











5.0 Organizing for Action: Policy, Partners, and People

5.1 Issues and Opportunities

e Partners in Enhancing Downtown and the City: As already mentioned Laramie benefits from a wealth

of partners that each play a role in the enhancement of the community and downtown. The Laramie Main
Street Alliance, the Downtown Development Authority, the Downtown Laramie Business Association, the
City of Laramie, the Albany County Tourism Board, the Laramie Area Chamber of Commerce, and many oth-
ers form a key set of allies each responsible in their own way for promoting, developing, and enhancing the
City.

e Clarity for Stakeholders: While having many partners is beneficial, the number of groups can create
confusion for stakeholders and citizens who might not understand the unique roles of each group. This is
particularly true with regard to downtown where three groups each share responsibility for promoting down-
town and enhancing its economic success. The Main Street program is the newest of the groups and has
an excellent partnership with its peer groups the Downtown Development Authority and the Downtown Lara-
mie Business Association. The process in Laramie is evolving and over time there may be changes to how
each group works with one another. This is an evolutionary process and all groups are currently progressing
in a positive direction.

e University, Downtown, and City Relationships: While many interviewees and stakeholders cited cool or
irregular relationships between the University of Wyoming and downtown and a handful of others worried
about the City of Laramie having the resources to commit to downtown; many agreed that relationships
among all three groups has been heading in a very positive direction and eagerly looked forward to ongoing
partnerships to tackle more complex issues related to public/private partnership development downtown,
downtown'’s relationship both physically and programmatically with the University, and with regard to public
infrastructure improvements.

e Funding for Improvements: One of the most often cited challenges was the lack of a regular and reli-
able revenue stream for downtown development. Finding funding for infrastructure improvements, foster-
ing development, and providing incentives for investments in downtown is a consistent challenge for many
communities.

5.2 Recommendations

5.2.1 Continue to build a stronger relationship between downtown and the University of Wyoming: This rela-
tionship can build on many levels. One step might be to invite student government representatives to serve on
the Main Street Board, other steps would involve ongoing “town/gown/downtown” summit meetings to discuss
issues, opportunities, and cross marketing plans. Another partnership might involve programming of events and
activities downtown that specifically target alumni visiting for events or students. Many Universities and Cities
have partnered on downtown projects ranging from simple ongoing meetings to complex public/private/university
partnerships.

5.2.2 Develop a Private Sector Investment Fund: Laramie benefits from many community minded citizens with
an interest in seeing downtown continue to successfully develop. Some communities have created private sector
investment funds (or clubs) to invest in downtown buildings, restore them, and either resell them for reinvest-
ment or maintain them for ongoing revenue generation. Such clubs should not expect a huge return on invest-
ment but it can be richly rewarding from a social standpoint while providing a reliable if small return on invest-
ments. Many funds simply revolve and provide a “dividend” for investors.

5.2.3 Explore Potential Revenue Streams for Downtown Investment: As already mentioned, downtown Laramie
does not benefit from a regular revenue stream to foster improvement or maintain ongoing capital or program-
matic costs. There are several options that could be considered for this either in the short term or over time.
These include:



e Downtown Levy: Downtown Laramie did once have a tax levy designed to foster investment in the dis-
trict. This was removed several years ago. This plan provides a clear and direct set of recommendations
and goals that could be implemented over time through a levy on the district. Under the current fiscal situ-
ation facing the nation and the community, this may not be an immediately palatable idea for some, but
the investment in such a program would enable the community to be well positioned to enhance downtown
over many years.

e Tax Increment Financing: Wyoming law limits the benefit of Tax Increment Financing Districts for down-
towns as it typically requires a rather large investment to generate enough “increment” to float a bond in
the district. However, Laramie and other communities in Wyoming might consider proposing some amend-
ments to the legislation that would make it more feasible to foster downtown development.

e Capital Campaign: Several communities have eschewed a public source of revenue to fund major down-
town projects in exchange for a capital campaign for downtown investment. Such a campaign would need
to be highly focused and the revenues generated could leverage additional grants and private investment.

5.2.4 Continue Strengthening Downtown/City Relationship: Both the Main Street program and the City should
designate a responsible party for ongoing communications to strengthen partnerships for downtown events,
proposed activities, and developments. This is already happening in an informal manner. Over time, the part-
nership between Main Street program and the City can explore creative solutions for snow removal, placement of
new trash receptacles and benches, clean-up in alleys, public restrooms and other items.

