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% City of Las Cruces

PEOPLE HELPING PEOPLE
Council Action and Executive Summary

Item # 9 Ordinance/Resolution# 17-109
For Meeting of For Meeting of December 5, 2016
(Ordinance First Reading Date) (Adoption Date)

Please check box that applies to this item:
[ lQUASI JUDICIAL XILEGISLATIVE [_JADMINISTRATIVE

TITLE: A RESOLUTION REPLACING THE 2004 LAS CRUCES DOWNTOWN
REVITALIZATION PLAN AND ADOPTING THE 2016 LAS CRUCES DOWNTOWN
MASTER PLAN.

PURPOSE(S) OF ACTION:

Adopt 2016 Las Cruces Downtown Master Plan.

COUNCIL DISTRICT: N/A

Drafter/Staff Contact: Department/Section: Phone:
Andy Hume Community 528-3048

Development / Planning
& Neighborhood
Services

Citv Manager Signature:

BACKGROUND / KEY ISSUES / CONTRIBUTING FACTORS:

City Council adopted the current Downtown Revitalization Plan in January 2004. Over the past
12 years, at least two-thirds of the current plan have been completed or are underway, including
construction of Plaza de Las Cruces. Additionally, many factors have changed since the plan was
adopted in 2004, including a new economic environment. The purpose of this Resolution is to
request adoption of the 2016 Las Cruces Downtown Master Plan.

The purpose of the Las Cruces Downtown Tax Increment Development District (TIDD), in
operation since 2009, is to generate revenue for the downtown area and to use those revenues
within that area for public improvement projects. On January 25, 2016, the TIDD Board adopted
TIDD Resolution No. 16-002 authorizing the development of a new downtown master plan. The
proposed master plan was jointly funded by the City of Las Cruces (City) and the TIDD.

The proposed master plan is the first planning document to be directly coordinated with the current
Las Cruces Comprehensive Plan. The proposed plan details application of no fewer than 12 goals
and 32 policies in the downtown area. The draft plan also closely coordinates with the City’s
ongoing economic development planning efforts. It identifies new projects and activities that will
continue to energize the downtown renaissance.
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The core planning effort was focused around a four-day charrette process conducted by
PlaceMakers. More than 200 different individuals, representing a wide variety of stakeholders,
participated in the event. Additionally, a project-specific website has been operated and
maintained throughout the planning process. The public comments emphasized crucial topics
such as downtown identity, economic development, housing, and arts and culture.

In addition to the four-day charrette, a public comment period was held May 1 through July 15,
2016. Comments and proposed revisions from that period are included in the current draft. The
new 2016 Las Cruces Downtown Master Plan is attached as Exhibit “A”; the URL for the exhibit
is: https://indd.adobe.com/view/bb26d21e-4957-4306-a11d-f4049611alec.

Three other key items also resulted from this contract: retail, residential, and hotel/hospitality
market research analyses. The analyses were conducted by national firms recognized by financial
institutions, retailers, and developers: Gibbs Planning Group and Zimmerman/Volk Associates.
The findings from these analyses form the basis for a broad range of economic and redevelopment
strategies, and will allow us to coordinate the City’'s economic development efforts with potential
investor opportunities.

In summary, the 2016 Las Cruces Downtown Master Plan will:
e Provide a guide for investing future TIDD monies and implementing the plan and projects
e Coordinate with the current Las Cruces Comprehensive Plan
« Allow for economic development planning efforts with potential investor opportunities
« Identify new projects and activities that will continue to energize the downtown renaissance

The TIDD Board recommended adoption with TIDD Resolution No. 16-006, approved on July 25,
2016. The Camino Real Consortium recommended adoption with Resolution No. 2016-01,
approved on August, 26, 2016.

The Planning and Zoning Commission (Commission) reviewed the proposed draft at their
meetings on September 27, 2016 and October 15, 2016. The Commission provided several
comments in writing and at the meeting. The bulk of the comments fell into three categories: land
use, economic development, and implementation. They are included in your packet for
consideration. The Commission recommended adoption by a vote of 5-0 on October 25, 2016.

SUPPORT INFORMATION:

Resolution.

Exhibit “A”, 2016 Las Cruces Downtown Master Plan.

Attachment “A”, 2016 Las Cruces Downtown Master Plan Appendices.

Attachment “B”, Planning and Zoning Commission September 27, 2016 meeting minutes.
Attachment “C”, Planning and Zoning Commission October 25, 2016 meeting minutes.
Attachment “D”, A Review with Suggestions for Change: The 2016 City of Las Cruces
Downtown Master Plan, Roger K. Hedrick, FAICP.

Attachment “E”, Compiled List of Planning and Zoning Commission Comments from
October 25, 2016 meeting.

8. Attachment “F”, Camino Real Consortium Resolution No. 2016-01.
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SOURCE OF FUNDING:

Page 3

Is this action already budgeted?
Yes |[ || See fund summary below
No [[ ]| If No, then check one below:
Budget [ 1| Expense reallocated from:
N/A Adjustment| ]| Proposed funding is from a new revenue
Attached source (i.e. grant; see details below)
[ ]| Proposed funding is from fund balance
inthe Fund.
Does this action create any
revenue? Yes | [_]| Funds will be deposited into this fund:
_____inthe amount of $ for
N/A FY .
No [_I| There is no new revenue generated by
this action.

BUDGET NARRATIVE

N/A

FUND EXPENDITURE SUMMARY:

Fund Name(s) Account Expenditure| Available Remaining | Purpose for
Number(s) | Proposed | Budgeted Funds Remaining
Funds in Funds
Current FY
N/A N/A N/A N/A N/A N/A
OPTIONS / ALTERNATIVES:
1 Vote “Yes”; this action will adopt the 2016 Las Cruces Downtown Master Plan.
2. Vote “No”; this action will not adopt the 2016 Las Cruces Downtown Master Plan.
3y Vote to “Amend”; this action could modify the Resolution.
4. Vote to “Table”; this action will delay action on the Resolution.

REFERENCE INFORMATION:

The resolution(s) and/or ordinance(s) listed below are only for reference and are not included as
attachments or exhibits.

1. TIDD Resolution No. 16-002.
2. TIDD Resolution No. 16-006.

Rev. 02/2012
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For Meeting of

For Meeting of

(Ordinance First Reading Date)

December 5, 2016

(Adoption Dat

e)

TITLE: A RESOLUTION REPLACING THE 2004 LAS CRUCES DOWNTOWN

MASTER PLAN.

REVITALIZATION PLAN AND ADOPTING THE 2016 LAS CRUCES DOWNTOWN

-

Purchasing Manager’s Request to Contract (PMRC) {Required?}  Yes [ ] No X
DEPARTMENT SIGNAHURE, , PHONE NO.| DATE
Community Development Staff f\/
Contact 528-3048 | /| 0}!6
Department Director S~ 528-3067 -y,
Other
Assistant City Manager /CAO -0ty |/E=1-Je
Management & Budget Manager 1t -4 &
Assistant City Manager/COO X A271  |N-18-16
+XT 27 Nov
City Attorney ATH 2oL
City Clerk Y ouS |2l
- -

Rev. 8/2011
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RESOLUTION NO. ' 7-709
A RESOLUTION REPLACING THE 2004 LAS CRUCES DOWNTOWN
REVITALIZATION PLAN AND ADOPTING THE 2016 LAS CRUCES DOWNTOWN
MASTER PLAN.
The City Council is informed that:

WHEREAS, at the meeting on January 11, 2016, the Las Cruces Downtown Tax
Increment Development District Board (TIDD) approved funding to update to the
downtown revitalization plan and conduct market research analyses; and

WHEREAS, over 200 people attending a four-day charrette held February 16-19,
2016; and

WHEREAS, discussion topics included downtown identity, housing, economic
development, neighborhood integration, and arts and culture; and

WHEREAS, a public comment period was held May 1 through July 15, 2016, and

WHEREAS, the TIDD recommended adoption at their meeting on July 25, 2016;
and |

WHEREAS, the Camino Real Consortium recommended adoption at their meeting
on August 26, 2016; and

WHEREAS, the Planning and Zoning Commission recommended adoption at their
meeting on October 25, 2016.

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

()
THAT the 2004 Las Cruces Downtown Revitalization Plan is hereby replaced.
(I

THAT the 2016 Las Cruces Downtown Master Plan, as shown in Exhibit “A”,
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attached hereto and made part of this Resolution, is hereby adopted.

(1)
THAT City staff is hereby authorized to do all deeds necessary in the

accomplishment of the herein above.

DONE AND APPROVED this day of 20
APPROVED:
Mayor
ATTEST:
VOTE:
Mayor Miyagishima:
(SEAL) Councillor Gandara:

Councillor Smith:
Councillor Pedroza:
Councillor Eakman:
Moved by: Councillor Sorg:
Councillor Levatino:

Seconded by:

APPROVED AS TO FORM:

U /\C{/\g/ @%\_

o

City Attorney
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LAS CRUCES

DOWNTOWN MASTER PLAN
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RESULTS

WHAT'S NEXT: GOALS TO ACTIONS
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DOWNTOWN MASTER PLAN APPENDIX

Appendix B1: Primary Trade Area Community Profile

Appendix A2: Primary Trade Area Business Summary
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Data by Measure

Appendix EXHIBIT A

Economy and Independent operations generally share the bottom 40 percent of the average daily

rate market.
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The proprietary room demand estimate produced by GPG relies on the growth and trend rates of
U.S, Gross Domestic Product, New Mexico traveler overnight lodging expenditure, and the Las

Every reasonable effort has been made to ensure hat the data contained in this study reflect the
Cruces study area room demand, occupancy rate and revenue per available room,
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is based on information that was current as of January 31, 2016, and GPG has not undertaken

any update of its research effort since such date.

This report may contain prospective financi
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be achieved, that particular events will occur, or that a particular price will be offered or accepted.

