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¢ City of Las Cruces

PEOPLE HELPING PEOPLE
Council Action and Executive Summary

item# 13 Ordinance/Resolution# 13-141
For Meeting of For Meeting of April 15, 2013

(Ordinance First Reading Date) {Adoption Date) .

Please check box that applies to this item:
[ JQUASI JUDICIAL [ JLEGISLATIVE = XIADMINISTRATIVE

TITLE: A RESOLUTION ADOPTING THE MAIN STREET DOWNTOWN LAS CRUCES LOGO
AND ACCEPTING THE LAS CRUCES DOWNTOWN MARKETING & BRANDING
PLAN.

PURPOSE(S) OF ACTION:

Approve logo and accept marketing plan.

COUNCIL DISTRICT: N/A

Drafter/Staff Contact: Department/Section: Phone:
Andy Hume Community Development / 528-3048
Planning & Neighborhood
Services

City Manager Signature: @M
Q‘._____.———

BACKGROUND / KEY ISSUES / CONTRIBUTING FACTORS:

On December 20, 2005, the consulting firm Vaughn Wedeen submitted the final draft of a plan
entitled Las Cruces Downtown Marketing & Branding Plan. Within this plan is the basis for the
Main Street Downtown Las Cruces logo, attached as Exhibit “A”.

As described in the plan, the logo “reflects southern New Mexico heritage,” “bright, festive, and
celebratory” colors, and “includes a flourished heart, symbolizing MSD (Main Street Downtown)
as the corazén, the heart of the city.”

The Main Street Downtown Las Cruces logo is also versatile enough to merge with designs
advertising Downtown events. Exhibit “B” shows examples of how the logo can be combined to
advertise the Ramble and SalsaFest.

The final version of the Las Cruces Downtown Marketing & Branding Plan was never brought
before City Council for final consideration. Since the logo has its basis in the plan, the plan is
‘being presented to Council for acceptance. [f Council accepts the plan, the policies and
concepts can continue to guide marketing decisions made by the City and its partners.

Rev. 02/2012
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SUPPORT INFORMATION:

Resolution.

Exhibit “A”, Main Street Downtown Las Cruces logo.

Exhibit “B”, Other logo uses.

Exhibit “C”, Las Cruces Downtown Marketing & Branding Plan.

PON~

SOURCE OF FUNDING:
Is this action already budgeted?

Yes

No
Budget
N/A Adjustment
Attached

See fund summary below
If No, then check one below:
Expense reallocated from:;

Proposed funding is from a new revenue
source (i.e. grant; see details below)
Proposed funding is from fund balance
inthe ______Fund.

O O3 OO0

Does this action create any
revenue? Yes

0

Funds will be deposited into this fund:

in the amount of $ for FY
There is no new revenue generated by
this action.

N/A No

L]

BUDGET NARRATIVE
N/A

FUND EXPENDITURE SUMMARY:

Fund Name(s) Account Expenditure| Available Remaining| Purpose for
Number(s) | Proposed | Budgeted | Funds Remaining Funds
Funds in
Current FY
N/A N/A N/A N/A N/A N/A

OPTIONS / ALTERNATIVES:

1. Vote “Yes”; this action will approve the Resolution adopting the Main Street Downtown Las
Cruces logo and accepting the Las Cruces Downtown Marketing & Branding Plan.

2. Vote “No”; this action will deny the Resolution adopting the Main Street Downtown Las
Cruces logo and would not accept the Las Cruces Downtown Marketing & Branding Plan.

3. Vote to “Amend”; this action could modify the Resolution and approve the modified
Resolution.

4. Vote to “Table”; this action could prevent staff from utilizing the logo and marketing plan.

Rev. 02/2012
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REFERENCE INFORMATION:

1.

N/A

Rev. 02/2012
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RESOLUTION NO. _ 13-141

A RESOLUTION ADOPTING THE MAIN STREET DOWNTOWN LAS CRUCES LOGO
AND ACCEPTING THE LAS CRUCES DOWNTOWN MARKETING & BRANDING
PLAN.

The City Council is informed that:

WHEREAS, Vaugh Wedeen, a marketing consultant,'submitted a final draft of
the Las Cruces Downtown Marketing and Branding Plan on December 20, 2005; and

WHEREAS, the plan laid out ideas for branding Main Street Downtown including
the basis for a logo; and

WHEREAS, the plan has never been formally présented to City Council; and

WHEREAS, the logo has never been formally adopted by City Council; and

WHEREAS, the policies and concepts within the plan can be used to guide
marketing decisions.

NOW, THEREFORE, Be it resolved by the governing body of the City of Las
Cruces:

(1)

THAT the Main Street Downtown Las Cruces logo, as shown in Exhibit “A,”

attached hereto and made part of this Resolution, is hereby approved.
(i)

THAT the Main Street Downtown Las Cruces logo can be amended to coordinate
with Downtown events and activities, as shown in Exhibit “B,” attached hereto and made
part of this Resolution, is hereby approved.

(1)
THAT the Las Cruces Downfown Marketing and Branding Plan, as shown in

Exhibit “C,” attached hereto and made part of this Resolution, is hereby accepted.
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(v)

THAT City staff is hereby authorized to do all deed_s' necessary in the

accomplishment of the herein above.

DONE AND APPROVED this day of

ATTEST:

City Clerk

(SEAL)

Moved by:

Seconded by:

APPROVED AS TO FORM:

e/ WL punidh

City Attorney

, 2013.

APPROVED:

Mayor

VOTE:

Mayor Miyagishima:
Councillor Silva:
Councillor Smith:
Councillor Pedroza:
Councillor Small:
Councillor Sorg:
Councillor Thomas:
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§J 2 LAS CRUCES DOWNTOWN MARKETING & BRANDGING PLAN
EG104 CBESW
%] 120 DEC ©F

Overview
Ll Situation
e The City of Las Criices s at an important-and exciting juncture in its development. The city has been cited in rigmertis fiation-
i al publications as 4 top:city in-which to relocate. Consequently, Las Cruces has been experiencing notable growth and atten-
tion. Inithe:arly 1970s, following a national trend towatds enclosed downtown malls, Las Cruces closedioff Main Strest to traf-

nation afmedummarea In the pastwaeor feurywrsmatmevememhasn?ekedup real momemxm OnNmnfﬁer 1,
2004, The'Las: Cruces City Council approved a-cantract to proceed with the implementation of planning; deslgn; and econom-
fc developrrient strategies outiined in the Downitown Revitalization Plan.

