranked “More Downtown Housing” as #3-TIE (50%).
11DT Business Owners ranked “Better marketing and information about Downtown as #5 (46.7%).

When asked to use brief words to summarize their vision for Downtown Columbia as they look ten years ahead to
2018, the following words were most frequently noted:

Friendly Attractive Accessible Diverse
Safe Trendy Local Vibrant
Clean Unique Alive Charm

To achieve this vision for Downtown, respondents suggested the following actions will be important:
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VERY IMPORTANT Actions to Improve Downtown in the Next Five to Ten Years

Overall Rank | Improvement DT Property Owner DT Business Owner
Rank Rankt
1(72.7%) Attract new businesses 1(75.8%) 1(75.7%)
and help existing
businesses grow F N
2 (54.5%) Make Downtown safer 3 (60.6%) 2 (54.7%)
3 (52.1%) Develop new destination ~ 4-TIE (48.5%) 5 (49.3%)

attractions, such as a
hotel, museum, others
4 (50.4%) Improve Downtown 2 (62.5%) 3 (52%)

cleanliness

5(48.4%) Improve the pedestrian
experience
g new or addition

tDowntown Business Owners ranked “Improve parking management” as
Most interestingly, a majority of respondents said they wo
support these actions, improvements investments:

Willing to Pay? Overall Scoweny \

ssments to

DT Business Owner

Rank
Definitely Yes 9% 23.5% 10.5%
Probably Yes U 204% . W
Don’t Know 36.9% 35.3% 30.3%
ProbablyNo . 49% T 53%
Definitely No 4.1% 8.8% 3.9%

Of t

Nnt for,Nwing ranked the highest:

( SERVICES respondents would consider paying for

Rank Service DT Property Owner DT Business Owner

Rankt Ranktt
1 (44. Attract ne
and help exi
usinesses g

inesses  1-TIE (47.8%) 1(39.7%)

2 (38.4%) Make Downtown safer 1-TIE (47.8%) 2 (34.5%)
3 (30.2%) stination 4 (29.3%)
attr chasa
hotel, um, others
4 (27.9%) Improve the pedestrian
experience

tDowntown Property Owners ranked “Develop a Downtown Master Plan that builds on the Sasaki Plan” and “Encourage Downtown Residential Development” as
#3-TIE (30.4%).
ttDowntown Business Owners ranked “Increase Downtown marketing efforts” as #3 (32.8%).

Overall, the priorities which emerged during initial stakeholder outreach was verified by the survey results, creating a
clear stakeholder direction for future efforts. A complete summary of the stakeholder survey results is provided as
Appendix II.
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Internal Assessment: P.U.M.A. also conducted an internal assessment of the Downtown SBD, evaluating the SBD
and CCA’s programs, budgets and organizational structures. Workshops were also held with each board to discuss
internal organizational issues and identify strengths, weaknesses and priorities for improvement. Additionally, other
district planning studies and reports completed in the past five years, or currently underway, were reviewed, including:

2006 Sasaki Plan

CCA Budgets, Bylaws and Work Plans
SBD Budgets, Bylaws, Work Plans and Ordinance/Charter
Downtown Sign Ordinance

Downtown Columbia Streetscape Plan
Downtown Columbia Branding Strategy
Downtown Columbia Marketing Pieces

Imagine Columbia’s Future Plan

North Central Columbia Neighborhood Urban C
Downtown Leadership Council Information

on Overlay District

Best Practices Research: To provide context for reco [ A est Practices”
research of five comparable Downtown markets and their nizations, includi

= Downtown Boulder, Inc. (Boulder
Cedar Rapids Downtown District (
Downtown Lincoln Association (Linco
Urban Districts Alliance (Springfield,
Downtown St. Louis Partnership (St. Lo

The research provi
organizations. A

al structure and governance of the respective
ppendix III.
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Implications for Downtown Columbia

From the preceding summary of research and outreach conducted by P.U.M.A., the following observations were made.
These statements set the stage for the strategic plan and begin to define the evolution of the SPD and the CCA
organizational structures and their priorities and focus moving ahead.