Il be achieved, This study should not be the sole basis for programming, planning, purchas
financing, or development of any commercial project. This study is for the use of the client for
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Appendix EXHIBIT C
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PLANNING AND ZONING COMMISSION
FOR THE
CITY OF LAS CRUCES
City Council Chambers
September 27, 2016 at 6:00 p.m.

BOARD MEMBERS PRESENT:

Kirk Clifton, Chairman
Ruben Alvarado, Member
Joanne Ferrary, Member
Roger Hedrick, Member
LaVonne Muniz, Member
William Stowe, Member

BOARD MEMBERS ABSENT:

Harvey Gordon, Vice Chair

STAFF PRESENT:

Clifton:

Adam Ochoa, Planner, CLC

Sara Gonzales, Planner, CLC

Mark Dubbin, CLC Fire Department

Bob Cates, CLC Legal Staff

Becky Baum, Recording Secretary, RC Creations, LLC

CALL TO ORDER (6:00 p.m.)

ATTACHMENT “B”

Good evening everybody and welcome to the Planning and Zoning

Commission meeting on Tuesday, September 27th, 2016. Before we
begin | would like to welcome the Commission. On my far right we have
Commissioner Hedrick representing Council District 4; Commissioner
Muniz representing Council District 2; Commissioner Stowe representing
Council District 1; Commissioner Ferrary representing Council District 5;

Commissioner Alvarado representing Council District ...

Alvarado: Three.

Clifton:

District number 6. Thank you very much.

CONFLICT OF INTEREST

Three, thank you. And | am the Chair, Kirk Clifton representing Council

At the opening of each meeting, the chairperson shall ask if any member on the
Commission or City staff has any known conflict of interest with any item on the

agenda.
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2. Downtown Master Plan 16-001: 2016 Las Cruces Downtown Master Plan.

Clifton;

Hume:

Clifton:

Hume:

Clifton:

Hume:

The City of Las Cruces has proposed updating the current Downtown
Revitalization Plan. The 2016 Las Cruces Downtown Master Plan identifies
new projects and activities that will continue to energize the Downtown
renaissance. It emphasizes crucial topics such as Downtown identity,
economic development, housing, neighborhood integration, and arts and
culture. A great deal of data was included during plan development including
retail, hospitality, and residential market research analysis. The new master
plan also represents the first time a lower level plan direct coordinates with
the current Las Cruces Comprehensive Plan and economic development
planning efforts.

Okay. ltem number two, New Business. Downtown Master Plan 16-001:
The 2016 Las Cruces Downtown Master Plan. The City of Las Cruces
has proposed updating the current Downtown Revitalization Plan. The
2016 Las Cruces Downtown Master Plan identifies new projects and
activities that will continue to energize the Downtown renaissance. It
emphasizes crucial topics such as Downtown identity, economic
development, housing, neighborhood integration, and arts and culture. A
great deal of data was included during plan development including retail,
hospitality, and retail residential market research analysis. The new
master plan also represents the first time a lower level plan direct
coordinates with the current Las Cruces Comprehensive Plan and
economic development planning efforts. And | must say that is the most
vibrant case blurb I've ever seen in my life, Andy. Thank you.

You're welcome sir. Apparently | got one of the words wrong though so
it's, it's "directly connected to" ... '

Thank you.
The Comprehensive Plan.
So noted.

Mr. Chair, Members of the Commission. My name is Andy Hume. I'm the
Downtown Coordinator for the City of Las Cruces. It's good to see some
familiar faces and, and welcome some new ones as well. {f |, I'd like to
beg the Commission's indulgence. | have two presentations. The first one
is very short but hopefully provides a little bit of background for you as to
why we're going through this process of updating the Downtown Master
Plan and some of the work that we've already done, and then the second
one will go through and talk about the highlights of the, of the Master Plan
that is before you for recommendation for approval. Unless there's any
issues with that I'll, I'l just go ahead and, and go through that.

13
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So back on January 1st, first of all the, the, the Downtown is
overseen by what's called the Tax Increment Development District. It is
the City Council performing a, a, a, a redevelopment role on behalf of the
City. So | gave a presentation to them because we were going to use
funds from the TIDD, we were recommending this, to update the
Downtown Master Plan. And so what | did was, first of all back in January
of, actually this would be July of, of 2015, Fiscal Year 2016, we talked
about what some of the priorities for the use of TIDD money may be. And
so we have up there, the first two items we're doing the Downtown Master
Plan and the Market Research Analyses and this was approved by the
TIDD Board. The other two items on that list are upcoming here in the, in
the next few months. So the, the, the few slides that I'm going to show
you were the project scope highlights that we looked at and we wanted to
identify and looking at the opportunity to partner with in this case
PlaceMakers, which is the consultant that we were, that we used for this
project.

What we did first of all is we took these first two items, the
Downtown Master Plan and the Market Research Analyses and we
lumped them into one product. So what we got was the Downtown Master
Plan. We had a full retail market analyses done for Downtown. We had a
full residential market analysis done for Downtown and actually an, an
additional item we got with the retail market analysis was a hotel and
hospitality market analysis for Downtown. So we actually got a fourth item
and sort of got a little bit more bang for our buck in this project.

On February 16th through the 19th we held a charrette down at the,
actually across the street over here at Branigan Cultural Center. They
were very gracious to host us and about 200 people came through the
doors over those four days. They included elected officials, stakeholders,
business owners, people, just residences in the area. We had a
tremendous amount of outreach to the Mesquite and Alameda
neighborhoods and we'll talk about that in just a little bit, and we had just,
we had, we had group sessions where we worked together, we had free
time where people could just sort of come in and watch as the work
progressed. We actually had two guest speakers here in Council
Chambers, one talking about transportation, the other talking about retail,
the retail market analysis. About a month, about a month or two ago we
had the residential, the, the person who did the residential market analysis
come and also do a follow-up. They weren't able to join us for the
charrette. So we had a tremendous amount of public input, a lot of people
walking up and down Main Street, walking around in the neighborhood,
looking at the current conditions and bringing their ideas back inside and
putting those ideas on paper, which we'll talk about in just a little bit.

So the, why, why did we endeavor to do this? Well the short
answer is the current Master Plan that we're working on is 12 years old
and especially you know 1, | know Kirk you were a planner and do a lot of
planning work still, and Roger you, you've done a lot of planning work as

14
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well. When you, you sort of get to an age where the plan just, it, it sort of
outlived its usefulness and so that's really where we take a, a, another
look at this. The other thing that | think is really important to note it, note
on here is we've actually accomplished a tremendous amount of that plan.
The plan did not sit on a shelf gathering dust, which is really key in this
case and, and | think the two biggest examples of the plan not sitting on a
shelf is that Main Street was reopened and the plaza's now done. And
those were two cornerstone projects that were identified in that plan. So |,
| just wanted to point that out. The other thing too is that the, the current
what, what |, what | will say is the current plan, not the one that you're
looking at tonight but the current plan that we still have, identifies the need
to do market analyses but at that point in time, this was back in 2004, that
level of understanding of the economics and economic redevelopment in
the area was not fully integrated into that plan. ‘And so obviously we know
the economic conditions that have changed since 2004 and so it really
provided us with a great opportunity to sort of take a pause, reexamine
where we're at from the retail, residential, and hotel and hospitality sectors
and get some new input, some new ideas, and some new data for us to
move forward with this new Master Plan.

So when we went through this one of the things that we absolutely
insisted on is that this plan was going to be the first plan that was directly
tied to the Comprehensive Plan. A lot of other plans that we've done
certainly have a basis in the, in the Comprehensive Plan. That's what we
do in the, in the Community Development Department. But this is the first
one where when you read the plan you have goals in the plan, or, or
rather strategies in the plan that tie to goals in the Comp Plan. And you'll
also see that we use the same nomenclature, the same, the same
symbolism, and all of those types of things to make it one cohesive
document. And the, and we insisted that that take place in this process.

In, in working through this they developed and maintained a project
website. The website is still up and running. You can go through and look
at little vignettes that they, they did, little videos of people and, and who
expressed their perspective on the project. You see a lot of pictures, you
see a lot of the, the raw input that was brought in from, from the
individuals who participated.

This was provided just for a sense of perspective. The previous
two documents, again very well-used documents cost a little over
$500,000 back in 2004 to put together. This whole process including all of
the market analyses, the charrette, all of the visits and working with really
high-profile nationally-known individuals like Mr. Robert Gibbs from the
retail market analyses who, who did that cost just under 247, or two, two,
$150,000 'so we were very pleased to get the bang for our buck that we
did for this project.

Now with that, that just sort of provides a little bit of background.
What I'd like to do is I'd like to, let's see here. Well we'll, we'll just work off
of this way. So this is the final presentation that was given. I'm going to

15
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go through this, are there any questions up to this point before we get into
talking about features of the plan itself?

Dive right in, Andy.

Very good sir, thank you. This is just a, a look at the table of contents.
You can see it's, it's very simply laid out and, and hopefully very logically
laid out. We first look at, "Okay, what do we know? Where are we at?
What's our current, what are current conditions?" Then we move to the
research and looking at the data, integrating the market analyses into the
discussion, then looking at, "What are the goals that were defined through
the public involvement process? What came out of it, of that discussion?"
And then finally, "How do we get there?" So when we ook at
implementation steps that's really where the rubber meets the road so to
speak. And so as, as you recall | mentioned a little earlier we
accomplished more than two-thirds of the current Master Plan. This is
where we look to the next steps and working through City Council, through
the TIDD Board, and through the CIP process and so on to implement
these next steps, so move on here.