The. Wﬁﬂﬁmﬂfpﬁﬁﬁmaﬂd edevelopment of the downtown core, suppofted by branding and proriiotion of the ares, s
well-as the revitalizatih tovement Beﬁ wm mﬁkiarebthmtmmhasmmm a!id becomes & ee;ﬁer of
activity-sind commerce.Inaddition, the revitalized héart of tha city will bring economic devélopment, efibia ity of fife and:
improved. visifor experience ot only to:towritown, Mesquite and Alamieda Depot dwellars, mmmm@wmm-

i Dona Ana County andt Souhern New Mexico as e whele:

phic: data:and.a:series of publi iipot sessions with variols conslitiencies, Vaugh Wetlesh devioped

‘Uiizing peychogra sioped a
a progia {or the dowrilown area which SUpports and expedites the fedevelogimert process while

Tgniting and motivating locdl cifizens o suppoctiand participate in theseefforts.
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LAS CRUCES DOWNTOWN MARKETING & HERANDING PLAN
LCio4 CB8SW
20 DEC 0%

Situation

In order for the branding and: promotional progrant to move forward, a narne and logo hadto be developed Tor the revitalized
‘downtown:area,,

*aam
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| LAS CRUCES DOWNTOWN MARKETING & BRANDING. PLAN.
LC104 CB88sW
20 DEC OF

The logo has been chosen. The. winning design reflects southern New Mexico Heritage with:its Spanish/Mexican wrought iran.
design which is very well représented in Las Criices architéctite ahd oramentation, The colors are bright, festive and celetira-
tory, reflecting the Hispaniic as well as Indian inflignce, while at the same time making & bold staterment that is contemporary éind
fresh. The wrought jron design includes a flourished Heart, syimbolizing MSD 25 the: 6orazén; fhe heart of the city. Thie typogra-
phy in-the "MAIN-STREET” component of tm logo is representative of the Main Strast commerciat corridor, a row of mercantite
{acades. The rolling out of the MSD brand Tsready for the public:

The rolling out of the MSD branid is ready for the puiblic. Our objective

the niew-brarsd, the e iare: and the acceleration of the ansformation of downfo
1o vital; exclting-and dynamic-area which does indeed altiact business, activily an
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LAS CRUCES DOWNTOWN MARKETING & BRANDLNG PLAN
LCID§ CBBsSW
30 DEGC 0%

Components
Situation

A name, Main Street Downtown, was.chosen for the:downtown redeveloment district aid a Jogo and visual branding system
established. The question now is how do we get this-out into the public'eye?

Bt
Our objective is-fo:create a brand for MSD which would create excitémient, belief, support, and buy-in from the various con-
stituents‘of the city,.county and'state. A multi-pronged approach would be:most effective.

g g

‘We.deéveloped 4 tactical map (above) with a micro-strategy Yor-each of the delivery channels specified.

1A program for earned media (public:relations) has been developed.and implemented o efforts thus far; The two
ﬁewmmfasmﬂ as"radic'and mievﬁonstatims r‘nave‘&aen bmugm"éxfbuard _ apdates’ and. publmty' shicity sur-

addmﬁﬁ:turemnls and'to kaep memiuvehatmfm:ﬁmimwh mmm siders

2. A collateral program which will inform the pablic as:well as fargét polential custormers —sommereis
kefs’ae\:e vers, investors, properly owriers:and tetallers will be-designed and pmdm
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{LAS CRUCES DOWNTOWN MARKETING & BRANDING: PLAN
|Ecro4 cr8sSW
120 pec 0§

Components {continued)

3. Environmerital graphics will be used as a powerful aitention-getter and will help ekpose-and inform the public fo.activ-
ity and progress within the redeveloprient area. The sighage will also-servé o help with wayfinding during construc-
tion and will:dogble as safety barriers aswell.

4. A multi-media advéitising program may be considerd for the future, when constniction-and progress:are further
along. Premating tass promotion would be cotinter-productive, wastefil and inéffective.

5. Exhitits and displays have been added 1o the tactical plan, This may include kiosks, “manned” exhibit booths in

85 liké:malls and government centers as wéll as-at holiday or civic: celebrations-and public gatherings. In

public plac

the future, info ¢entérs may be located on Main Street.
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7 LAS CRUGES DOWNTOWN MARKETING & ARANDING FLAN
LEro4 cedsw
20 DRC 0%

Components (continued)

6. A program. will be created which includes promaotion and visibility at existing as well as created events.

S : — Uit '

7. E-mexiia, including & dedicated website, will be created toenhance the reach of the niew bréndas well as provide a

portal for information and fiews regarding Main Stréet’ Dowritown.

In‘addition; otfer neccessities fike stationery, forms, etc will be incorporated into the execution: mgram Mbﬁ‘ﬂ'creawemys:
of “spreading the word™ and bullding the brand will evolve as timewesbyami needs and opporturiities arise:
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LAS CRUCES DOWNTOWN MARRETING & BRANDING PLAN
LEC104 CBBSW
20 DEC 0§

Situation

The redevelopment of Main Strset Dowritown:will be a steady but slow-process. Since the project Is being done through a.nt
ural evolutionary model rather than'a masterdeveloper model, the progress, at times, may seem.anything but swift to the out:
side world. The construction will progress in sputts and the transformation from today’s sleepy downtowri 1o fomorrow's bustling
hotbed of activity will not be apparent and therefore may not seéem a5 encouraging or as stimulating as 1t should.

e {outside)

By utiizing the new logo andbranding peogram how-can we create:a more tangible sense of placs:, and progriss s the muf

yedr procéss cantinues? That’s our goal, fo help ereate a mote “real sense of the downitown transfarmation and enhance the per

ception and experisnce for those who-come: T see what's going on; o happen 1o drive by or niear-the MSD area.

A‘exierior branding prograniin the form of perimicter walls 8nd graphilcs, a billoard-scale newsletier of activty; p¥os

‘miatiort and updates has bean developed to créate:a sense of reality for the project as well as. ema!mg ganasity an
{erogram of updates and charniges, ifl the foamiof a langer than Iife niewsletter, or even a'museum exbibit, Wil kesp the areainter
esiing while. promoting progress and:change.

ﬁrﬁtﬁﬁ;.bﬂtmﬁmm m‘n inwite: !ﬁksthaﬁdsumﬂ{ﬁhsebm esses.
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LAS CRUCES DOWNTOWN MARKETING & BRANDING PLAN
LCIog CBisw
20 PEC 05§

nside)

Situstion

The outside permiter signage will draw atlention to the Main Street Downtown area, However; assuininig that we, and the exist-:
ing retailers are sucoesful in ereating interest and generating trafflc, we will need to retain or even a'enhance that perception
when a vistor or customer enters:the. “mall” during the transition”pericd.
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LAS CRUCES DOWNTOWN MARKETING & BRANDING PLAN
LCI104 CBSSW
20 DEC 0§

Psychographics: An Introduction

Situation

To market and sustain a revitalized downtown, it was critical to understand who the constituencies are, what kinds of
lifestyle choices they make and whether or not these population groups can support the businesses needed to bring
downtown back to life.

Goat

Unlike demographic analysis which deals with quantitative data such as population growth and household income levels, a
consumer preferences. The goal here is to zoom in on what kinds of businesses are likely to thrive in downtown Las Cruces
and who will support those businesses.

Fawlnigs

Las Cruces continues to grow in populstion despite the absence of a vibrant core. Because this community, like so many
American cities, is automobile dominated, the Telshor/Lohman area has emerged as the latest center of commercial activity.
However, both locals and new transplants are hungry for a taste of New Mexico's distinct culture. There is no more appropri-
ate place for this to happen than Downtown which has historically brought diverse cultures and peoples together. A revitalized
downtown would give them a way of experiencing the true meaning of Las Cruces, the crossroads.

it's important to realize, however, that no one sub-market--not students, or active retirees--is large enough fo sustain the entire
stretch of the existing mall. Pulling from the fult range of the city's diversity will be critical to the success of the Downtown revi-
talization effort. Other segments will have to be drawn in...and interested businesses need to take note. For this reason, initially
at least, more widely affordable businesses will probably have greater draw than upscale national chains.

The attached psychographic analysis is 2 comprehensive look at the viability of particular business segments including:
A Movie Theater Anchor
Restaurants
Bars and Cafes
An Outdoor Recreation Superstore
Fashion Retail
High-Culture Retail
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CITY OF LAS CRUCES MAIN STREET DOWNTOWN PSYCHOGRAPHIC ANALYSIS

LCIC4 LO2
10 FEB 06

What is “Psychographics”?