5.2.5 Consider a Facade Master Plan Process: Several communities across America have pursued grant fund-
ing that has helped underwrite a facade master plan. Un-like a traditional facade grant program, this is a com-
prehensive rehabilitation of many downtown buildings at once. The property owner gives the City a temporary
easement (usually five years) on the facade of their building allowing the local government to spend funds on its
improvement. In exchange for this tempo-rary easement, the grant funds will pay for the facade improvements.
The advantages of this type of program are that it allows for a single source of project management, a single
source of design, and a single source for construction.

¢ Benefits of the Fagade Master Plan approach: The single source of project management streamlines the
project and removes the burden of facade enhancement from each individual property owner. The single
source of design, used in conjunction with the Main Street Program’s Desigh Committee, ensures that

all fagade enhancements are sympathetic to the historic architectural heritage of their place. The single
source of construction allows for dramatic cost savings since the contractor purchases all construction
supplies for the entire enhancement project, rather than each property owner having to buy their own sign,
door, windows, paint, awnings, etc. However, the biggest advantage to this approach is the ability for a
downtown district to receive an overall appearance facelift in a remarkably short amount of time. Moreover,
when used in conjunction with a grant source like federal CDBG funds, an individual state’s department of
commerce grants, or other federal, state, or local funding sources, the facade enhancements are realized
with no costs to the building owner or tenant. If the funding and/or grant source requires a match from the
property owner, the enhancements are still realized with nominal investment on their part that is far less
than if they improved their facade on their own using solely private sector funds.



e |Implementation

Apply for and receive grant funding for design and construction.

Develop guidelines for the administration of the grant funds.

Solicit RFQ for design professionals to develop the facade en—hancement designs.

Negotiate and hire design professional.

Design professional photographs subject properties and interview each property owner/tenant to ascer
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tain appropriate enhancement approach.

Design professional develops renderings and technical recom—mendations for each facade.
Administrative party and design professional develop specifica—tions and bid documents.
Prospective contractors pre-qualified.

Bid package submitted to pre-qualified contractors.

Negotiate with and hire low bidder.

Construction commences with oversight by administrative party and design professional.
Punch list and project close out.

O O O O o o o

e Budgetary Considerations:
o Design & Project Management: $1,000 - $1,500/facade
o Construction Allowance: $5,000 - 10,000/facade
0 Scope: To be determined by the local government. Generally speaking, include at least 20 facades,
but consider executing 40-80 so that the improvements can affect entire blocks of downtown structures.
o Total: As determined/multiplied by the number of facades being considered against the budget esti
mates noted above
0 Schedule: Begin phase one immediately upon receipt of grant or private funding.
o0 Responsible Party: Local government or downtown revitalization agency, ideally Main Street.
o Funding Source Design: TIF Funds, CDBG Grants, Department of Commerce grants, local bank con
sortium funds/low-interest loans, fund raising, private sector investment, local government budget.
o Funding Source Construction: TIF Funds, CDBG Grants, Department of Commerce grants, local bank

consortium funds/low-interest loans, fund raising, private sector investment, local government budget,
foundation grant funding.

5.2.6 Strengthen Design Guidelines for Historic Downtown Laramie: The Guidelines were spearheaded by the
Laramie Main Street’s Desigh Committee in the mid-2000’s. Adopted by the Laramie Planning Commission
and the City Council in 2007, the Guidelines provide a mix of history about downtown, suggestions for how to
use the guidelines, and descriptions of standards for the renovation and new construction of buildings in down-
town. The problem is they may attempt to do too much. On the one hand, recommendations are given regard-
ing building materials that are appropriate for the district and criteria are listed for the design of signs. On the
other hand, the Guidelines include language about window displays, including suggestions that probably have
more to do with marketing and economic development than design.

The main concern with the Guidelines is that they are inspirational in tone and are not requirements. There
is no review board that uses them in making land use decisions for downtown development. City staff does
require that applicants with downtown projects meet with the City to discuss their project in association with
the Guidelines. This action does make the Guidelines known to the applicants; however, the applicant is not
required to adhere to them.



e Streamline the Guidelines to remove extraneous language and keep the focus strictly on the design fea-
tures sought for downtown.