“The District” is a Strong Product: Surrounded by educational institutions and supported by the Downtown
workforce, “The District” grown as a vital, sustainable, recognizable envi t. Many past barriers have been
overcome, and the unique clusters of retail and restaurants as well a ed new development means the coming
years will be about ensuring Downtown can mature into consisten t, strong economic destination. In other
words, it's time to take it to the next level, and develop a stron artnership that can support Downtown
as it exists today and as in grows in the years ahead.

Need for a Stronger Downtown Advocate: The SB n well in the past nearly 30

ement model will

needs to shift from a i to managing Downtown much as a property manager within
a shopping mall. king ith property owners and businesses to monitor vacancies, recruit
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Strategies

To respond to the current challenges of the external environment in Downtown Columbia and meet the goals
previously outlined, the following strategies are recommended:

A. Economic Development

Columbia has seen continued growth and vitality and has continuo
Continued vitality, however, requires continued vigilance. A com
and private sectors is necessary to secure and build upon th
the strategy moving ahead should be to create an environ
of creative activity and business.

red a vibrant Downtown experience.

to enhance Downtown by both the public
at have been made to date. To achieve this,
urages investment and the development

ED1: Develop a Business Retention and Re
strategy to retain, broaden and diversi all business base. The uld be positioned to serve
as the primary point of contact for busin velopment assistance in Do Columbia. Working in
partnership with the City of Columbla the usinesses an them grow by

coordinating and packaging i '

nt Initiative: Down olumbia currently lacks a

ry to help get independent businesses started and fill vacant
onsists of the implementation of three specific elements:

e existing conditions of the real estate in Downtown. Market information that
includes:

: Data should be collected on the existing business inventory in Downtown

Property Information: In order to acquire all the necessary information needed to understand
the business inventory, outreach to individual property owners will be necessary. Detailed
property information should be sought including space available, lease rates, condition of space,
and, if possible, expiration dates of existing leases.

= Data, Maps and Leasing Collateral: All the necessary data which prospective entrepreneurs will
need in deciding whether to locate in Downtown Columbia should be well organized and
packaged. Brokers, interested businesses and other Downtown stakeholders should have easy
access to this information and should be able to quickly find the comprehensive information about
the district that they need. Recommended pieces include:
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Recruitment Target Area Map: The map should clearly illustrate: Location of first floor
occupants; Vacant spaces with square footage; Occupied spaces that could be considered
available by the property owner.

Marketing Information Package: This package should include general information about the
Downtown market, including: Demographics; Sales Tax Trends; Development updates; Positive
attributes about Downtown Columbia.

2. Incentive Program
An incentive program could work to entice desirable creative and innovative small businesses to the
core of Downtown Columbia by matching eligible business entrepreneurs with incentives in an effort to
assist them in locating Downtown. A variety of incentiv re envisioned, including loan and/or
equity programs to finance tenant finish improveme e subsidies and working capital for
innovative business concepts. These incentives funded in a variety of ways:
= Bank CDC: CDC's are often utilized to a elopment of under-utilized real estate and

t of real estate to accommodate
nd long-term financing. The

new business concepts, providi velopment, constr
CDC could also house a see loan and equity fund to

that reward desirable busine: i ting practices. How each prospective
business scores against e ili etermine the amount of incentive for
are eligible.

investors in the future of Downtown. Packaging the new
ity's Downtown Development Plan (see PRS) provides

nunity: Marketing needs to be conducted for retail brokers,
e customer. Messages should carry a specific call to action for each
conduct a public relations effort surrounding every new development
including construction announcements, “coming soon” teasers, and grand

openings.

entive Program: Once an incentive program is activated, a marketing/PR
d be launched to introduce the program and its workings to property owners, local

businesses, brokers and developers to review the area, share in the vision of Downtown and
eventually invest in this “up and coming” destination. Components of a marketing suite could
include: enlarged versions of district maps, presentations about the future developments
Downtown, charts and graphs on demos and boards on existing space.