Demographic analysis deals with quantitative data such as population growth trends and household income levels.
Psychographic assessment, on the other hand, takes the interests, lifeslyle, sensibilities and aspirations of individuals as 2
guide to determining what their consumer preferences are most likely to be. The former is essential to understanding the
retail potential of a given business district on a general level. But the latter is also necessary in order to pinpoint the kinds of

businesses that are likely fo be successful.

Let's take an example. The Robert Charles Lesser & Co. {RCL & Co.) study utilizes a purely quantitative approach. It con-
cludes that Downtown Las Cruces can support 111,000 sq.ft. of “Clothing & Clothing Accessories” stores. But this category
covers a very wide range of possibilities. Does it mean fashions for teenage gifls? For plus-sized women? For the trendy or the
traditional? For the budget-conscious or the well-off? Much more detail is needed before one can truly understand what is
possibie or should be expected. Psychographic analysis helps to provide that detail.

Psychographic analysis also sheds light on the kinds of businesses that are fikely to be popular within particular retail categories.
Certain media preferences, for instance, suggest certain types of drinking establishments, A reader of Rolling Stone would proba-
bly favor the rough-and-tumbie, “anything-goes” vibe of Mesilla's El Patio. Someone who subscribes to Metropolitan Home, on
the other hand, might prefer a more trendy look, like that of Ef Paso’s Geo Geske (see page 6). Of course these kinds of connec-
tions do not always apply on an individual level, but they do provide at least some general direction.

This example points to another reason why quantitative analysis must be supplemented by psychographic assessment. RCL
& Co.’s report indicates very little opportunity for “Drinking Places” in Downtown Las Cruces. However, this study simply com-
pares the estimated demand for alcoholic beverages (away from home) with total receipts at area watering holes. But just
because someone buys a beer at the local tavern does not mean that he is happy with the selection, the atmosphere, the
clientele, etc. In other words, RCL & Co.'s approach does not account for the possibility that: 1) the current bars might be
{eaving certain types of people under-served or dissatisfied, or that 2) the addition of new concepts (like a Geo Geske), while
possibly taking sales from the more conventional and less inspired venues elsewhere in the city, might help to jump-start
activity in the core and create some positive momentum there.
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CITY OF LAS CRUCES MAIN STREET DOWNTOWN PSYCHOGRAPHIC ANALYSIS
LCI104 LO2
10 FEB 06

How do we use “Psychographics"?

for the purposes of this analysis, we will be drawing on psychographic reports ordered from Claritas, inc. Claritas is an San
Diego, CA-based information services company that provides developers, retailers, marketers and many others with the data
needed to analyze and evaluate potential business opportunities. Founded in 1971, it is a widely-accepted leader in the field.
It has devised a system, known as PRIZM NE, that divides U.S. households into 64 separate lifestyle “clusters” or groups,
each defined by a particular set of buying patterns, leisure interests and media preferences.

After we translate the psychographic data into specific kinds of retailers (as described above), we then have to determine
whether it would be realistic to expect these retailers to consider locations in Downtown Las Cruces. This involves an assess-
ment of the other shopping areas in the region where new businesses might open or where competitors already exist. We will
also draw on our understanding of what such businesses look for in a possible site, and which ones are generally unwilling to
consider downtown locations.

Say, for example, Las Cruces is filled with households that buy from Fingerhut, the catalog and on-line retailer for moderate-
income shoppers. This would suggest that some sort of discount variety store concept could work. However, this business
would require a much larger space (to accommodate items like furniture and electronics) than is currently available in the
Downtown. And it would be outcompeted in any event by the two Wal-Mart Supercenters in the region. In this way, the psy-
chographic data is analyzed alongside other relevant factors, such as site location criteria and the existing competition.

Finally, we also incorporate into this study effort an understanding of what kinds of businesses are most likely to take a
chance on and be able to spark a turnaround in a setting such as Downtown Las Cruces. Many retailers, especially chains,
are unwilling to act as pioneers. They prefer instead to wait until other merchants establish that there is in fact a market and
that money can be made. Indeed, certain types of stores, particularly ones that are heavily dependent on foot traffic, would
be hard-pressed to survive in the earliest stages of the revitalization process. At the same time, other kinds of establishments,
most notably restaurants, bars and clubs, are often able to build a following regardless of location, and have proven very
effective in returning vitality to and reviving interest in business districts that had been largely forgotten.
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CITY OF LAS CRUCES MAIN STREET DOWNTOWN PSYCHOGRAPHIC ANALYSIS
LCI04 LO2
10 FEB 06

Young singles

In the following analysis, we sub-divide potential shoppers into the various sub-groups that have been proposed as possible
linchpins for Downtown revitalization. The first, and the one that has been instrumental in similar efforts elsewhere, consists
of young singles, studying at university and/or in their 20’s or early 30's Roughly 8,500 households within a 15-minute drive
of the downtown fit this description.

The largest lifestyle cluster in this demographic is called City Startups. This group consists primarily of the sort of young peo-
ple that one might find in College Station, TX (Texas A&M), Gainesville, FL (University of Florida), Manhattan, KS (Kansas
State} or Laramie, WY (University of Wyoming). It accounts for some 2,900 households within a 15-minute drive of the
Downtown. These households are concentrated most heavily in the area immediately north of New Mexico State University,
although there is also a significant number in the East Mesa, with many upperclassmen renting units in the multi-family com-
plexes on the east side of Telshor Boulevard.

After reviewing the psychographic characteristics of the typical City Startups household, we have selected the following pieces
of information as the most relevant ones for the purposes of this study effort:
* Racially-mixed, 18-to-24-year-old students enrolled at NMSU and with very little disposable income
(median: $22,000)
* Developing more educated/refined tastes and sensibilities, e.g. reading New York Times and Food & Wine
* Stylish and fashionable, like to shop, patronize Express, Banana Republic, T.J. Maxx, etc.; require larger sizes,
buy from Lane Bryant
* Shool pool and frequent a diverse array of bars/nightclubs
¢ Do not dine out often at sit-down restaurants
* Read Premiere (a magazine devoted to Hollywood movies), but do not go to the cinemas
* Buy tents and camping equipment

The second largest lifestyle group in this demographic, Mobility Blues, accounts for almost 2,600 households within a 15-
minute drive of the Downtown. Many in this cluster arrived in Las Cruces in the last five years, so we can expect that its
numbers will continue to grow. Typically found in small cities, some of the most relevant psychographic features include
the following:
* Racially-mixed, 18-to-24-year-old singles and single working moms
* Low disposable incomes (median: $28,000), never graduated from high school, working in low-end service
occupations
* Females aspire to the lifestyle of the young single urban professional, but their reality falls far short, e.g. some
have kids, trying o balance work and home
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CITY OF LAS CRUCES MAIN STREET DOWNTOWN PSYCHOGRAPHIC ANALYSIS
LCI104 LO2
10 FEB 06

* Women pay attention to fashion, drawn to urbanArendy/sexy styles, shop at New York & Co., but spending is
limited by moderate incomes; require farger sizes, buy from Lane Bryant

* Tend towards a “homebody-ish” lifestyle, do not lead especially active night-lives (given their age), prefer to
walch movies on video (rather than in the cinema)

¢ Do not dine out often (except for fast food)