What we identified were some very key priorities from
transportation, parking, and opportunities for redevelopment, especially
taking advantage of the development of the new plaza. So I'm going to go
through some of those priorities here. Here is some images of people
who were involved in the process. This is Aggie, and |, | really, | thank the
Branigan Cultural Center for hosting this. So the priorities that came out
were: Number one, Think Beyond Downtown. What does that mean?
How does that, how do we integrate the Alameda and Mesquite
neighborhoods? How do we improve walkability, not just in the Downtown
areas but also again those connections to the adjoining neighborhoods?
Each, as we, as we went along through the process we had specific
meetings with the residents from the Alameda and Mesquite
neighborhoods and what we realized was there are certainly three
different organisms here, three very different neighborhoods, but the
symbiosis between the three neighborhoods was not being tapped into
and that was very important. Capture Opportunity: Where do we have
opportunities when it comes to integrating or rather implementing the data
from the market analyses? And then finally, Encouraging Adaptive Reuse
and we'll talk about that in just a moment.

So this really was a, a key talking point: Think Beyond Downtown.
Again, we're a very key element certainly, especially even from a retail
restaurant, that type of activity, but what's going on with our neighbors?
How do we build those relationships? How do we integrate all three
neighborhoods across Mesquite, Downtown, and Alameda? So in the,
each neighborhood has a two-page write-up with some great photos in it
and that really key in on the highlights of each neighborhood, the
strengths of each neighborhood, the opportunities that exist within each

16
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neighborhood, the challenges that exist. This is for Mesquite and we also
did the same with Alameda Depot. Both of them have amazing
characteristics, both of them have very different characteristics and yet
how do we integrate those with Downtown and how do we all work those
together?

Second, walkability: We talked about this, not just in Downtown but
also connecting with Mesquite and with Alameda. Unfortunately this is
sort of the, we, we have some good but then we have some bad and ugly.
And so prioritizing opportunities like this that we can address; in this
particular case this is over on Water Street and it's right next to the brand-
new museums, the new museums that we have. We're looking at
addressing some of these issues with the upcoming Church and Water
two-way conversion project. The other thing again as I've mentioned is
the creation of these priorities across Downtown, connecting all three
neighborhoods, and these are really key connectors that were identified.
Of course we have Las Cruces which is the, which is the main driving
route through, all the way through Downtown, but also looking at Court,
looking at how Organ can come in and a, and a, connect with Klein Park
and then also just south of there Griggs connecting with Klein Park and
the plaza.

What we identified here were some key areas that needed those
connections to be made. For instance, over here on the, let's see if | can
get an arrow here that, that might, nope, okay, mot going to get an arrow.
That's all right. We'll work with it. So right over here you see the, the
identified, and these were identified by, by the public. This was public
input that identified these, the need for connections here at Court across
Alameda, the need to improve the connections here across Las Cruces at
Alameda, and then Mesquite, the Mesquite neighborhoods identify their
own needs here. This is at Organ, this is through a walkway here, this is
the plaza right here, and then also here at Griggs connecting through the
walkway you know and connecting these key public spaces here with
Klein Park and the area around it, the plaza, the area around it, and then
over here with Pioneer Women's Park and the area around it.

The other |, opportunity that was identified is the opportunity for
redevelopment right over here where the current Post Office is. What
happened, as some of you know, some of you perhaps were here when it
happened, others of you see it now, the effects of it, when urban renewal
came through in our Downtown area, a lot of very important connections
that kept our nice grid system working properly were cut off, and in
particular it was over on the side of the Mesquite neighborhood. So we
have a lot of connections that were, that were just basically cut off. And
one of the suggestions, because we know really the, the connections with
Griggs and Organ next to the, next to the federal buildings are not going to
be reopened. We know that. How can we improve the walkability and
bike-ability through those connections, and then where we can, what
opportunities are there to reestablish full-on roadway connections, open it
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back up, sidewalk, bike lanes, driving, all that sort of stuff? So it was
really a comprehensive look at opportunities to reestablish the grid
network that used to be downtown.

What are other opportunities that are available for us? We're going
to talk a little bit about the, the, the results of the market analyses. First of
all the residential analysis, analysis: It called out over the next five years
the need for 250 new apartments. In talking with Mr. Gibbs and in talking,
Lori Zimmerman was the, from Zimmerman and Volk who did our
residential market analysis, they were ecstatic at the opportunities that we
have downtown for residential and retail growth. It's absolutely amazing.
The needs that we have downtown to build housing and to build new retail
and even hotel and hospitality opportunities is staggering. Mr., Mr. Gibbs
specifically told me of all the cities that he's been to in our size he has
never seen that opportunity that exists that we have here. He said, "The
only enemy you have is time. You got to strike now." So when we're
looking at the opportunities for residential and retail redevelopment in our
area, the opportunities are definitely there and we need to seize them.
Over the next five years Mr. Gibbs says nearly 105,000 square feet, not
with what we have, additional, additionally, to addition, in addition to what
we have, sorry my brain isn't working, in addition to what we have over the
next five years is needed. Again, the enemy we have is time. The reason
why, well we all see the growth that's going on for example in the
Northrise and Rinconada areas. Okay, that's great, that's wonderful. I'm
not, I'm not knocking that. | live out toward that area myself. But if we
lose potential redevelopment opportunities Downtown to areas outside of
Downtown, that could really set us back. And Mr. Gibbs was very pointed
in saying we've got to work on these things now.

A key opportunity that he pointed out that, that was pointed out
throughout our discussion is right at the plaza. The opportunities there at
the Bank of the West, the opportunities for redevelopment across the
street, we're looking, the City already has a lease involved with the
Camunez Building which is right next to the, the Rio Grande Theater, but
the opportunities right around the plaza, the, using the plaza as a massive
catalyst as we, we think it will be and frankly we've already seen it over the
last couple of weekends with the events we've had going on, the
opportunities to use that are huge and that's really the epicenter where
they recommended that we get started.

| want to just touch on this adaptive reuse. This is something that
we are looking at here, oop, let me back up. So near as we can tell, we
don't have exact dates, if anybody can provide exact dates we'd love to
hear it, but near as we can tell on the timeline of urban renewal we figure
round about January 1, 1970 is when the bulldozer showed up. What staff
is going to be presenting to City Council here hopefully in the next month
and a half is a, an ordinance that allows this, let me, let me back up.
Cities, especially home rule cities, are allowed to designate locally historic
buildings, we're allowed to identify those. So what we're going to be
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bringing forward to City Council is identifying within the Downtown area
buildings that are older, that predate January 1, 1970 and allowing much,
allowing more easier access fo adaptive reuse and using the existing
building codes, obviously things need to be safe. We'll, we'll keep an eye
on those things, but adaptive reuse is a key, especially when you're trying
to get redevelopment started. Because oftentimes if you have, you know
we see a lot of buildings and it's like, "Boy, you know it'd be really nice if
we could replace that building with maybe a, a taller one or a newer one,
or something like that." That's really expensive. But if we can go in and
make adaptive reuse easier and less expensive, then we can get those
buildings back into productive use now, so that when the owners have had
a chance to recoup some of their investment then they can invest in the
better building later on. So getting that first step which is adaptive reuse,
it, get that process much easier, much more affordable is really our goal
that we're looking at here in the next, like | said in about next month and a
half. Let's see here.

So this is a look at just some of the features that we have the, a lot
of maps, a lot of graphics, identifying areas where we can you know,
identifying areas perhaps where we want to, we'd relocate, Municipal
Court, making sure that we address parking issues, instead of parking lots
being flat and spread out we're looking at parking structures to go vertical
in those, in those instances and making sure that we have a good mix of
uses and good mixed-use development, a good mix of uses in that we
want residential and retail and restaurants all next to each other,
interacting with public spaces and everything else, a good, a, a, a good
amount of activity, but then the development itself needs to have a good,
needs to be mixed-use development so that there's always something
going on. It's not just eight to five when we're here at, at City Hall and
then after five o'clock downtown clears out. We've got to make that, we've
got to bridge that and make, have, have more activity happening
downtown. Let's see here.

Again | want to point out the connection, the direct connection
between the Comprehensive Plan and the Downtown Master Plan. This is
the first time we've ever done this. Staff is very excited about this. it
represents how we are trying to really take the big picture that City Council
has adopted and really feed it down into the lower-level plans where it
gets implemented. This one here is the Healthy Community, a, a, a page
from Healthy Community, a tie-in. Here's a page talking about community
character, providing real ideas that we can use to implement mixed-use
development. And we had a couple of absolutely amazing architects on
our team. Just, the team was, the team was amazing. We had, we had
people that are, were handling media, people handling that were
architects, we had planners, we had people who were very familiar with
developing zoning, zoning codes and zoning ideas and looking at that, at
that level of discussion as well.
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Here's a couple of big takeaways. This is how you really focus on
what you're trying to do downtown. Bring the buildings up to the street like
we have on Main Street, parking located on the street or behind the
buildings, very important, very key features for developing the type of
walk-able/livable Downtown that we're looking for.

We've already talked a little bit about this, adding residents. Here's
some ideas of where residential could be located. On the left-hand side of
your screen is Water between Las Cruces and Griggs. On the right-hand
side would be on Church between Las Cruces and Hadley, just ideas, just
areas that could be identified for redevelopment. | want to, | want to make
sure to, to, to focus on the fact that this is a plan. This is not saying that
this is exactly where this type of development could occur. It's based on a
lot of data and, and the expressed opinions of the consultants as well as
the public and staff saying, "Here's where we think these ideas will work
best."