Staffing and Budget: The development and management of this program would be handled by the SBD.
One additional full-time staff person, a Business Support Manager, is recommended to manage the
program. The individual should have experience in real estate, be entrepreneurial and motivated and have
a strong street presence. Duties will require a responsibility to not only manage the incentive program, but
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to develop, compile and provide data on economic development information. In addition, this individual
should serve as an “ombudsman” assisting in overcoming challenges to Downtown development, including
issues revolving around zoning, permitting and parking among other things.

To sustain the Business Support Program, an annual operational budget of $60,000 to $100,000 is
recommended to cover staff and marketing costs.

Program Activity Estimated Cost
Business Support Manager Salary and Benefits ~ $40,000 to $50,000
Program Marketing Support $20,000 t0.$50,000
TOTAL $60,000 to $100,000

For the incentive program, a funding target of $5 ion over a five-year period is envisioned.

A goal for recruiting a set number of quality b

Consumer Marketing: The existing m i nized and supported and
should continue to be reinforced in co w marketing component

both consumer marketing er Marketing”, which is currently the focus of
SBD marketing efforts, aim les and improve regional image. Consumer
marketing efforts should cont '

n investor marketing focus could be
ision for what the SBD is trying to

ese events have taken up a substantial amount of the
ons. In stakeholder outreach and survey work, events were

riteria should be developed to filter new events and measure the effectiveness of
hat do not meet the criteria should not be pursued and/or discontinued. Event
criteria cou

Revenue Generation (income, sustainability, sponsorship opportunities)

Logistical Feasibility (physical, regulatory, safety, disruption, timing)

Compelling Community Benefit

Organizational Capacity (staff capacity, appeal to volunteers, partnerships)

Event Characteristics (fun factor, attract diverse markets, “uniqueness”, compatibility with Downtown
image)

Looking ahead, a more entrepreneurial approach to managing special events is suggested. If a more
aggressive events production approach is desired, it is suggested that the SBD consider the future
formation of a for-profit and/or non-profit events production company as a subsidiary to the Downtown

o=
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organization. A similar event subsidiary, “The Updowntowners”, has been created for the downtown
organization in Lincoln, NE.

ED4: Advocacy: Stakeholders clearly feel that the SBD should be positioned as a strong Downtown advocate
that can provide visionary leadership and a unified, influential voice for Downtown. The SBD’s advocacy
efforts should be focused on advancing strategic issues that affect Downtown, and on serving as a liaison
between the public and private sectors. Recommendations for strengthening SBD’s advocacy role include:
= Focus on issues and policies that affect the collective interests of Downtown Columbia.
= Ensure the outcomes of Downtown planning efforts provide consensus and direction for future public

and private investment and direct advocacy efforts aro priorities. Top priorities include:
encourage the development of Downtown residenti enities to support it, securing destination
attractions in Downtown, and bringing a full-servi to the central business district.
Regulatory Issues: Recently, the SBD took a w signage standards for the
Downtown. While well intentioned, the sign ss within the Downtown
community and the CCA/SBD was unab nified voice. In the future, the
CCA/SBD should avoid the perception tity that collects mandatory
assessments to improve Downtown, the cate for the private
sector by marketing, maintaining and mana to regulate activities,
such as design and signage codes. The CC to educate and
inform downtown stakeho 0 es. CCA/SBD may
also explore developing coe ent regulatory changes, but it is inconsistent
with its core purpose to unilat
B. Public Realm

PR2:

ZAn increase in the current SBD levy or the creation of new funding
lored to increase the resources available for managing a larger cleaning and
downtown.