* Buy tents and sleeping bags

The third largest lifestyle group in this demographic is Suburban Pioneers, which accounts for 2,000 households within a 15-
minute drive of the Downtown. It is found in especially high concentrations in Texas: five of the lop ten counties in the U.S.
for this segment are in the state (i.e. Webb, Hidalgo, Maverick, Potter and Cameron), Its most relevant psychographic charac-
teristics are as follows:
* Hispanic or racially-mixed, 18-to-34-year-old singles, sometimes recently divorced and/or single parents, with
many young children aged 0 to 9
* Low disposable incomes (median: $32,000), working in biue-collar or fow-end service jobs, living in mobile
homes or trailers
* Ambitious and entrepreneurial, aspire to something more, strive to “make it rich” one day
* Eclectic and unconventional, value independent thinking
* Take adult education courses
* Expensive tastes (shop at Neiman Marcus and read Metropolitan Home, a magazine devoted to high-end/con-
temporary home décor), but spending power constrained by low incomes and large households
* Require larger sizes, buy from Lane Bryant
* Some eat out rarely, while others do 50 often, at both fast-food and sit-down establishments

Although they are smaller in number, two other lifestyle clusters are worth menlioning here. Boomtown Singies only accounts
for 650 households within a 15-minute drive of the Downtown, but those belonging to this psychographic are most heavily-
concentrated in the neighborhoods immediately surrounding Downtown {i.e. Alameda Depot, South Mesquite, and south of
the Mall), and are therefore fikely to be its heaviest users. Furthermore, like Mobility Blues (above), many within this segment
arrived in Las Cruces in the last five years, and so one might expect that its numbers will continue to grow.

This cluster consists of the kinds of singles that one would find in college towns like Chariottesville, VA (University of Virginia),
Boulder, CO (University of Colorado) and Lawrence, KS (University of Kansas). Its most relevant psychographic features
include the following:
+ Racially-mixed , 18-10-34-year-old singles
» Lower middle-class incomes (median: $37,000), working in a wide variety of occupations, including low-end
service, non-profil, academic, creative, efc.
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CITY OF LAS CRUCES MAIN STREET DOWNTOWN PSYCHOGRAPHIC ANALYSIS
LCI104 LO2
10 FEB 06

* "Artsy” types who paint, draw, play musical instruments, elc.; inteilectual and in certain ways anti-establish-
ment

* Entrepreneurial

¢ Take adult education courses

* Some eat out rarely, while others do so often, especiaily at casual sit-down restaurants

* Frequent a diverse array of bars/nightclubs, go bowling, play pool

* Females obsessed with fashion but constrained by budget, patronize Express, Marshalls and Old Navy;
require {arger sizes, shop at Lane Bryant

* Buy fents and camping equipment

Finally, New Beginnings accounts for less than 500 households within a 15-minute drive of the Downtown. But again, like
Mobifity Blues and Boomtown Singles (above), many in this cluster arrived in Las Cruces in the last five years, and so one
might expect that its numbers will continue 1o grow. Typically found in larger metropolitan areas, its most relevant psycho-
graphic characteristics are as follows:

« Hispanic or raclally-mixed, 18-to-34-year-old singles, starting out on their career paths, or starting over after

recent divorces or company transfers, often with young children aged O to 4

* Low disposable incomes {median: $30,000), working in academic or service jobs

* Looking to “settle down”

* Not especially sophisticated or stylish, do not shop much; require larger sizes, buy from Lane Bryant

+ Go to the cinema often, but do not frequent bars/nightclubs

* Patronize fast food establishments, but do not dine often at sit-down restaurants

s Buy tents
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CITY OF LAS CRUCES MAIN STREET DOWNTOWN PSYCHOGRAPHIC ANALYSIS

LC104 LO2
10 FEB 06§

Young families

A number of the “young single” clusters discussed above include large numbers of single-parent households, but while the
responsibilities involved in raising a child are no doubt significant, the differences between the lifestyle of a single parent and a
child-less single are considered to be less relevant to this analysis than those between a nuclear family and a single parent. For
this reason, a second sub-group is proposed here, one consisting of households with a mother, a father and their children.

In this region, only one such cluster - Family Thrifts — reaches critical mass, although it is the second most heavily concen-
trated overall, accounting for 2,800 households (7.7%}). Furthermore, the segment has been arriving in especially large
numbers over the last five years - probably in response to the many construction and service jobs that have been created by
the region’s recent growth spurt — and so its number and percenlage can be expected to keep rising in the near future,

Across the country, Family Thrifts households are most heavily concentrated in small cities. Examples in neighboring Texas
include Gatesville {Coryeli County), Kingsville (Kieberg County) and Belton (Bell County). The cluster’s most relevant psycho-
graphic characteristics are as follows:
» Hispanic and racially-mixed, young couples (e.g. 18 to 24), with lots (i.e. 3+) of young children
* Poorly educated (i.e. did not attend high school or attended but did not earn diploma), toiling in farming, blue-
collar or entry-level service jobs and
earning low incomes (media: $28,000)
* Play the lottery often
 Busy/arried lifestyle that revolves around kids and the family (e.g. spend money on dolls and action figures,
frequent Chuck E Cheese)
« Females read parenting magazines and follow soap operas, while males are obsessed with automobiles and
fitness/bodybuilding
* Shop at Wal-Mart and by catalog
« Dine out often, at both fast food and casual sit-down establishments (i.e. family, Tex-Mex)
¢ Go to the movies (i.e. family-friendly films), roller-skate, play billiards/poo!
¢ Buy tents and sleeping bags

Retirees and Empty Nesters

The third sub-group, and arguably the most impoertant, consists of the relirees and empty nesters. Due to a variety of factors,
including the weather and the scenery, Las Cruces has long been popular among those who spent their working and child-
rearing years in the colder climates of the Northeast and the Midwest. Today, however, it is also experiencing an additional
influx from the overheated property markets of Southern California, which is in turn largely responsible for the explosive
growth on the East Mesa.
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Only 6,200 households within 2 15-minute drive of the Downtown fit the retiree/empty nester description, versus 8,500 for
the students, twenty-somethings and early thirty-somethings. But the former assumes an importance in this analysis that is
disproportionate to its actual share of the overall population, because 1) it is growing so fast; 2) many of the newer arrivals,
from both the Midwest and the West, boast relatively high household incomes; and 3) a large number fit the profile of the so-
called "active retiree”, who is still relatively young, shows no intention of slowing down and is in some cases even starting a

~ second career upon his/her arrival in Las Cruces. Of course their influence is lessened to some extent by the fact that some

are actually just “snowbirds®, and that many of the permanent residents are not in town for prolonged periods of time
because they have second homes elsewhere or are traveling the country by RV.

First, we will detail the four retiree/fempty nester clusters that have been in Las Cruces for many years. The largest is Sunset
City Blues, which accounts for 1,796 households {(4.7%) within a 15-minute drive of Downtown. A relatively large percentage
have been living in their current dwelling unit since the ‘60's if not earlier, and unsurprisingly, very few — just 18 {0.3%) —

reside in the East Mesa.

Across the country, the Sunset City Blues cluster is most heavily concentrated in smali cities, like Roswell (Chaves County,
New Mexico). The segment’s most relevant psychographic characteristics are as follows:

o 65-and-over retirees, with lower middle class incomes (median: $36,000)

¢ Modest educational backgrounds, not especially cerebral

= Conservative “Middie American” sensibilities, i.e. read Saturday Evening Post

» Value “the way things were”, e.g. when Las Cruces had a Main Streef?