The plan focuses somewhat on architecture but not very specific
and, and the very key reason for that is that we're not interested in getting
down to the details that you have to use Territorial style or you, or, or
Post-Modern or anything like that. But there are very key architectural
elements that are very important, for, for example the use of awnings or
galleries for shade, building articulation which means it's not one big flat
front face, it has depth to it. The use of windows is very important to
engage the people who are going by on the sidewalk or driving. All of
these are very key architectural elements that need to be included as new
buildings are developed. And we actually, actually if you, if you, it's a, |
want to, |, I'l just pick on a couple who | think are, are doing a great job:
Berkshire Hathaway and Dwell Yoga | think is a great example of a
building that formerly had a big, flat front face and they've articulated the
building. So the doorway, if | remember correctly the doorway for both
buildings or at least for Berkshire Hathaway are set in a little bit so it
breaks up the, the front and then at Dwell Yoga they have a great little
awning that sticks out over the, over the sidewalk. So I think that's a great
example of, a sort of a before-and-after of how that would, how that would
look.

We took the analyses that you saw earlier and tied them into the
Economic Prosperity section, again tying directly back to the
Comprehensive Plan, and then also looking at this from the standpoint of
sustainable growth. One of the things that was very interesting is during
the development and, and | think some of you were, were on council, were
on the Commission at the time, the current plan that we have called for the
development of a form-based code and so we started working on that
once the 2013 sort of recommendations | guess would be a good word for
it, they recommended that we move, just move forward with that form-
based code and so we did. Well at the same time we knew we had to
update this and it sort of, the, the timeline moved along a little more
quickly so it, it almost seemed like we were doing the form-based code
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before we were doing the Master Plan, which wasn't the case cause it was
called out in, back in 2004. The, the City Council back in 2004 had the
foresight to say, "A form-based code is what we want for Downtown." So
that was one of the additional items that are on that two-thirds list that we
got done so we're very happy about that. But it was funny cause in, in the
earlier drafts it says "We need to adopt it." We adopted it earlier this year
so the draft had to change to say, "Okay, now we've got to implement it."
So it's just a little behind the scenes.

So we move on to Goals and as you can see again a lot of graphics
here. We show how the goals that we provide tie back into the
Comprehensive Plan, very actionable items. The nice thing about this too
is that like we did with the previous plan, we have actionable items that we
can report back to City Council, back to the TIDD and say, "We have
accomplished Action 1.5 and here's how we accomplished it." And so
having measurable actions is so very important. More actions for
community character, economic prosperity, and sustainable growth. And
all of these are included in, in the, |, the, the version that you all have.

So with that Mr. Chair, | appreciate the in, the indulgence of
the longer presentations and with that | will be more than happy to answer
guestions.

Okay. Thank you for the presentation Andy. Before we dive into the
Commission comments, are there any members of the public that would
like to have any input or questions regarding, yes sir.

My name's George Pearson. | live in the Alameda Historic District and I've
been following through on these plans for many years. | was part of the

RUDAT, a volunteer for the RUDAT process and so this is a very good
plan.

Could | get you to swear in just real fast? | know ...

Okay.

We're not really case-type hearing at this point but for record keeping. Do
you swear or affirm that the testimony you are about to give is the truth
and nothing but the truth under penalty of law?

Yes.

Thank you.

Okay so, how | forgot what | was saying. So it's a very good plan. There's

a lot of things in it that are consistent with everything else. There is one
area that is one of my interests that | find a little bit lacking. There's a lot
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of talk about multimodal and a lot of talk about walkability but the piece
that's missing is bike-ability.

| have a couple of suggestions, specific suggestions to add to the
Action portion of the Healthy Community list is one suggestion, is to add
an action to implement the Hadley, Hadley Bike Boulevard through the
Downtown area. The Hadley Bike Boulevard has been on the Transport
2040 MPO Transportation Plan. The City doesnt have its own
transportation plan so they rely on the MPO Transportation Plan. The
bike, Hadley Bike Boulevard would be very important in connecting from
the east side to the west side of Las Cruces. How exactly you're, you
would do that is something that needs to be decided. It should be decided
as part of the construction process that will happen with the improvements
on Las Cruces Avenue and the, the Church and Water conversion
process. | can, my thoughts are it'l probably come down, Hadley'll come
down from the east, probably start about at the Triviz bike path area, Triviz
area, come down Hadley to Mesquite, and then Mesquite to Las Cruces
Avenue, Las Cruces Avenue through to Mesilla Road, and then Mesilla
Road turns around to Hadley and then Hadley would go all the way out
past Motel Boulevard or to Motel Boulevard. There are two construction
projects that are under consideration right now along that corridor. One is
the Downtown construction process and the other is the Valley Drive

‘project so adding that as an action item to the plan is something that |

highly recommend and hope that you would consider doing that.

The other item would fit either under Community Character or
maybe under Economic Prosperity. There's in, under the Community
Character there's some discussion about parking for cars or vehicles, but
there's no discussion about parking for bicycles. Having bicycle parking
close to businesses is very important to a bicyclist that wants to come and
do economic activity in the Downtown area or wherever they're going. It's
been proven over and over, you can look at almost every study, that
having bicycle facilities increases economic activity. So | would like to see
some wording in there, an action item, to improve bicycle, bicycle parking
in the Downtown area. It could fit in under Economic Prosperity. The City
is working towards doing a Bicycle-Friendly Community initiative so that
we do have, continue our designation from the League of American
Bicyclists. So those are my two recommendations that | hope you would
consider. Thank you.

Okay. Thank you Mr. Pearson. Is there anybody else that would like to
speak? Okay, seeing none, Commissioners. Commissioner Hedrick.

|, | would like to congratulate staff and their consultants for providing a lot
of interesting ideas. Having only had the plan for a week [, | really think
its insufficient time to absorb what's in this document. | too think there's
some, some missing pieces and would like to have the opportunity to, to
explore them.
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Thank you Commissioner. Any other additional comments?
Commissioner Stowe.

Thank you. Did you ever have a time when you're ready to go and then
the billboard of your brain doesn't connect? |, I, | got the thread of my
thought. How do we get from the plan and the excellent ideas and put
them into bricks and mortar or, or streets, sidewalks especially I'm thinking
of? |, 1 see TIDD is going to be a boon to have work get done. Are there
other resources available to us?

Mr. Chair, Commissioner Stowe.

Mr. Hume.

Yeah.

You need to get close to the microphone please.

Mr. Chair, Commissioner Stowe. The TIDD is going to be the primary
source for public dollars on the, in, in, from that perspective and our focus
with the TIDD is public infrastructure. The other side of the table is private
investment. We have seen an uptick in private investment going on in the
area. We hope that continues. But that's, those are our main two
sources. In, there, there may be opportunities for us to partner in the, you
know with other funding sources, for instance perhaps there's an
opportunity to partner with utilities if there's some utility upgrades. But
generally speaking up to this point the TIDD has been the main focus.
Since it was enacted in 2009 the TIDD has actually been fairly successful
in gathering funds. For instance the, we've, we've gathered almost $8
million from the State activity in the TIDD, the State participation and
we've gathered just about the same, a little less from the, from local
participation. So the State, or the City and the County both participate
through GRT and property taxes. So there's a, so there's sort of the, the,
the public side, the public funds that are available and that we would
continue to partner with the City on and the TIDD and then there's the
private side and we hope that that, we look forward to that private
investment continuing to grow.

Thank you.

Thank you Commissioner Stowe. Any other Commissioners?
Commissioner Ferrary.
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If we were to wait to approve this and give more time for consideration,
does this interfere with other plans that the City Council might have for
approving this and then getting it going?

Mr. Chair, Commissioner Ferrary. Staff was hoping to take this to City
Council the beginning of November for their consideration and, and
hopefully adoption. So this would probably put us back one month, so
we'd be looking at the beginning of December. It, that, and that is if,
unless there's a special P&Z meeting, if, I'm just going on based on what
your next regular session would be which would be the end of October,
that would put us back an additional month.

If we wanted to include the recommendations of the gentleman about the
bike corridors and paths, well, or is that handled in the MPO?

Mr. Chair, Commissioner Ferrary. And, and | apologize. | didn't have the
options, the yes and the no's, it would be the similar options to what Sara
provided to you in the previous case, you can either vote "yes," vote "yes"
with in this case amendments rather than conditions cause this is not a
conditional approval, it would be amendments that you would be going on
and then | could work with Mr. Pearson to get the specific wording of
those. |, | think they're actually fantastic amendments. And, or you can,
you can vote to table it as well. So, oh, and | guess you can vote to not
recommend it. That's one of the options. So in this case it would, if you
were looking at doing that it would be "yes with amendments.”

Are there people waiting to go ahead and start developments or you know
projects that you know because there is an urgency to take advantage of
you know this instead of retail going somewhere else? Would that impede
other projects, would delay?

Mr. Chair, sorry to interrupt. Mr. Chair, Commissioner Ferrary. | don't
believe 30 days would cause a, a big headache with those. As |
mentioned earlier we have adopted the Downtown Development Code
which would specifically oversee and, and provide that sort of governance
for Downtown redevelopment. Staff is moving forward with the ordinance
change for the adaptive reuse. We are going to continue moving forward
with that. So |, | don't see that this document, or that, that postponing it for
one month would cause any big problem with that, no.

Could we also within that month, in the next meeting get the wording for
the amendment on the bike ... '

Absolutely.

Paths and things?
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Yes.
Okay.

And, and Mr. Chair. If, if 1, if | may if, if it is the decision of the Board to
postpone any action for one month | would ask that, and this would be for,
for everybody if you could please provide staff with your comments prior to
the meeting so we would have a chance to review them and provide some
better conversation, better discussion at the next meeting, that would be
very helpful to us. Yeah, so.

Okay. Any additional comments by the Commission? Just a few quick
questions that | had, Andy. I'm not sure where the consultant got their
data or their support to justify the residential calculations and absorption
rates and assumptions based on millenials moving into the area but you
know condos are much more difficult to get loans for than a single-family
residence. Typically the loan to value ratio ‘is much higher, there's
occupancy requirements before you could even buy a condo, and these
prices are a little bit steep for the Downtown area considering comparable,
there, there really are no comps other than the facility on Avenida de
Mesilla and there's one up on Morningstar and Sonoma Ranch which
that's you know looking on the market it's about $99 bucks a square foot
so | think it's a little bit of a stretch to put firm numbers in like that, and
using language like "condominiums are supportable in a sale." | mean this
is really a policy document and I'm just not comfortable with you know firm
language like "shall," “are," "will." So just food for thought for the next go-
round. But it, it kind of sounds like what we're doing is leaning towards
postponing to the October 25th meeting to give the Commission a little
more time to digest this document. So with that said, can | get a motion to
postpone to the October 25th, 2016 Planning and Zoning Commission
meeting?