ger City Resources: A stronger, defined relationship with the City could be

Safer: Providing a safe Downtown environment also was revealed a critical to the future of Downtown.
Stakeholders are particularly interested in seeing additional Police presence, and less interested in
securing a private security detail for Downtown. To address this, the SBD should look to the City of
Columbia to develop a stronger partnership to manage Downtown safety. A Downtown Detail, or localized
deployment of police, could provide a stronger police presence at the times and locations most crucial to
overcoming the perception of crime that still exists in Downtown, and could specifically address issues with
vagrants and increased issues raised by late-night bar environments.
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If CCA/SBD looks at expanding its resource base, it may also want to consider direct investment options to
improve safety. The Strategic Plan survey found that nearly 40% of respondents are willing to pay
additional assessments to make downtown safer - the second highest priority following attracting new
businesses. Options to enhance safety with assessment funding could range from purchasing equipment
for city police to deploying Downtown Ambassadors to contracting for off-duty police at peak hours of
need.

Improve the Pedestrian Experience: Downtown Columbia has undergone tremendous beautification
efforts in recent years with the removal of the canopies and the upgrading of the streetscape. To build on
this, stakeholders noted interest in adding some new elements to activate and better connect Downtown
through the use of landscaping and flowers, lighting, public additional sidewalk cafes and activities
to make the pedestrian environment more walkable and i . Suggested strategies include:

= Incorporate Ideas in Downtown Developm
incorporate connectivity and major streets

BD has an immediate opportunity to
the scope of the Downtown

Leadership Council.
= |nvest SBD Resources into Incre and resources were
invested into the development of majo [ n. Looking forward,

ing the environment,
e, and focusing more on “experience”

crease or the development of a new district
rovements in “softscape” treatments to

focusing more on the
enhancements. This cc

enhance the pedestrian e
ee lighting, etc.

e for business and property owners to upgrade their properties and
recommendations as part of the process. As a “carrot” as opposed to a “stick”,
orable from the SBD’s perspective than mandatory regulations. A fagade

am could also be part of the Incentive Program proposed for the Business

t Initiative (ED1).

Downtown Development Plan Involvement: Recently, the Columbia City Council established a
‘Downtown Leadership Council” (DLC) to advise them on a number of “big picture” Downtown issues
including spearheading Downtown MODESA grant applications. The city is considering the DLC as an
important policy advisory board. Per the ordinance establishing the DLC, the Council will have the
following duties:

= Develop and recommend to the City Council proposed boundaries of an expanded Downtown
Development Plan.

=  Assess current assets and additional opportunities within the expanded study area that would assist in
the area’s redevelopment.
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=  Advise City staff and consultants on preparation of a blight/conservation study and preparation of a
MODESA application.

= Develop for City Council consideration a strategic plan for the area and an underlying concept plan,
similar to the plan prepared for the Downtown area by Sasaki Associates. The Sasaki plan should be
used as a base for the expanded area.

= Recommend to the City Council possible development guidelines and physical attributes for
Downtown Columbia.

As the City moves forward with the Downtown Development Plan, the SBD and CCA need to ensure
active involvement in the process. The ultimate goal of this plan is to create a unified public/private

urban design component that identifies key street
experience. The plan should build on existing

d ways to improve the pedestrian
e sure that all of Downtown benefits

from new investment, and should ensure th e identified for new investment.
The SBD should work with the City to vision for the future of
Downtown, but also provides a detailed riorities, sequencing,

the public and
should aim to forge an enduring public/private
ecade and beyond. An emphasis on “quick

is a catalyst to visible change.

partnership to champion Dc
wins” and short-term achieva
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Organizational Response

As part of the Downtown Columbia Strategic Plan, P.U.M.A. was charged with determining how the Downtown SBD
and CCA should best be positioned and organized to respond to current challenges and opportunities. Stakeholder
outreach identified the development of a stronger Downtown organization as a key priority, and suggested seeing an
organization that was able to mobilize more energy and resources to create a stronger leadership presence.

The following organizational adjustments are recommended to accommodate areas of emphasis and growth, including
anticipated impacts on staffing, budget and organizational structure, as well as other suggested steps to improve the
organization’s influence in advancing the development and management of Downtown Columbia.