* Travel extensively, both domestic (by motor home/camper) and foreign - still willing to “rough it", i.e. get

around by bus

» Enjoy sedate pastimes (e.g. reading, gardening, bird-watching, woodworking, electric trains, television)

» Shop at Wal-Mart, dine at inexpensive sit-down restaurants (e.g. Sizzler, Golden Corral)

¢ Play bingo, belong to fraternal orders and veterans clubs

¢ Watch classic movies on television and keep abreast of more contemporary fare, but do not go to the cinema

The second largest “long-time” cluster is Hometown Retired, which accounts for 1,590 households (4.2%) within a 15-minute
drive of Downtown. Again, a very large percentage have been living in their current dwelling unit since the ‘60's if not earlier,
and virtually none reside in the East Mesa.
The Hometown Retired cluster is also most heavily concentrated in small cities, like Roswell (Chaves County, NM), as well as
Eagle Pass {Maverick County), Del Rio (Val Verde County) and Laredo {Webb County) in south Texas. The segment’s most rel-
evant psychographic characteristics are as follows:

 65-and-over Hispanic retirees/widows, with low Incomes (median: $25,000)

* Poor educational backgrounds (i.e. never finished or did not attend H.S.)
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* Travel the country by motor home

* Enjoy sedate pastimes (e.g. reading, garment sewing, bird watching, television)

* Do not shop, dine at inexpensive sit-down restaurénts (e.g. Shoney's, Golden Corral)
* Play bingo, belong to veterans ¢lub

The third largest long-time cluster is Traditional Times, which accounts for 779 households (2.1%) within a 15-minute drive
of the Downtown. The arrival of Traditiona! Times is more recent than that of Sunset City Blues or Hometown Retired, and itis
the second most heavily concentrated segment on the East Mesa (331 households, 6.0%), most likely occupying residences
in the {relatively) older areas closer to Telshor Boulevard, Furthermore, its median income is significantly higher, denoting
solid middle-class status. Even so, its psychographic profile is not all that different from the previous two.
The Traditional Times cluster is most heavily concentrated in rural areas, like the sparsely-populated Texas counties of Irion,
Carson and Schieichier. Its most relevant psychographic characteristics are as follows:
* 55-and-over white couples, with careers in agriculture, often as farm managers, and with solidly middie class
incomes (median: $52,000)
« Travel the country by motor home/camper and own timeshare residences/vacation homes - how often are they
in Las Cruces?
* Enjoy more sedate pastimes (e.g. gardening, bird-watching, stamp-collecting) and “country” pursuits (e.g.
own rifle/shotgun, watch NASCAR and TNN)
= Manifest ruraiftraditional outiook (e.g. read Saturday Evening Post and Ladies Home Journal)
* Like to spend time on the golf course and in the country club
* Not excited by up-market dining and shopping amenities, content instead to dine at inexpensive sit-down
restaurants (e.g. Cracker Barrel, Golden Corral) and shop at Wal-Mart
* Do much of their shopping by catalog or TV '
* Value historic architecture (i.e. read This Old House) and “the way things were”, prefer a traditional “country”
décorflifestyle (i.e. read Traditional Home, Country Living)
* Intensely involved in the community and politics (i.e. belong to civic clubs, visit and write to elected/govern-
ment officials), likely to be involved in this process _
The last of the four long-time clusters is Second City Elite, which accounts for 376 households (1.0%) within a 15-minute
drive of Downtown. Small in absolute number but both well-off and well-educated, it has supported the city's creative and
intellectual life for many years. And unlike the segments described above, those in Second City Elite are often still working.
The cluster arrived in Las Cruces in the ‘80's and earlier, although it does have a significant presence in the East Mesa (221
households, 4.0%), again, probably in the (relatively) older areas nearer Telshor Boulevard.

Across the country, the Second City Elite cluster is most heavily concentrated in small cities such as Naples, FL; Broomfield,
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CO; and Midiand, TX. Its most relevant psychographic characteristics are as follows:

+ 55-and-over, still working in management, professional, academic and creative occupations

* Have impressive educational pedigrees (B.A.'s or more) and high incomes (median: $71,000), own expensive
single-family homes ($150,000 and up)

 Exhibit refined tastes, e.g. listen to classical music, read Gourmet

* Cerebral/inteliectual, e.g. read Atlantic Monthly and New Yorker

* Travel extensively, both domestic and foreign — still willing to “rough it”, i.e. go to Third World countries, get
around by bus

* Own timeshare residences or second homes (i.e. their Las Cruces address? If so, how often are they in Las
Cruces?)

¢ Enjoy spending time on the golf course and in the country club

» Manifest high-end (i.e. Neiman Marcus) and “rugged-outdoors” fashion tastes (i.e. Eddie Bauer, L.L. Bean),
but do much of their shopping by catalog

* Prefer upscale and contemporary furnishings/décor, i.e. read Architectural Digest and House Beautiful, buy
Thomasville furniture

* Dine at restaurants with moderate prices and modest fare (e.g. Lone Star, Steak N Ale), despite up-market
tastes

» Belong to civic clubs, likely to be involved in this process (and might even be on our Branding & Imaging
Committee!)

These four empty nester clusters described above have been part of the region’s psychographic profile for some time.
They have been joined in more recent years, however, by Greenbelt Sports and God’s Country. Again, it is especially impor-
tant to understand these segments because they are thought to be responsible for much of the growth that the
metropolitan area has been experiencing, and to the extent that current trends will be continuing, they will keep growing

in absolute number as well as percentage of the population.

in all honesty, it is not entirely accurate to describe households in these clusters as empty nestersiretirees, as many of them
consist of couples who: 1) are only in their mid-to-late 40's; and/or 2) either still have children living at home or who never
had them to begin with. They are included here, however, because they are soon to enter a similar stage in their lives (if they
have not already). :

Greenbelt Sports accounts for 980 households (2.6%) within 2 15-minute drive of the Downtown. Not surprisingly, a signifi-
cant percentage (351 householkds) five on the East Mesa, most likely in the newer subdivisions that have been rising further
to the east. Across the country, the segment is most heavily concentrated in exurban areas, with a particularly large number
in Colorado, where five of the top ten counties nationwide for this cluster can be found, i.e. Gilpin, Summit (Breckinridge),
Pitkin (Aspen), San Miguel (Telluride) and Grand.
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Its most relevant psychographic characteristics are as foliows:

* impressive educational pedigrees {e.g. PhD's), worked in academic/professional occupations {e.g. professors
at NMSU, engineers at White Sands, doctors), with upper middle class incomes {median: $55,000)

» Not especially cerebral people, given their past education/profession

« Extremely active, enjoy all manner of outdoor sports, vacation in national parks, own tent and camp stove

* Enjoy spending time on the golf course and in the country club

* Follow fashion trends, manifest high-end (i.e. Neiman Marcus, Ann Taylor) and “rugged-outdoors” tastes (i.e.
Eddie Bauer)

* Play billiards/pool

* Value historic architecture (i.e. read This Old House) and prefers a traditional, “country” décor/lifestyle (i.e.
read Traditional Home, Martha Stewart Living, Country Living, Country Home)

God's Country accounts for 679 households (1.8%) within a 15-minute drive of the Downtown. Again, many of these {324
households) live on the farther reaches of the East Mesa, as well as the newer subdivisions in Picacho Hilis. This segment is
especially noteworthy in that it introduces a new level of big-city affluence and flash to the area. Indeed, the wealthy
Americans in God's Country are the ones who have helped to give places like Vail, Aspen and Jackson Hole the cachet that

they enjoy today.