¢ |nclude incentives that stimulate quality development by offering trade-offs. For example, offer den-
sity bonuses if the Design Guidelines are met in full, or prorate the density bonuses based on the level of
compliance with the Guidelines. The point is to create and use incentives to accomplish the desired end
results as much as is feasible.

e Amend the Guidelines to create stronger links to the Unified Development Code.

e Shoulds and Shalls: As is acceptable and appropriate, incrementally amend the Guidelines to delete the
many ‘shoulds’ and replace them with ‘shalls’. This can occur after decisions are made as to which guide-
lines are truly critical to maintaining the character of the downtown and which ones are not as essential to
supporting the look and feel of historic downtown development.

5.2.7 Apply Code Requirements Consistently: In the course of conducting the on-site interviews, it was noted
several times that development standards are not applied uniformly. This may or may not be accurate, but per-
ception often becomes reality for the general public.

Implement development standards consistently. Nothing jeopardizes a governing body’s reputation for fairness
as quickly as a perception that local rules and regulations are not applied consistently, regardless of the indi-
vidual appearing before the commission or council.

5.2.8 Amend Unified Development Code: The 2010 Code dedicates an entire zoning category for downtown,
the Downtown Commercial (DC) District. It includes district-specific standards and is listed in Table 15.10-1,
Table of Allowed Uses. Recommendations related to the Code are:

e Expand language supporting mixed-use development. By doing so, a number of action statements and
goals of the Laramie Comprehensive Plan will be addressed, including support for development that in-
creases walkability, offering a variety of housing types, promoting infill options, and increasing population
and employment in the downtown area.

e Allow More Uses: Consider amending the uses found in the DC District to allow more uses that generate
foot traffic and activity. Examples include community centers, child care facilities, and community gar-
dens, all of which are currently permitted as conditional uses.

e Sign Section: Refine the sign section for downtown signs to address issues that have been identified by
the City.

e Adjust Parking Standards. Investigate and where necessary adjust parking standards that will encourage
downtown residential uses, particularly housing that is incorporated into mixed use developments.



6.0 Implementation Strategy and Action Plan

The attached “Strategy Board” summarizes all of the projects and recommendations included in the Downtown
Development Plan Update. The board is designed as a working document for benchmarking and ongoing evalu-
ation of the implementation process. Each recommendation that is presented in brief on the strategy board is
supported in this report documentation.

The projects are divided into three time frames. The first series of projects are demonstration projects that
should begin immediately. For the most part, these are simple projects that will be highly visible, have signifi-
cant impact and should be completed within the first year after the plan is adopted. The second set of projects
is labeled “next steps.” Some of these are more advanced projects while others are continuations of projects
that began during the demonstration period. The next step projects should be completed within the second year
of the plan. The final series of projects are long-term or plan completion projects. While this category remains
largely empty, many of the projects begun in the next steps phase will not be completed until later. Over time
this category will continue to fill up as priorities evolve. Each timeframe for the strategy board might also repre-
sent the ongoing fulfillment of steps taken in earlier time frames.

The strategy board and its recommendations represent a “living document.” As time goes by and implementa-
tion proceeds, some priorities will shift while other ones will arise. The implementation strategy board should
be evaluated periodically, no less than annually. This evaluation process will allow for finished tasks to be
indicated on the board, for responsibilities to be shifted between parties, and for time frames to be adjusted for

individual projects.

Each of the plan strategies and visions are outlined in the strategy board. It is important to remember the
ultimate planning, development, and marketing strategies that each project supports. Of course, each of these
strategies is linked with one another, but failure to achieve any one goal does not negate the ability to achieve

others.

e |ncreases walkability, offering a variety of housing types, promoting infill options, and increasing popula-
tion and employment in the downtown area.

e Consider amending the uses found in the DC District to allow more uses that generate foot traffic and ac-
tivity. Examples include community centers, child care facilities, and community gardens, all of which are
currently permitted as conditional uses.

e Refine the sign section for downtown signs to address issues that have been identified by the City.

e |nvestigate and where necessary adjust parking standards that will encourage downtown residential uses,
particularly housing that is incorporated into mixed use developments.
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