A. Leadership

L1:  Develop a Consolidated Board Structure: Curr ement of Downtown is overseen by two
distinct entities and boards of directors: the SB Board. The current organizational
structure can be illustrated as:

.‘\.‘.
CCh SBD
Responsibilities: Responsiidities:
o Ewvents 1 Beautification
- | Markedn; o Business Recrultrment
Y Economic Devetnpmant
Funding: © Historle Preservation
1 Membershig
© ‘Spensorshin Funding:
1 Eamed Incoma U Propesty Assessments

manage‘ﬂ of Downtown is provided by two boards — the Central Columbia

ial Business District - and a multitude of committees that sometimes do, and

ect effectively. Staff is the only connection between the two organizations and
even though the staff is shared, the two boards do not meet together. A summary
atives of the current structure include:

POSITIVES NEGATIVES
Sense of accountability, i.e. those who pay Occasional lack of communication and
govern how their money is spent coordination between boards

Administratively cumbersome

Duplication of effort at times

CCA funds go directly to the cost of

programming, but does not contribute to the

costs of overhead and staff
To eliminate these inefficiencies and disconnects and to maintain the accountability desired by ratepayers,
reorganization under the following consolidated organizational structure is recommended.
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"

THE DISTRICT (s01¢5)

1 1317 Board Members
% Dwersight of all CID and CCA funds and programming

5 5

oA clD
Respansibilities: Responsibiiities:
= Evants M Eoconomic Development
I Maingenance
. 5 Markebing
1 Membership
5 Sporscrship Funding:

B Earped lnoome

Il Property Ausessments.
& Rusingss Uoznsa Fee
B Sales Tax

nal structure *uld be governed by one consolidated
Il functions of Downtown management. The governance is

primary management group for Downtown Columbia. It
ed of between 13 and 17 members with individuals

isions. The District Board would meet monthly.

ld serve as an advisory board on downtown events, perhaps meeting quarterly,

bership and earned income would be funneled directly into The District to leverage
larger ma g and events effort. The officers of the CCA board would also sit on The District board.

= CID: Anew CID, (or an expanded SBD), is proposed to provide a larger stream of revenue to the
organization. The CID would contract with The District to provide services. The CID Advisory Board
would be comprised of up to nine (9) members who would meet quarterly. The officers of the CID
Advisory Board would sit on The District board. Similar to the CCA board, the CID board would serve
in a policy role, meeting quarterly to ensure that The District is utilizing assessments in accordance
with the legislative intent of the CID (or SBD).

Each of these boards should incorporate term limits into their operational bylaws to encourage the
development of new leadership and representation..
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Develop Formal Communication Strategies: It is recommended that the organization(s) establish a

formal communication strategy with the City of Columbia, particularly with the City Manager and the City

Council. The City has already indicated to the SBD that they are looking for this type of communication

method. These communication efforts will be particularly important to ensure consistency in efforts with the

new Downtown Leadership Council in place. Methods to accomplish this include:

= Establish a monthly memo to be distributed to the City Manager and City Council which includes
detailed information about the top five projects and priorities the organization is currently working on.
Ensure feedback and discussion is invited if individuals have more questions or want to become more
involved.

= Ask the City Council to set aside time at their work sessi
Downtown matters.

riodically (once per quarter?) to discuss

Restructure Committees: Currently, there [ s under the SBD and four standing
committees under the CCA that serve in cessary. In reality, most of
these committees rarely meet, and wh ctive consensus on moving
forward. The current committee structur es both operationally and

administratively. Volunteer resources are s [ ese committees
communicate to one another, the boards and
all existing committees, a
that focuses on issues ke

, and moving towards a committee structure
strategic plan. The new committees would all

ommittee would address landscape and development and
and security issues in the Downtown environment.

ittee: The Downtown Marketing Committee could offer creative input
arketing tools and events and help coordinate the overall marketing

segments as well as other local marketing organization. The chair of the
e would sit on the CID (or SBD) Board.

communication procedures with the board. While it is recommended that at least one board member sit on
each board, the committee makeup should also aim to involve other stakeholders such as property
owners, business owners and interested residents.