Yes Mr. Chairman. 1'd, I'd like to make that motion to postpone, further
consideration of, or recommendation for approval of the Master Plan until
the next meeting.

Do | have a second?

Second.

Thank you Commissioner Stowe. Okay. Let's do the roll call.
Commissioner Hedrick.

| vote aye.
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Commissioner Muniz.
Aye.

Commissioner Stowe.
Aye.

Commissioner Ferrary.
Aye.

Commissioner Alvarado.
Aye.

And Chair votes aye. This will be postponed date-specific so hopefully
that doesn't affect advertising, makes it a little bit easier for you.

Sure.
Okay. Thanks Andy.

And, and again just to reiterate Mr. Chair, if | may. If you could have, if, if
you have an opportunity to send your comments to me or through staff,
through Sara, or whoever your contact is that would be great so that staff
has a chance to review them and see how we might work those into, into
the documents and | appreciate your perspective on, on the, the language
that's being used. So thank you.

Okay. Thank you Andy.

iX. OTHER BUSINESS

Clifton:

Okay. Any Other Business? Sara's making her way to the podium? No.

X. PUBLIC PARTICIPATION

Clifton:

Okay. Any additional Public Participation? Seeing none.

Xl. STAFF ANNOUNCEMENTS

Clifton:

Gonzales:

Staff Announcements. Sara.

Staff does have a couple of updated items that have gone through City
Council. The cell tower that was located on Camino Real within the
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PLANNING AND ZONING COMMISSION
FOR THE
CITY OF LAS CRUCES
City Council Chambers
October 25, 2016 at 6:00 p.m.

BOARD MEMBERS PRESENT:
Kirk Clifton, Chairman
Ruben Alvarado, Member
Harvey Gordon, Vice Chair
Roger Hedrick, Member
LaVonne Muniz, Member

BOARD MEMBERS ABSENT:
Joanne Ferrary, Member
William Stowe, Member

STAFF PRESENT:
Adam Ochoa, Planner, CLC
Sara Gonzales, Planner, CLC
Mark Dubbin, CLC Fire Department
Bob Cates, CLC Legal Staff
Becky Baum, Recording Secretary, RC Creations, LLC

. CALL TO ORDER (6:00 p.m.)

Clifton: Good, good evening members of the public, staff, and the Planning and
Zoning Commission. I'd like to welcome you tonight to this evening's
Planning and Zoning Commission meeting of October 25, 2016. And
briefly I'd like to introduce my fellow Commissioners; on the far right is
Commissioner Hedrick, Commissioner Muniz, Commissioner Gordon, and
| am the Chair.

Il. CONFLICT OF INTEREST
At the opening of each meeting, the chairperson shall ask if any member on the
Commission or City staff has any known conflict of interest with any item on the

agenda.

Clifton: Before we proceed | would like to ask the staff and the Commission if
there are any known conflicts of interest that you may have with any of the
case material on tonight's agenda. Okay. Seeing none.

APPROVAL OF MINUTES
1. September 27, 2016 - Regular Meeting

Clifton: Did everybody have an opportunity to review the September 27, 2016
minutes? Can | have a motion to approve?



—
[ RNo R EEN e NV B N

AR ADSDDDAERARDADLWLWWLWWLLWLWWWWWWIRNRNDRNDNDNNDNNDNDE ==

300

Muniz: I'l make the motion to approve.
Clifton: Can | have a second?

Hedrick: | second the motion.

Clifton: We have a motion and a second.

Gordon: Mr. ...

Clifton: All in favor?
Gordon: Mr. Chair. | have to abstain cause | wasn't here.
Clifton: Okay. We will allow Mr., Commissioner Alvarado a chance to get to his

chair so we may get the minutes approved. Bear with me please. Okay
let the record reflect that Commissioner Alvarado is at tonight's meeting in
attendance. Okay. We are approving the minutes, so we have a motion
and a second. May | have a vote please? Allin favor? Aye. Chair votes
aye. Minutes approved. Okay. Thank you.

MOTION PASSES.
IV. POSTPONEMENTS - NONE

Clifton: Okay. Moving right along, we'll go ahead to postponements and | see no
postponements at this time, Adam.

Ochoa: No sir. None tonight.
Clifton: Okay. Thank you.

V. WITHDRAWALS - NONE

Clifton: Any withdrawals?
Ochoa: None tonight as well, sir.
Clifton: Okay. Thank you.

VI. CONSENT AGENDA

1. Case 69445: An Infill Development Process (IDP) application by Timothy
Bush and Yanick D'Hooge-Bush, property owners, for a replat known as The
Lofts at Palm, on a 0.418 +/- acre vacant parcel zoned R-2 (Multi-Dwelling
Low Density) located on the north side of Palm Avenue 292 +/- feet west of
its intersection with North Mesquite Street, a.k.a. 405 Palm Avenue; Parcel
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ID# 02-04450. The IDP includes a request to allow a gravel driveway and
parking area, except for the ADA parking, for a proposed new development.
Proposed Use: A two-lot multi-family residential subdivision and
development with a gravel parking area, Council District 1 (Councilor
Gandara).

Case 69636: Request for approval of an application of Pillar Engineering,
LLC. On behalf of NM Valencia, LLC. for a preliminary plat known as
Legends West North, Phase 2A on 14.33 +/- acres zoned R-1a (Single-
Family Medium Density) and located west of Magdalena Drive, east of
Mesilla Lateral and south of the City Limits; Parcel ID# 02-34367 and 02-
37070. Proposed Use: The next phase of the Legends West North Master
Plan with 73 residential lots and 3 tracts; Council District 4 (Councilor
Eakman).

And now we'll go to the consent agenda. The consent agenda is the
portion of the agenda where the staff has reviewed the case material and
the reports have been submitted to the Planning and Zoning Commission
with favorable recommendations, the staff does not have any negative
comments, they feel they meet every aspect of the codes applicable to
this body and the City and may be approved without discussion unless
otherwise noted by a Commissioner or a member of the public. Saying
that, we'll go ahead and read the items and then ask if there's anybody in
the audience or the Commission that would like to discuss the cases
further.

First item is Case 69445: An Infill Development Process
application by Timothy Bush and Yanick D'Hooge-Bush, property owners,
for a replat known as The Lofts at Palm, on a 0.418 +/- acre vacant parcel
zoned R-2 (Multi-Family Low Density) and located on the north side of
Palm Avenue 292 +/- feet west of its intersection with North Mesquite
Street, a.k.a. 405 Palm Avenue; Parcel ID# 02-04450. The IDP includes a
request to allow a gravel driveway and parking area, except for the ADA
parking, for the proposed new development. The proposed use is a two-
lot multi-family residential subdivision and development with a gravel
parking area. This is within Council District 1 (Councilor Gandara). Is
there anybody from the Commission that would like to further discuss this
case? Seeing none, is there anybody from the audience? Okay. Seeing
none.

Moving on to Case Number 69636: Request for approval of an
application of Pillar Engineering, LLC. on behalf of New Mexico Valencia,
LLC. for a preliminary plat known as Legends West North, Phase 2A on
14.33 +/- acres zoned R-1a (Single-Family Medium Density) and located
west of Magdalena Drive, east of the Mesilla Lateral and south of the City
Limits; Parcel ID# 02-34367 and 02-37070. The proposed use: Next
phase of Legends West North Master Plan with 73 residential lots and
three tracts. This is within Council District 4 (Councilor Eakman). Are
there any Members of the Commission that would like to further discuss
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this case? Seeing none, are there any members of the public that would
like to discuss this? Seeing none.

May | have a motion to approve the consent agenda?
I'll make a motion that we approve the consent agenda.
We have a question from this, member of the public. Yes, ma'am. Please
approach the microphone. And before you speak ma'am | will have to
swear you in for the record. So if you could please raise your right hand.
This might discourage some people from asking questions.
Okay. Unfortunately it's part of the procedures. It's what staff makes us
do. Do you swear or affirm that the testimony you are about to give is the
truth and nothing but the truth under penality of law?
Yes.
Thank you. And please state your name and address for the record.
My name is Sandra Lantz, 903 South San Pedro in Las Cruces.
Okay.
Okay. And maybe | missed something but it seems that, it seems that you
asked for a, an agreement or disagreement on both of the cases at the
same time, is that correct?
Yes. That's typically how the consent agenda is handled. That's why |
read the case and at the very beginning | ask if there's any member of the
public that would like to further discuss it, so typically what happens is an
individual such as yourself raise their hand, "Mr. Chair, Members of the

Commission. I'd like to discuss Case," and the case number.

Are, okay, so that the, what would you call it, the vote or the affirmation
that you all do now is for both.

Yes. ltis for the consent agenda which contains both cases.
Okay. That's all | needed to know. Thank you.

Okay. Thank you. Okay. So we have a motion by Commissioner
Gordon. Can | have a second please?

Second.

Commissioner Alvarado is the second. Commissioner Hedrick.
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Aye.

Commissioner Muniz.
Aye.

Commissioner Alvarado.
Aye.

Commissioner Gordon.
Aye.

And the Chair votes aye. Consent agenda is approved.

MOTION PASSES UNANIMOUSLY.

VII.

Clifton:

Hume:

OLD BUSINESS

1.