The most relevant psychographic characteristics of God's Country are as foliows:

* 45-t0-54 couples with exceptional educational pedigrees (i.e. M.A. or more) and executive/professional occu-
pations, earning high incomes {median: $80,000) and owning expensive single-family homes (i.e. valued at
$150,000 and up)

¢ Exhibit refined tastes (e.g. listen to classical music, read Bon Appetit) but not especially cerebralintellectual,
seem more interested in the study of making money (e.g. read Fortune, Forbes, Money, Inc.)

* Travel extensively, although preferred destinations are rather traditional (i.e. Western Europe, not the Third
World)

« Own timeshare residences or second homes (i.e. their Las Cruces address? If so, how often are they in Las
Cruces?)

* Extremely active, enjoy all manner of outdoor sports

¢ Enjoy spending time on the golf course

* Interested in high-end fashions, but do not shop extensively and their buying preferences center on “rugged-
outdoors” styles (e.g. Eddie Bauer, L.L. Bean)

¢ Prefer to “stay in” (i.e. order pay-per-view movies rather than going to the cinema, do not eat out much, buy
on-line at barnesandnoble.com and amazon.com rather than browsing in the bookstore)
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T“’WW history, transportation Dattems ard econoric forces Rave:diclated the iosetion and formoF gigien region's pr-
mary business district. Today is no difiérent. In automobile-dominated Las Criices, the Telshor / Lohirvian aréa has emmerged as
it o hear-irrele-

. Main Street is.

The logicof businiess site location, which-favored Downtown in the past, has more recently worked to red(x

sctorat forces are no longer working in Downtown’s favor, the burden then falls-to the revitalization cormmiunity (o
ths case Jor why it sthould matter. Some have. suggested that every city: needs:a "heart”, but this peintiseasﬂydisputed The
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Fr—

e

Anpmey PR Pr— savrdersan

Pr—

275

22 CITY OF LAS CRUCES MAIN STREET DOWNTOWN PSYCHOGRAPHIC ANALYSIS

LCIO4 LO2
10 FEB 06

Inclusivity, of course, is easier said than done. As in 50 many other communities, the Downtown revitalization movement is
driven by a very small and un-representative slice of the city’s population. Everyone on the Branding and imaging Committee
is white and relatively well-off, and there is a clear skew towards “high culture”, with representatives from the visual and per-
forming arts, the university, the bookstore, etc. Not surprisingly, potential solutions to Downtown's struggles have tended to
revolve around this sub-market, even though in actual numbers it is not a farge one (see below). No doubt the arts niche
should play a central role going forward, but the “Whole Bean Enchilada” crowd will need fo be tapped as well, and it is
somewhat worrisome that this demographic, which accounts for the overwhelming majority of the area’s inhabitants, is round-
ly described by the revitalization community in pejorative terms.

One other point related to diversity. Many revitalizing downtowns across the country have stumbled upon the opening of a
new “lifestyle center” on the suburban periphery. This shopping center format consists of a pedestrian-friendly “Main Street”,
complete with ground-floor retail, on-street parking, faux-historic architecture, antique streetlights, sidewalk benches, etc.,
and typically filled with upmarket national chains (e.g. Ann Taylor, Cheesecake Factory). It is often found in high-growth,
high-income areas that lack a true urban space, like the East Mesa. If in fact one materializes there in the coming years, ils
shops and restaurants could absorb a good deatl of the consumer demand from, and become the de-facto downtown for,
affluent clusters like Second City Elite, Greenbelt Sports and God's Country. As it is, the well-off segments are not especially
reliable because many of these households own second {or first) homes elsewhere and are not necessarily in town that often.
For all of these reasons, Downtown should “hedge” on price point, steering clear of upscale establishments in favor of ones
that are more widely affordable.

Finally, the analysis below might seem a bit depressing to those who are emotionally invested in this efiort. Revitalization is
not easy - indeed, if it were, this study would have been unnecessary. There are good reasons why Downtown Las Cruces
sank to the levels that it did, and some of that logic is just as valid today, even as i starts to build some momentum.
Successful retailing in such a challenging setting is a rare thing, but it is not absolutely essential in these early stages.
Businesses can come and go; the most important objectives at this point are to raise visibility, to reverse perceptions, to build
consumer “mindshare”, and to re-establish Downtown as a viable option, for dinner, for drinks, for something. These are
small victories, but they are essential first steps that cannot just be skipped over, and realistic goals to shoot for. The follow-
ing, then, should be read with this more modest aspiration in mind.

The Movie Theater Anchor

The Sites Southwest Master Plan has proposed as an anchor for the Downtown revitalization effort a modern movie muitiplex
with anywhere from six to ten screens, to be located on the southeast comer of Main Street and the soon-to-be-reestablished
Mountain Avenue, on the northern end of the present pedestrian mall. The selection of a cinema is based on two factors: 1) the
success of the Century Theatres at 1st and Central in Albuquerque in terms of gross ticket sales and as an anchor in the re-
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emergence of that downfown; and 2) the finding of the Robert Charles Lesser & Co. market analysis that there is pent-up
demand in the Las Cruces region for six to eight “state-of-the-art” screens.

Multi-plexes have a proven capacity for generating large amounts of foot traffic. Indeed, although such a mass-market use
might stand in stark contrast to the high-culture offerings currently available in Downtown, its presence will expand the dis-
trict's sales and tenanting potential in a way that small-scale performing arts venues cannot. Most directly, it would serve to
attract one or more sit-down restaurants, perhaps a coffee bar or an ice cream shop, etc. And in terms of marketing, while it
would not lend much local New Mexican character, it would help to reverse perceptions and reestablish Downtown as, in the
simplest of terms, “a place to go where there is something to do".

Looking at the psychographics, however, the market for this use is somewhat limited. Strangely, the students of City Startups,
although readers of Premiere magazine, do not go to the cinema often. Households in Mobility Blues and God's Country pre-
fer to view films at home, on video and pay-per-view, respectively. While the unconventional thinkers and cerebral types in
Suburban Pioneers, Boomtown Singles, Second City Elite and City Startups might be drawn to independent films, offering
such fare in a new and modern Downtown mutti-plex could spell doom for Mesilla’s tired but venerable Fountain Theatre.
And the older retirees of Sunset City Blues might enjoy classic movies, but at 65 years oid and up, they would probably
rather watch them on television or at the Fountain.

Only two of the clusters described above ~ Family Thrifts and New Beginnings — report movie-going as one of their top’
leisure activities, and together they number just 3,300 households (within a 15-minute drive of Downtown). Family Thrifts
accounts for roughly 2,800 of these {85%), meaning that the film offerings will need to skew heavily towards the family-
friendly. And seeing as many of the segment's (and the region’s) households are Hispanic, perhaps some showings of
Holtywood pictures should be dubbed or subtitled. it might also be worth exploring the viability of devoting screens {o the
increasing number of Mexican productions, which could also draw high-brow types from Second City Elite.

Restaurants

Food must play a critical role in the effort to revive Downtown Las Cruces. There are three reasons for this. One, sit-down din-
ing is the retail category that most often drives business district revitalization. indeed, restauranteurs are usually the only ones
willing to act as pioneers in long-forgotten parts of town. Two, Las Cruces' version of “New Mexican” cuisine is central to its
self-identity. In trying to answer the question of what makes the city unique, so many locals refer to this aspect, not hesitating
in the process to allege the inferiority of its “competitors” (e.g. “Tex-Mex", Arizona-style and even Albuquerque/Santa Fe
cooking). And three, eating is the most obvious way for recent transplants to access and enjoy the area's distinctive cuiture.