One key problem that emerged as we looked at the internal structure of the organization is the number of
unplanned requests that eat up staff time and the issues that pop up that are beyond the primary focus of
the organization. To address these challenges, such requests and recommendations should first be sent
to the appropriate committee for discussion, research and action recommendations and that information
should be communicated to the board, with appropriate actions, if any, for staff to take. Additionally, short
term task forces can be appointed to address larger issues outside the realm of any committee. While
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deliberating any request, the committee should formulate criteria to evaluate whether the requested action
is within the organization’s current mission statement and resource level. Suggested criteria could include:
= |s the request for action consistent with the strategic plan?

= Does the organization have the staff capacity to respond to the requested action?

= s there a revenue source associated with the requested action to cover any expenses?

If the committee cannot positively answer these questions, the proposal should be returned to the
submitter.

Redefine Staff Positions: Like any business, the Downtown organization requires a professional staff to
manage programs and elevate the overall sophistication of wn improvement efforts. To implement
this strategic plan, a redefinition of current staff tasks, a dition of one more staff person, is

recommended. Staff would be hired and managed b trict Board. The following key staff positions
are suggested:

= President and CEO: The existing seni i uld be upgraded from “executive
director” to “president and CEQ” an ncing a multi-billion dollar real-
estate asset, which is Downtown sible for leading the
advocacy role of the organization a ' hifts to an economic

development focus.

= Business Support ort manager is recommended to manage the
day-to-day tasks assoc [ Program. Envisioned duties include

' property owners, providing support

ivities, administering incentive programs,

ions Tools: The SBD has worked to improve its constituent communications in
he organization currently has several communications tools used to distribute

An SBD Update for members which focuses on downtown development and infrastructure issues.

= A SPD Update for customers which focuses on marketing and events.

= Monthly postcard to all members and general contacts about downtown events and happenings as
well as a distribution of “event overviews” to downtown businesses.

= An Annual Report, mailed out to all members.

Despite these resources, participants in the strategic planning process indicated that the SBD needs to
improve its ability to inform stakeholders on issues affecting Downtown and, perhaps more importantly,
needs to clarify its mission and role. Specifically, stakeholders would like to see the organization facilitating
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communication among Downtown stakeholders and using that information to provide a unified voice,
influence and leadership.

After analyzing the existing communication tools, we feel part of this may be because of the nature of the
communication, which is heavily focused on events for consumer purposes, while the external, strategic
efforts of the organization are restricted to communication strictly for ratepayers. The result of this is that
different constituents are receiving different information about downtown, and the general feeling is that
the work of the SBD is primarily events and marketing focused. The following recommendations are
suggested to provide better communication to all constituents and to clarify the organization’s important
role to all stakeholders moving forward:

= The SBD should explore high-touch options to one-on-one relationships with
Downtown stakeholders. In order to reach as le as possible, it is recommended that the
organization assign retention calls to member. of directors. If each director was assigned
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C. Resources
The preceding recommendations assume that the Downtown organization will need more resources. These
anticipated changes are expected to add anywhere from $130,000 to $365,000 per year to the annual budget. The
following chart provides a SAMPLE budget comparing current general budget expenditures for the SBD/CCA to
future potential expenditures, including options for both a minimum budget and an optimal budget:

The “minimum” budget illustrates how the recommendations from the Strategic Plan can be implemented with a
limited increase in resources. The “minimum” budget is suggested as a reasonable short-term strategy, but does
not provide sufficient resources for Downtown to compete over an extended period of time. The “optimal” budget
illustrates a more desirable resource base for implementing the Strategic Plan-and offers more flexibility to
reallocate resources within Downtown in the future as conditions change. . the budget below is offered as
an example. Any proposed budget will be based on organizational pri . member input, cost of services and

available funds.