Downtown Master Plan 16-001: 2016 Las Cruces Downtown Master Plan
The City of Las Cruces has proposed updating the current downtown
revitalization plan. The 2016 Las Cruces Downtown Master Plan identifies
new projects and activities that will continue to energize the downtown
renaissance. It emphasizes crucial topics such as downtown identity,
economic development, housing, neighborhood integration, and arts and
culture. A greater deal of data was included during plan development
including retail, hospitality, and residential market research analyses. The
new master plan also represents the first time a lower level plan direct
coordinates with the current Las Cruces Comprehensive Plan and economic
development planning efforts.

Okay. Moving on to old business. Downtown Master Plan 16-001: The
2016 Las Cruces Downtown Master Plan. The City of Las Cruces has
proposed, proposed updating the current downtown revitalization plan.
The 2016 Las Cruces Downtown Master Plan identifies new projects and
activities that will continue to energize the downtown renaissance. |t
emphasizes crucial topics such as downtown identity, economic
development, housing, neighborhood integration, and arts and culture. A
great deal of data was included during the plan development including
retail, hospitality, and retail market research analysis. The new Master
Plan also represents the first time a lower-level plan direct coordinates
with the current Las Cruces Comprehensive Plan and economic
development planning efforts. That is quite a blurb, Mr. Hume. Go ahead
and proceed.

Want to be thorough, sir.
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Thank you.

Thank you very much Mr. Chair, Members of the Commission. For the
record, my name is Andy Hume. I'm the Downtown Coordinator for the
Community Development Department. And I'm, it's my pleasure to be
back here before you one month later to talk a little bit further about the
item before you, the Downtown Master Plan, and also cover some,
hopefully some responses to some comments that were made. I
appreciate Commissioner Hedrick sending along some comments and
hopefully we will provide some input on those and some clarification, and
then we can address any other questions or comments that the
Commission has.

So just providing a little bit of background for the Commission, we
have a current master plan in place. It's called the Downtown
Revitalization Plan. It was adopted in January of 2004 by the Las Cruces
City Council and by the date you can very easily tell it's, it's old. It's
actually not just 12 years old, it's nearing 13 years now. And so when we,
when we looked at the condition of the plan, what we had done with the
plan, and sort of some of the features of it, we realized it really had come
to the end of its useful life. And so what we wanted to do was take a fresh
look at Downtown, look at all of the wonderful things we've accomplished.
As, as it mentions there over two-thirds of the action items, the
implementation items have either been completed or are in, in some level
of progress. When we looked at the plan we also noticed that a lot of the
information that feeds into the plan, the market analyses and the
economic data was definitely pre-recession. So we certainly live in a new
economic environment and the new master plan needs to reflect that and
needs to reflect how we're going to take that environment and move
forward within it.

What we looked at was, in, in addition to that what we looked at
was making sure that this plan, and 'l get to this in just a, in just a
moment, truly ties together, it truly integrates and coordinates with the
Comprehensive Plan. It's not that our other planning documents fail to do
this. It's that the direct connection between the two has really never been
made before and so we endeavor to do that with this document. One of
the things that when we're looking at the economic development efforts,
the City has a comprehensive, or a, rather an Economic Development
Committee now and so we wanted to make sure that anything that we're,
we were doing coordinates with their existing efforts and then also
provides perhaps some guidance hopefully in the downtown area for their
continued efforts as well.

So what I'd like to do is just talk a little bit about what the planning
framework is for the City of Las Cruces. Perhaps you've seen some of
this before so it may be a refresher or it may be a new perspective for you
all in looking at, at the way that we do planning and how we try to integrate
our planning efforts. On the right-hand, or the left-hand side rather of your
screen, we start with a regional approach. One Valley, One Vision 2040
and also Transport 2040 which is done by the Metropolitan Planning

6
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Organization, feed into the development of a community vision. Now,
although we look at a regional approach, the community vision is really
focused on Las Cruces and taking into, into account the impact that as the
largest city in the county the impact that we have regionally in, in addition
to our local impact. The, this, this, both feed directly into the
Comprehensive Plan. One of the things that we did with the most recent
administrative update is moved away from more of the silo'd element
feature or, or, or framework and went to looking at a more integrated
framework through looking at themes, so heaithy community, community
character, economic prosperity, and sustainable growth really grew out of
this administrative update that was done a couple of years ago.

You can see at the next level in the policy plans that this is really
where the Downtown Master Plan fits into the whole scheme. This is
really a policy plan. It's the, it's creating a bridge between the larger
vision, the larger themes of the Comprehensive Plan and providing
direction as we move into the implementation portion of the area, of, of
the, of projects and of plan implementation. So | just wanted to show this
to give a visual of how the proposed Downtown Master Plan and, and
frankly the current Downtown Master Plan fit in overall with the planning
framework and make that direct connection to the Comprehensive Plan.

The next item that | want to go over is a, a comment that was made
regarding land use planning specifically for the Downtown Master Plan.
This is a map, a future concept plan that is found in the Comprehensive
Plan and as you can see there are areas of the city that are identified by
various future land use concepts. The, | guess you say bright blue or, or
light blue circle, oval is around the downtown area and as you can see it is
identified in the future concept plan as a traditional neighborhood. Now
what exactly does that mean? I'm glad | asked that question. Okay, got a
couple smiles, there we go. So what that means for, for land use planning
is according to the Comprehensive Plan the traditional neighborhood and
I'm, 1, | don't like reading PowerPoint slides but | want to read this to make
a point: Small blocks, grid-like street pattern, buildings face the street,
residential office/retail uses are integrated and mixed use is desired. And
next to it is a master plan for downtown, so it gets into a little bit more
detail. It starts drilling down and takes these concepts and shows us how
we can use those. What I'll do here, just bear with me for a moment, so
for instance, "Small blocks, grid-like street pattern.” Traditionally that may,
that is the mark of, that is the mark of a traditional neighborhood and we
see it in very good effect in the Alameda Depot neighborhood and the
Mesquite neighborhood. As you can see when urban renewal came
through it sort of distorted that grid pattern, okay. So one of the things that
we're proposing to do is to begin reestablishing some of those connections
in that grid pattern. For instance, here at Bowman, this is Bowman and
Main, Church and Water, we're reestablishing the grid pattern that exists
here. Also, through this area here we're going to be extending Water
Street into a, across Amador and, and to Lohman thereby rebuilding some
of that grid pattern that we've lost. Also, you'll notice in the design of the,
the master plan these new buildings that are, that are proposed for

7
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especially the current parking lots in the city area, in the downtown area.
They're all facing the street. They come together and really frame each
street. They frame each public space in the area.

The other thing that sets this plan apart from a lot of other plans is it
move away from the sort of more traditional Euclidian zoning or we, or
what we might call conventional zoning much like the, the, the, the items
you had previously where you were looking at R-2 and, and, and R-1 and
so on zoning, and calls out for mixed-use zoning. For instance one of the
items here is "add residential wherever possible." Well that is a, that is
somewhat a little difficult to actually put on a map as far as a typical land
use plan but what we've done is we've shown how the buildings are to be
working with the public space, how parking is to be working with the
buildings, and putting together an overall scheme for the relationship
between public and private space. What we've done further is we've
actually codified our regulating plan and so rather than this being a, rather
than our land use being a policy document in the master plan, what we've
done is we've actually adopted it through ordinance into the Downtown
Development Code, and this was adopted back in June of 2016. ‘One of
the reasons why we did this is so that there was more stability, more
predictability, and this was something that came out very clearly in the
discussions with a lot of the property owners and, and other developers in
the area. 1, | might point out it, it, just for those of you who are sort of a, a
little more in tune with the way planning typically goes, you typically see a
plan happen and then ordinance change, it, it may look a little reversed in
this case but actually the 2004 Downtown Plan called for a move to a
form-based code. And so it took us about 12 years to get there but we
finally accomplished that implementation item in, from the 2004 Plan.

| want to switch gears from land use planning and talk a little bit
about economic development. One of the things that we're very proud of
with this document is it really was four products that were integrated into
one. So what we have is we have the plan and the foundation of that plan
are three market analyses that were done, one for retail, one for
residential, and one for hotel/hospitality. So we're looking very closely,
again as | mentioned previously we had sort of, we had the pre-recession
market analyses, that economic data that was done, we needed to update
that and so we did that as part of this process. One of the things though
that we find and, and | think you know probably all of us find it in whatever
profession we're in is, as professionals we can get jargon-y and we can
use fancy terms that nobody else knows outside of our own profession,
and so what we did in this, in the plan is we pulled out the
recommendations and tried to put them in very easy-to-understand
language. In fact the entire document is really, we endeavored to write it
that way, there's a lot of pictures and so on. But the full analyses are in
the appendix, so what that hopefully shows to people who want to come in
and invest in our area, who want to redevelop in certain areas, we're all on
the same page and if they want to know what information we're using to
make some of our decisions, it's right there in the appendix. We can hand
it to them and every single investor is working off of the same information

8
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that we had, and these were nationally recognized firms that provided
these plans. We, we, we're, we're very happy with the product that we got
from them.

One of the other things that | want to mention, and this really is a
crucial aspect is we have an existing partnership with the Downtown, well |
used partnership twice, the Downtown Las Cruces Partnership, DLCP.
We specifically team up with them for a couple of reasons. Number one,
they are a New Mexico Main Street organization and they work very hard
to maintain that recognition and perform the tasks that are required for
that. One of the aspects, one of the four principles that they work on is
economic transformation strategies. What that means is they look at
business retention, attraction, expansion, all those types of things. So
they're really down at the, down in the weeds looking at the number of
jobs that are produced, the number of, of, of, they're, they're looking at
wages, they're looking at how we get buildings that are vacant reoccupied.
They're really down at that lower level and this plan provides them with the
guidance to do those tasks. And so we continue to work with them and
get those specific tasks done at that level.