It would not be reatistic to expect national chains in Downtown Las Cruces. Nor, again, would it be desirable, if the goal is to
showcase what makes the area unique. The local “chain-lets” — homegrown operators with three units going on a fourth, or
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even one locking for a second — would be more appropriate in this regard. So would regional “chain-lets” - concepts that cut
their teeth in nearby cities like Albuquerque, and are ready to expand to new markets. Such tenants hit a sort of “sweet spot”
because they are locally or regionally distinctive while also boasting a track record. The probiem is that many of these restau-
ranteurs {e.g. Lorenzo’s, Chillitos, Dionne's) are already opening additional branches on the East Mesa in order to reach the
recent arrivals there. Moreover, there is enough vacant land in the region that expanding concepts will easily be abie to find
suitable sites wherever growth occurs in the future.

Thinking in terms of strict site location criteria, who can blame the chains and chain-lets for taking this approach? If the goal
is to tap recent growth, why locate in Downtown when there is a clean site at Lohman and Roadrunner? The fogic is difficult
to refute. The presence of a multi-plex anchor in Downtown will help (and is in fact essential), but pitches to these local oper-
ators must also work on an emotional level. One possible tool is guilt: the Downtown revitalization “movement” could be
branded as a project for which all of the city's stakeholders, including its most successful businesses, are responsible.
Building a sense of positive momentum is also critical in this respect, as pioneers are often driven by a rather vague sense
that they want “to be a part of what is happening” in re-emerging districts.

Of course, in such a small market, expanding local chain-lets must aiways consider the danger of self-cannibalization. But
certain operators (e.g. Lorenzo's) already see the potential in launching an entirely new concept that does not compete with
their existing branches. Others (e.g. La Posta) might feel that their current levels of customer traffic warrant the opening of an
additional unit. Stilf others (e.g. International Delights, Main Java) might wonder whether Downtown might actually offer
greater sales polential than their existing location. And again, nearby cities could be canvassed in an effort to identify similar
outfits there that might be interested in expanding to new markets {e.g. Flying Star in Albuquerque, Ardavinos in El Paso),

Whomever the operators are, they should offer low to moderate price points, The higher-income clusters — Second City Elite,
Greenbeit Sports and God's Country ~ generally prefer to dine in. And the most popular sit-down establishments overall are
the inexpensive family and steakhouse restaurants, like Bob Evans, Golden Corral, Sizzler and Steak & Ale. Not surprisingly,
however, Mexican cuisine, which plays such a central role in the city’s identity, offers a rare opportunity to generate “cross-
over” dining traffic and recreate the sort of diversity discussed above. Greenbeit Sports and God's Country will eat at Mexican
eateries, and would be joined by Family Thrifts, resulting in the kind of diverse mix that one might find at Si Senor or La
Posta.

Finally, the importance of 2 multi-plex in attracting these local chain-fets cannot be underestimated. Their history as pioneers
notwithstanding, restauranteurs are just as nervous about risk as other retailers, and they will likely insist on leasing commit-
ments from and locational proximity to some sort of bonafide anchor as well as other sit-down eating establishments. Also, in
order to generate enough revenue to sustain themselves, they will need to be able to serve alcohol in addition to food, mean-
ing that the City has to be willing to grant new liquor licenses. And in order to reduce cost pressures, these licenses should
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be priced much lower. Finally, these operators should be permitted to offer outdoor seating, so as to differentiate Downtown
as a dining destination from the more automobile-friendly districts that are its competition (e.g. Telshor/East Mesa).

Bars and cafes

it has been suggested that the lack of a cohesive “college town” feel and mix on University Avenue and the current draw of
nearby Graham Central Station provides an opportunity for Downtown to re-establish itself as a student-oriented district of
bars and nightclubs. But this is not as much of a “no-brainer” as it might seem: most NMSU enrollees are cash-poor, and a
number already have children and must devote considerable time, energy and money to that part of their lives. This sub-mar-
ket is perhaps capable of sustaining one or two such establishments, but not necessarily an extended stretch of them.

The tone and image of these new Downtown bars will be critical. Given the current selection of watering holes in Las Cruces,
conventional ones of the Hurricane Alley or Bennigan’s variety would be redundant, and would aiso attract a younger, more
rowdy crowd that could deter movie-going families (see above) as weli as potential condo-buyers (see Downtown
Albuquerque). On the other hand, a cool, trendy lounge like El Paso’s Geo Geske (aka "G2"), with a more mellow vibe and a
cocktailiwine focus, would have a positive impact on Downtown's brand. It would find a ready market in the style-conscious
types from City Startups, Suburban Pioneers and Boomtown Singles who frequent the Las Caras Lounge (in the Hilton} and
Graham Central Station, or even the more nightlife-oriented among Second City Elite and Greenbelt Sports. Also, while High
Desert Brewery is unlikely to move after having invested so much in its current location, but its popularity suggests that there
might be room for another brewpub operator Downtown.

Café Central is a white-tablecloth restaurant in Downtown EI Paso, but it also serves wine/martinis and features live jazz.
Perhaps the operator could be convinced 1o try a scaled-down founge concept in Las Cruces. As for a coffeehouse, The
Bean, which also offers live music, has expressed an interest in relocating, although as a business it appears somewhat
under-capitalized. For a more polished café concept, the Albuquerque-based Flying Star also has its Sateliite brand. And
Flying Star, already mentioned above as a restaurant possibility, would also function well as a dessert venue catering to
patrons of the various theaters and cinema. Lumenbrite Café, from Downtown El Paso, would serve this purpose as well.
Finally, Cold Stone Creamery, the national ice cream chain, might be convinced to open a location in the mutti-plex devélop-
ment, as it did in Downtown Albuguerque.

Outdoor Recreation Superstores

Dining and nightlife has often helped to jumpstart Downtown revitalization efforts, while daytime shopping typically plays a
lesser role. Partly this is because many retail categories rely heavily on visibility and foot traffic, which tend to be lacking in
these initial stages, at least during the day when consumers do most of their shopping. As a resuit, the only stores likely to be
sustainable at this point are ones that can generate customers on their own (i.e. “destinations”) or that can also draw on
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other sources of revenue besides walk-in sales (e.g. wholesale or “B-to-B” trade). Indeed, virtually all of the businesses
presently located on the Downtown Mall can be described in one of these two ways, with COAS Bookstore as an example of
the former and White's Music Box the latter.

One sort of destination retailer that would seem to be appropriate for this market (and inclusive of its many diverse sub-cul-
tures) is the outdoor recreation superstore, which sells equipment and apparel related to hiking, camping, hunting, fishing,
elc. Many of the lifestyle segments described above - City Startups, Mobility Blues, Family Thrifts, elc. — buy/own tents,
sleeping bags and other camping equipment. Two of the fastest-growing ones - Greenbelt Sports and Ged's Country ~ partici-
pate in an incredibly large number of outdoor activities, and, along with Second City Elite, favor the “rugged-outdoors® ook
pioneered by Eddie Bauer and L.L. Bean. Furthermore, a number of the clusters - City Starfups, Mobility Blues, Traditional
Times, Suburban Pioneers — own guns or read magazines like Guns & Ammo.