Current Optimal
) Budget Source Budget
Personnel & Admin 126,000
Add: Business Support
Manager
Add: Administrative
Adjustments 221,000
City Enhanced Services 0
Maintenance Services 22,000 22,000
Enhanced Clean & Saf 25,000 100,000
Special Projects 50,000 100,000
Admin -- CCA 14,000 14,000
Special 40,000 50,000
events pay 15,000 25,000
20,000 50,000
New: Eco Devo
Marketi 20,000 50,000
282,500 397,000 632,000
Sources
SBD 200,000 200,000 200,000
CCA Membership 17,500 17,500 17,500
Event Sponsorships 55,000 50,000 50,000
Budget Gap 129,500 364,500
Total 272,500 397,000 632,000
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The following recommendation explains methods to obtain these added resources to fill the budget gap.

R1:

Explore New Assessment Options: Downtown Columbia currently has a Special Business District
(SPD), created in 1979, which encompasses 43 blocks of the Downtown. The SBD raises assessments to
finance services including beautification, business recruitment, economic development and historic
preservation as well as staff to manage those services. The SPD generates just over $200,000 yearly to
cover these services. The strategic planning process revealed a desire to not only explore new services,
but to additionally explore options to strengthen the organization and generate more resources for
Downtown. Special districts such as the SBD are the strongest funding source for managing and

marketing Downtowns because they provide a constant, reli
a long-term period.

In Missouri, Downtown organizations can utilize th

tool called the Community Improvement Distric
differences between the two:

Eligible
Uses of
Funds

Formation

Governance

Revenue
from
Property

Revenue
from
Businesses

Treatment

Special Business District (SBD)

= Public capital improvements
= Special services

Advisory Board, with final authority in City
Council

State
a tax
exce

ation states districts can impose
| property in the district not to
.85 per $100 valuation. The
Amendment lowered that

d to $0.47. Exceeding the Hancock
Amendment requires a vote. All taxes and
assessments require a majority vote of all
residents plus all owners of real property in
the district.

Can impose business license tax, not to
exceed 50% increase. All taxes and
assessments require a majority vote of all
residents plus all owners of real property in
the district.

Can establish special assessment rates for

ream of revenue for organizations over

they can also use a newer special district
chart explains each tool and the

Community Improvement District (CID)

= Public capital improvements
=  Private capital improvements, identified
in petition, located in a blighted area
and serving a public purpose approved
by City.
=  Special services
ity Council, upon petition by:
ers of more than %2 of property in
istrict by assessed value; and
More than %2 of owners of property in
he district (irrespective of number of
parcels owned)
A public hearing follows. City Council adopts
an ordinance to establish.
Board of directors, elected by voters or
appointed by City. Must be an owner of real
property or a business within CID or a
registered voter residing in the CID. Can
also be governed by an existing non-profit
but can ONLY collect special assessments.
Can impose special assessments on real
property by petition. With a vote of “qualified
voters”, can collect property taxes (no limit).
“Qualified voters” consist of registered
voters residing in the district, if any eligible
voters reside in the district. If not, “qualified
voters” are all owners of property within the
district.

With a vote of “qualified” voters, can collect
retail sales tax and business license taxes
(no limit). (See above for definition of
“qualified voters”.)

Can establish special assessment rates for
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of Different | different classes of real property (i.e. different classes of real property (i.e.

Uses commercial, residential). Non-profits are commercial, residential). Non-profits are
exempt unless they voluntarily choose to exempt unless they voluntarily choose to
participate. participate.