Another implementation step that we have is that we have a TIDD
operating in downtown. It's been operating since 2009. The, the
participants right now are the City, the County, and the State, and the
State's participation ends in about two years. We're trying to, we're trying
to work on that but we appreciate the involvement that the County and the,
and the State have had with us. So just in a super quick nutshell what
happens in, in the TIDD is it allows us to work with what's called Tax
Increment Financing, or TIF. And so this, this graph is endeavor, we
endeavor to show kind of what that is, so what we did at the very
beginning is we went through a process called MRA. We established a
Metropolitan Redevelopment Area and we had to adopt an associated
plan with that. What that then allowed us to do is it opened the door for us
to create the TIDD in the first place and implement the Tax Increment
Financing. The intent is that it, it, what TIF does is it essentially caps the
revenue that's available for the taxing entities, in this case the City. And
anything that is earned particularly in GRT or in property tax above the
baseline gets reinvested back into the TIDD. And so what, what we've
been doing over the past few years is we've been reinvesting that money
particularly in public infrastructure, okay. And that's really the main
emphasis for the reinvestment of Tax Increment Financing within the
TIDD. At, at a certain point and this generally, for, for us this is a total of
25 years, the TIDD is, is, has been established for 25 years. At the end of
that 25 years then now the, the hope, the end result hopefully is that we've
raised that level of GRT that's coming in, we've raised the level of property
tax that's coming in, and now the taxing entity, in this case the City, as, as
well as the County would in turn benefit, now receiving all of that. So
that's sort of how a, how TIF and the TIDD work together on that. And |
can go into more detail at, at a certain point if, if you all are interested. So
to this point the TIDD since 2009 has generated about $14 million and as
you can see there we've done some really great things with it, and some

9
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great things are on the horizon. One of the most notable ones that you
see right now is on the site of former My Brother's Place we're doing a
redevelopment project there that's going to include some of the CVB and
some restaurants and retail and those types of things. And then beginning
next year we're going to see a pretty significant roadway project that will
accomplish some of the things | talked about earlier with reestablishing the
gridded network.

Further implementation: We are very pleased with the partnerships
that we have. They're called Public-Private Partnerships or P3s and we
have a couple of them right now, one with the Las Cruces Community
Partners and another with GMB and both of those are resulting in some
excellent outcomes for downtown, for the city, for our community. When
we're going through our processes we have, we do, as it says there
detailed analyses, we provide regular reports to the TIDD Board as well as
to the State. In fact |, just this Monday | sent off my, my, my annual report
to the State Board of Finance. We're fully integrating the TIDD budget into
the City cycle which is something that we really have been aiming to, to
get accomplished. And then we work through the CIP process that the
City has in identifying those projects that are one to six years out. And
keep in mind this is actually, the, the, the plan is intended to be a ten-year
plan so as | mentioned earlier we've sort of gone past the useful life of our
existing plan which is why we're going through this process.

So just to summarize, we've had a very successful run with the
2004 plan. 1 mean one of the things and, and, and is noted I'm, I'm sure
by those of you who have you know planning expertise or, or maybe you
don't but you've seen plans in your own profession. A whole lot of work
goes into them and they sit on a shelf and gather dust. The 2004 plan is
not that type of plan. It has been actively used and we see the results
happening really before our eyes. The 2016 plan as proposed will do just
the same. So | hope that this presentation has answered a lot of
questions and maybe clarified some information for you. And with that Mr.
Chair the options that are before this Commission are the standard ones
that, that are before you guys, and I'll be happy to answer any questions
or further comments. Thank you.

Okay. Thank you Andy. Great presentation. | will go ahead and open
this up for Commission discussion. Before we begin though, is there
actually any members of the public that would like to speak on this? Yes
ma'am.

Good afternoon. I'm Arianna Parsons. I'm the Executive Director of the
Downtown Las Cruces Partnership.

Okay. May | swear you in real quick ma'am?

Sure.

10
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Okay. Do you swear or affirm that the testimony you are about to give is
the truth and nothing but the truth under penalty of law?

Yes.
Thank you.

| just want to take a moment and express my absolute support for the
adoption of this document. As Andy alluded to in his presentation and,
and, and told you a little bit about the work that we do and the partnership
that we have, this planning document is essential not only for the City but
for the Downtown Las Cruces Partnership to work on the private side of
investment and redevelopment in the area. Without a clear plan it is really
hard for us to attract new private investment to the area. What developers
are looking for on a regular basis is that we do have a plan and they, and
they want to know where they fit into that plan. And by giving them these
guiding documents as well as all of the analyses that were done with the
retail and the hospitality, we really set ourselves apart from other
communities. The more we can look like we have a comprehensive plan
that we're all working in the same direction, the more confident private
investors are going to feel to put their money into Downtown Las Cruces.

Our prior plan is outdated. We have accomplished so much
together in partnership and it really is time to move forward and to take a
look at what happens over the next ten years. This plan was not put
together quickly. | think all of you were probably involved in some of the
public input that happened over the span of several months in, around, in
February and the public comments that came back and the incorporation
of the new comments into the plan. So this is really something that not
only works for our organization, not only works for the City, not only works
for private developers, but is something that has the buy-in of the
community and | think that's very, very important. So | just wanted to give
you our perspective. We really look forward to a time when we can
publish this, we can promote it, and we can use it to actively attract private
development. Thank you very much.

dkay. Thank you. Anybody else from the public?
Good evening Mr. Chair, Commissioners.

Do you ...

First | want to thank you for your service.

Thank you.

Steve Newby. y

11
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Do you swear or affirm that the testimony you are about to give is the truth
and nothing but the truth under penalty of law?

Yes sir.
Thank you Steve.

Thank you. First | want to thank you for your service. You can see a large
crowd has attended tonight to, to watch you look over the future of our
downtown. It goes without saying that you attend meeting after meeting,
you rarely get thanked and so I, | know how tough your job is and | just
want to personally thank you for doing it so well.

I've been an advocate for downtown revitalization for 30-some-odd
years and been involved in every single master plan that has been
adopted and updated and I'm here to fully support this new version of the
master plan. The City hired incredible consultants, PlaceMakers as well
as those who did the studies, Zimmerman Volk and Bob Gibbs. Incredible
information has been provided to the private sector.

Andy talked some about incentives and why, why the master plan
and, and of course the follow-on to adopt the new Zoning Code and the
Smart Code, and they all tie together. You can't separate this master plan
that you're looking at tonight from all the other activities that, that have
gone on in the last two to two and a half years. From the private sector
side I'm also a member of the Las Cruces Community Partners and this
master plan is infused with many incentives to encourage developers and
builders and architects to bring customers downtown. Some of the many
incentives are you have zero setbacks. That does not exist anywhere else
in the city. It's urban design where like all downtowns pretty much every
building is at zero lot line. That's not only on the side ot lines but also on
the front lot lines. You also have zero parking required. That does not
mean that there's not going to be parking requirements but as far as a
developer goes they will not have to build a parking. You can totally cover
your entire lot with a few exceptions. Public financing will be used for
parking structures. You also have the ability in the master plan and the
encouragement to project some of the building into the public space for
awnings and balconies above the second floor. That's available nowhere
else in Las Cruces. You also have higher density encouraged. We don't
have a lot of square footage in downtown. |, an oft-repeated statement |
make today: We have less square footage in our downtown than Artesia,
New Mexico, nice little town of 12,000 people. We destroyed 70,000, or
excuse me 70% of all of our structures downtown so we don't have the
physical area to expand laterally so we have to go up, and this master
plan addresses that in many direct ways.

You also have to understand the importance of the TIDD financing
as part of this master plan project. It goes without saying that without the
TIDD financing to improve the public sector the private sector is not going
to come. You, you have to first plow the field, then you have to plant the
field. The TIDD funds fertilize that field and by being able to do $7 million

12
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on Church and Water, about $5 million on the plaza, there's been about
$14 million spent downtown. If you look at the total public investment just
in the last seven years, there's $160 million of federal, state, and local
money that has been put into Las Cruces, the highest amount of money of
any section of Las Cruces.

And lastly, the predictability that this master plan requires. Being
an architect in this town for 42 years, City codes and interpretation of
codes have not always been predictable. Many times you would get two
different interpretations on the exact same clause in a zoning code from
City staff. What this master plan does, it clarifies and solidifies those
issues and it makes predictability happen. It has taken out a lot of the
unknowns for development, not just in downtown but over the city.

So in conclusion | highly recommend the approval of this master
plan. | think it is the best thing that has probably happened in our
downtown and | think it will provide a bright future for us. Thank you.

Thank you Mr. Newby. Is there anybody else from the public who'd like to
speak? Yes sir.

Bob Pofahl with Las Cruces Community Partners.

Thank you. Do you swear or affirm that the testimony you are about to
give is the truth and nothing but the truth under penalty of law?

I do.
Thank you.

Again | agree with Steve. We thank you for your service to our
community. And Las Cruces Community Partners and ourselves are just
one of several developers downtown and | can tell you normally
developers are petrified by changes in codes because it's so hard to
understand and know what the future holds, but | can say for Las Cruces
Community Partners who is developing several projects downtown, we
endorse this. We think it brings a great clarity and downtown urban areas
are unique. It's not the same as developing in the suburbs and our
downtown is extremely important to the future of our community and
seeing it revitalized, and we've been able to walk through this process.
We appreciate the steps that our City Council took, City staff have taken to
engage in update of previous plans done to address where our downtown
is today, and so we believe that this new plan and the Smart Code bring
clarity for developers and you know retailers and people looking to
participate in the revitalization of our, of our downtown. So | just want to
say we, we endorse this and would encourage you to approve this plan.
Thank you.

Thank you Mr. Pofahl.
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My name's George Pearson.

Do you swear or affirm that the testimony you are about to give is the truth
and nothing but the truth under penalty of law?

Yes.
Thank you.