The major chains (i.e. Bass Pro Shops, Cabela’s Sporting Goods) offer a unique blend of retail and entertainment (e.g. giant
fish tanks, flying geese displays, deer museums, themed restaurants, etc.) and become tourist destinations in their own right,
drawing millions of visitors annually. They typically locate at highway interchanges, but have been experimenting with
Downtown branches in recent years, often as part of larger revitalization efforts. These stores, however, will require substantial
incentives, especially since there is no shortage of possible sites on the city’s periphery. They will also need exiremely large
floor-plates: the typical Bass Pro or Cabela's is 150,000 sq.ft., which would be impossibie in Downtown Las Cruces. But
Cabela’s was willing to go with just a 60,000 sq.ft. box in the Downtown of East Grand Forks, MN, and Biocomington, MN-
based Gander Mountain is willing to consider spaces as small as 50,000 sq.ft. Perhaps these square footages are workable
on the old grocery store site. (Gander, it should be noted, eschews the “bells and whistles" of Bass Pro and Cabela’s, thus
limiting its draw, but it compensates with lower prices, also a plus in this market.}

It is worth noting that outdoor recreation superstores might bring cerlain socio-cuitural tensions to the surface. As noted
above, chains like Cabela's and Gander Mountain cater very directly to gun culture, which might offend the urban liberals
and wildlife fanatics in the Second City Elite, Greenbelt Sports and God's Country clusters, Their preferred alternative would
be the Sumner, WA-based REI, which focuses on the hiking and the camping rather than the hunting and fishing. RE| has
been known to build dramatic flagships in or near Downtowns, with various “shopper-tainment” touches such as two-story
climbing walls, mountain biking test-trails, etc. In addition, their stores are as small as 20,000 sq.ft., a somewhat more realis-
tic size for Downtown Las Cruces. So far, however, they have focused mostly on larger urban markets like Seattle, Portland,
Austin, Denver and Albuguerque, where they have a location at an [-25 interchange, Another possibility is Eastern Mountain
Sports (EMS). The Peterborough, NH-based chain, which is most heavily concentrated in the Northeast but also operates
three units in Colorado, offers none of “bells and whistles” found at REI, but it builds even smaller units of 10,000 sq.ft. or
less.
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Fashion Retail

A store does not need to be a chain in order to be a destination. Chains certainly have advantages in trying to draw shoppers
to long-ignored business districts. Their brand is well-established and their marketing muscie is substantial. But fashion bou-
tiques also can emerge as draws in their own right, through high-visibility media attention (e.g. an article in a local “lifestyle”
publication) and “word-of-mouth” advertising. However, this kind of momentum is very hard to generate, and without it, such
a store located in Downtown Las Cruces today would almost certainly fail due to the absence of pass-by traffic. Even the
arrival of the multi-plex and associated dining/nightlife will onfy have a limited impact, because they draw much of the traffic
at night, when very few are thinking about shopping. The likelihood of success is diminished still further when one considers
that Downtown has to compete for such tenants with Mesilla, and the more established merchant will likely prefer (and can
afford) the {atier, while the low-rent Downtown will altract the less experienced entrepreneur.

The viability of boutiques is therefore questionable, at least in these early stages, but even if such retailers only survive for a
brief while, their mere presence would have a beneficial impact on Downtown’s brand and image. If such an operation is to
stand any chance of success, it should focus on niches that are currently under-served. For example, a collection of national
chains at the Mesilla Valley Mall (e.g. Express, New York & Co., Melrose) specialize in moderately-priced juniors apparel, but
the students in City Startups, avid followers of fashion, must drive to Grandaddy Blues in E! Paso in order to find something
that is more urban-edgy, like premium denim. The plus-size category, also well-covered al Mesilla Valley Mall (e.g. DEB,
Melrose), might likewise need an infusion of boutique eclecticism and energy. Ideally these merchandise sub-categories
would be included in the same space. An independent operator’s mix must be as wide-ranging as possible without compro-
mising the store’s marketing and confusing the shoppet, because in a city of Las Cruces' size, each individual sub-market is
relatively small, and insufficient to support a full store on its own.

As for other niches that are currently underserved, three lifestyle segments — Suburban Pioneers, Second City Elite and
Greenbelt Sports — shop regularly at Neiman Marcus, but the Mesilla Valley Mall, and Las Cruces more generally, offers little
to this shopper, who must instead drive to £} Paso to find high-end designer apparel at Union/Fashion. Also, as discussed
above, the empty nester clusters — Second City Elite, Greenbelt Sports and God's Country — all favor the “rugged-outdoors®
retailers like Eddie Bauer, L.L. Bean and Lands End. But again, given the possibility of a lifestyle center in the not-too-distant
future and the likely presence of up-market retallers near their first or second homes, it would not be wise to rely too heavily
on such households. Rather, pricing should adhere as much as possible to the increasingly popular “cheap chic” model {i.e.
fashionable clothes at inexpensive prices), so as to remain affordable to the city's low- and moderate-income base and
encourage frue diversity within the Downtown,
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“High-Culture” Retail

No doubt the “high-cuiture” niche is one that Downtown should emphasize, as it has aiready become something of a destina-
tion for artsy and intellectual types. Support for the performing arts (e.g. Black Box Theatre, symphony, ballet} is unusually
high for a city of Las Cruces' size, and likely to increase even further given that so many of the recent transplants hail from
the cultured cities of the Northeast and Midwest. Translating this demand into successful retail, however, is another matter
entirely. Aithough Friday night openings report large turnouts, the freestanding arnt galleries lose money. “Artisan® shops are
also a possibility, but again, Downtown will have to compete with such tenants with Mesilla. Furthermore, these sorts of busi-
nesses are unlikely to survive the rent increases that will ensue as momentum builds and speculation grows.

Part of the problem is that the market is simply not there. It consists largely of RV-driving tourists, and they tend to prefer pic-
tures and trinkets. Local buyers are few: either they do not have the money, or if they do, they get their art in Santa Fe. The
various cultural attractions are alf relatively small in size and draw, together generating just a limited amount of foot traffic.
indeed, the Black Box estimates that there are only about 3,000 theater-goers in the region. The high-culture niche does not
tap the city's ethnic diversity; it appeals mainly to well-educated whites. And it is not even clear that the high-income clusters
growing so fast on the East Mesa are all that cerebral or creative: the first love of Greenbelt Sports is the outdoors, and those
in God's Country, while refined in certain respects, seem most interested in the study of making money.

Yet even though high-culture retail is not inclusive, even though such businesses are not likely to last, their presence should
be encouraged because they impact positively on Downtown's brand. Old-timers might remain wary of the “artsy-fartsy”
types, but the reality Is that this niche has a history of resonating with opinion makers and helping to reverse perceptions. In
other words, it is suggested here that the arts be used, as they have been in so many other places, as the “shock troops” of
the revitalization effort, taking the initial risk and laying the groundwork for a re-emergent Downtown (along with the bou-
tiques, above) before having to give way once the momentum starts to build and landlords see the possibility of higher-rent
tenants. This is admittedly a somewhat cynical way of thinking about the revitalization process, but the reality Is that such dis-
placement is an unavoidable by-product of a strengthening real estate market. The most that can be done for these pioneers
is to avoid “over-hyping” Downlown's progress or prospects so as to keep speculation at a minimum, and to secure alterna-
tive space on side or secondary streets to which they can retreat while staying close to their original location and market.