Modifying | Same as process to create. Same as process to create.

the District

Term Perpetual May be defined as a minimum, maximum or

definite number of years
Borrowing | Able to bond. Able to bond.
Authority
o

llowing a detailed review of the SBD and CID tools, the con
negatives of each option:

am identified the following positives and

SBD ‘ CID

= Canimpose sales tax

= No caps on taxes/assessments
= Can do special assessment

=  More revenue
| |

n

| |

PROS

Requires vote, no petition
= Definition of elector includes
property owners

Flexibility
New contract, accountability
Equitable distribution of cost

CONS

Challenging to form
= finition of “electors”

erate a higher amount of revenue through a vote to raise
er $1,000 to $0.85 per $1,000, generating an estimated

The current S

to simplify Downtown Columbia’s assessment structure through one legal
s opposed to multiple methods (i.e. SBD, CID, membership dues, etc.)
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CREATE A NEW DOWNTOWN COLUMBIA CID: Although very beneficial, the creation of CIDs requires
significant organizational focus and effort and support from the majority of affected property owners and
electors. Significant education and outreach among downtown stakeholders and civic leaders will be required
to successfully create a Downtown CID. It is recommended in the short-term that the initial work to develop a
CID be initiated, including:

= Work with an attorney on legal aspects of CID creation, including a timetable

= Establish a CID study area that may or may not be contiguous with the existing SBD

= Develop a base level of services agreement with the City to ensure partnership on how Downtown is
cared for

= Based upon recommendations with in the Strategic Plan,
CID

= Assessment modeling, indentifying property tax, sal
to be used

= Review a draft CID operating plan with affect

a work plan and operating budget for a

siness license tax and special assessments

With the creation of a new CID, some existi could be replaced, with
increased resources from the CID coverin

Current Funding

SBD - Property Assessment

SBD - Business License A t
CCA - Membership Revenue
Sponsorships

Government Contributions

The creation mes the dissolution of A funding mechanisms. Under a
ess license oul to be collected. Additionally, it is

ership dues nated for businesses located within the boundaries of the
minimal an ume substantial staff and financial resources to collect and

in for busin located outside of the formal boundaries of the CID if

5 a better tool for Downtown Columbia both in the short-term — to jump-start
Jramming — and long-term, in order to tackle bigger, costlier items such as
, increased clean and safe efforts and other unforeseen needs that may arise..
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Implementation

The 2008 Downtown Columbia Strategic Plan provides a framework to guide the development of Downtown Columbia,
and the organization managing it, over the next five years. The steps outlined in this implementation section are
intended to be carried out by a range of entities, both public and private. Some are relatively easy to undertake, others
are more complex and time consuming. It will take a concerted, sustained partnership among all stakeholders to tackle
these initiatives and set the course for success.

To assemble this implementation strategy, the SBD and CCA Boards met in May 2008 to review and discuss plan
recommendations that had emerged following substantial outreach with Downtown Columbia stakeholders. Priorities
for implementation were set at the work session through an exercise th each participant to identify their five
most important recommendations. Top priorities from the May joint reat included:

PRIORITY  ACTIVITY
ED1: Develop a Business Recruitment & Retention Initiative

ED2: Add Resources for More Effectivef@oR8umer & InvestoriMarketing
PR5: Be Active in the Downtown Development Plan Process

PR2: Make Downtown Safer
ED4: Be a More Effective Advocate for Downtown
PR3: Improve the Downtown Pedestri erience

SO ODN -~

The following chart outlines the sequen
Strategic Plan and identifies a clear phas

de as part of the Downtown Columbia

IMMEDIATE OPPOW— NO INCR
L1: Develop a Consolidated Board Structure

O1: Restructur§€ommittees W 9

03: Reassess Communications Tools
tegies U,

L2: Develop Formal Coffimunic
ED3: Events — Explore Options for Outsourcing

v

olvement

ions — Replace the SBD with a new CID

LONG-TERM STRAT ITH ENHANCED FUNDING

ED1: Develop a Business Retention and Recruitment Initiative

ED2: Marketing - Develop Investor Marketing, Enhance Consumer Marketing
ED3: Events — Complete Shift of Event Management

PR1: Cleaner

PR2: Safer

PR3: Improved Pedestrian Experience

PR4: Fagade Improvement Program

02: Redefine Staff Positions
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