At the last meeting when this was presented | came and asked for a
couple of amendments or additions to the plan to specifically try to
improve the bicycle transportation, the Hadley Bicycle Boulevard idea
would go through the downtown area and also to add some wording to
improve bicycle parking so I'm wondering if now's the appropriate time that
you're going to talk about that or how you're going to, if you're going to add
those recommendations to the plan.

Thank you Mr., Mr. Pearson. We'll go ahead and let us, Andy address
that question.

Yes thank you Mr. Chair, Members of the Commission. Both of those
comments are now included as action items in the plan.

Okay. Thank you. | haven't seen those details so thank you.

Okay. Thank you Mr. Pearson. Anybody else from the public that would
like to speak on this? Okay. Seeing none, I'll open it up for Commission
discussion. Commissioner Gordon.

Andy, | don't, | really don't have any questions. 1 just have a couple of
statements I'd like to make which you would probably comment on. |
know Mr. Hedrick has given us quite a, a detailed outline of what he'd like
to talk about. | think he's a lot more qualified in that area-than | am and |
will let him get to that in a moment. This will only take a second.

First 1| have to thank you and the Community Development
Department and anyone else who worked in, on this gigantic product,
project. You really deserve great kudos. This was a, a lot of work. My
only comment, | think like anything that the basic driver in this type of
initiative is economic growth. Without that | believe personally with my
background that nothing happens unless you get dollars. And I'm a little
concerned about where the money's going to come from to do a lot of the
wonderful things that you want to do here in downtown. ! personally think
that these can be accomplished by once if the Commissioner adopts and
forwards this plan to the City Council. If the City Council in its dealings
with this tries to provide their best efforts to lure companies to come to Las
Cruces, and | mean | feel that they can do that in, in the, in the form of
perhaps a real estate tax abatement, giving them some type of financial
relief in, in some form of taxes. If, if they can do that | think a lot of it will
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then work upon each other and, and one thing will, will, will help the other
to grow and to, and to come to fruition. So with that | just hope that the
City Council does take this thing very seriously and takes that further step
and to try to find ways to make this thing work.

Thank you Commissioner Gordon. Commissioner Muniz.

I'd like to talk to you as, not only as a Commissioner but as a consumer
and a resident of the community. And as | was reading the plan, which |
think is wonderful you had mentioned like downtown has a farmer's market
and it's two days a week. Of the weekends, it brings a large crowd. But
during the week there's nothing for our consumers to come back to.
We've put a lot of money down there and there's nothing. This
community, we hear all the time would love to have a Trader Joe's. It
would be great if someone could go out and show 'em what we have to
offer, to bring something like that to anchor the downtown. Because |
think as you reconstruct and fix some of the old buildings which are very
deteriorated, we need to offer incentives like my fellow Commissioner said
to attract businesses down there, otherwise it's not going to work.

And | also believe the plan has touched upon everything but we
need to set priorities. What's going to be first because the City does a lot
of what | call "spot redevelopment,” you know like near the, I'm talking, the
East Mesa. There's a lot of new business there. What can we put
downtown, attract downtown once we've put all that money in it to get
those residents to drive to the downtown? The only thing that we have
going for us at this time, the plaza is absolutely gorgeous, we have
festivals, fiestas, special events. But we want people, I'd like to see
people having nice restaurants they can go to, boutiques they can shop at.
What are you doing to attract someone to come, because those buildings
are old. You know if you want some nice restaurants down there or
unusual restaurants, what are you going to help that person, that business
person to do to upgrade one of those buildings? You know it would be
really nice, we need something, some of those buildings are small. We
need something like a See's Candy place would be perfect downtown.
That would draw people. So my question is what are you doing to really,
you know everything looks great, the plan's wonderful. But what are the
priorities and what are you doing to get businesses to look at us? You
know in El Paso they recently opened up a Whole Foods. Their mayor
went out to that corporation and said, "Look what we have to offer."
Because in the beginning Whole Foods didn't want to go there, saying,
"You're a border city." And he went out on his own and he showed off,
"Look what we have to offer." The Whole Foods is smaller but they got it.
So I'd like to know what can we put in the plan, set up priorities, what
comes first, you know instead of building apartments with stores
downstairs that are going to sit empty, to get people to look at us and to
invest in our community.

15



0~ N L) —

11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35
36
37
38
39
40
41
42
43
44
45
46
47
48

Hume:

Muniz:

Hume:

314

Okay. Well the, there's several items that | hope | can touch on, on all of
those as best | can.

Please.

So, so for, up to this point the priority has really been on public
infrastructure: Reopening Main Street, we have utilities underground that
are decades old that needed to be upgraded. We did a lot of that work,
it's, it's very interesting you know we talk about downtown being the
heartbeat of, or the heart of, of Las Cruces. It quite literally is because
there are massive utility infrastructures underground, large electrical vaults
and, and huge sewer mains and everything else that go, and, and a lot of
that is very old. So that's really been the priority at this point, getting the
plaza open, something that has been talked about, gosh longer than,
longer than the 12 years that this plan has been in effect, that's for sure.
So that's, those really, the, the public infrastructure really has been the
priority. You've seen some of the, like this building here was identified in
the current plan and, and was done. So now the, the focus is going to be
more on | think working with as you talked about, working with, on the
private side, working with the, with the private entities. What the TIDD
allows us to do is form those Public-Private Partnerships like the ones that
we already have. Typically in, in, I, I'm not going to go into a whole lot of
detail on this but in the New Mexico State Constitution there is a, an item
called the Anti-Donation Clause and what that prevents municipalities,
public entities in general from doing is giving money to any private
organization, profit or nonprofit. What the state legislature said with the
TIDD and with the Metropolitan Redevelopment Act is they said, "In
certain circumstances, if you go through these steps, you can then engage
in Public-Private Partnerships." And so we've, we've gone and done that
in a couple of larger situations.

| will be honest, we've provided a lot of incentives already. There's
a lot of upgraded utilities in the area. The Downtown Development Code
has made it easier to rehab existing buildings. At a certain point, there
needs to be some onus put on the private sector as well to step up and,
and, and participate. And so we're hoping that with moving forward with
this new plan and, and, and as | mentioned earlier providing some of the,
more predictability and more, yet more flexibility in, in planning and then
with the Downtown Development Code in implementing that plan, those
are some of the incentives | think that are there. One of the things that
was talked about when we brought it forward to this Commission several
months ago was the idea of not requiring parking minimums for downtown,
and | think that sort of caught a lot of individuals off-guard. Parking is
incredibly expensive, and so for a city to say, "We're requiring this much
parking," there's really, there's not a whole lot of good scientific data to
support how much parking we ask for. And so in the downtown area, as
Mr. Newby mentioned we already have a limited amount of space, and so
we're going to leave it up to the private sector to say, "We're going to need
this many parking spaces for our development.” So |, the, and that's just
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a, that's just sort of hitting the surface on some of the incentives that we're

providing.
As far as, as priorities, | think we need to look again, as | mentioned
Public-Private Partnerships. | think one of the upcoming priorities is

definitely going to be investing in a parking garage. We don't know what
the, what the timeline is quite yet on that because we do have to be
sensitive to the, the revenues that the TIDD generates. But there's
bonding opportunities, there are, you know capital outlays probably going
to be a little scarce for a while because of the situation that the State's in
but we actually have a pretty good, from a public perspective a pretty good
financial outlook for where we're headed with the TIDD. And as |
mentioned in, in under ten years we've, the TIDD has gathered over $14
million. So, so | think that there's a lot of those things in place and, and
maybe that perhaps this addresses Commissioner Gordon's item as well.
There is public financing and we do, or we are working on that. There's
also needs to be private financing too and investment on that side of the
equation. So | hope | answered your questions or, or addressed some of
them and, and I'll be happy to answer any others that you may have.

Thank you.
Commissioner Alvarado.

Yes. My concern too is economic development. I'm glad the, the plan
addresses the economic component because economics usually leads to
jobs, jobs make better educational opportunities for our citizens and our
kids, and that can lead to a self-sustaining circle leading to more economic
prosperity, more job growth, better education opportunities. So it's, so it's,
it's a good component. Thank you.

Thank you Commissioner, thank you Commissioner Alvarado.
Commissioner Hedrick.

Thank you. As a community planner, as a resident who participates in
events downtown, particularly the Saturday market, | fully support
preparation of a plan for the, for the future of the downtown. And again |, |
think the consultants, particularly the architects are to be commended for
presenting many interesting concepts, particularly in the area of urban
design. | think the City is doing a magnificent job of providing
infrastructure, but it's not enough. A lot of what [ heard tonight was, was
really the description of what a plan should be, a lot of visionary stuff, not
a plan with some specificity in a comprehensive way, a plan for downtown
Las Cruces. | saw a lot of slides, kind of confusing standards, design
standards and calling them "land use." | saw some mixing up planning is
not zoning, you know we're interested in planning not how to, not how
zoning impacts planning. I'm, I'm, I'm going to focus really on, on about,
in, in, in three, three or four general areas and | don't have any questions.
I, I have some recommendations for everyone's consideration.
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First of all | think a master plan absolutely has to be
comprehensive. It has to reflect in more detail what the comprehensive
plan suggests in, in its vision. To accomplish some of that what | find,
what needs to be added is, is a land use component. There just has to be
more on, on land use. | see a, again | see a lot of design standards but I
see very little discussion on market mix which is one of the critical factors
in. in the success of any downtown. And I, | suggest to you that
community plans either focus on growth management or economic
development and | think there needs to be far more coverage on the
economic development aspects of, of the downtown because that's where
the challenges are. It's not in growth management. Therefore again |, |
see a lot, the need for greater emphasis on economic development. At, at
our last meeting Commissioner Snow, Stowe said, "How do we get from
the plan and excellent ideas and put them into bricks and mortar?" |
couldn't agree more. Far more specificity and accountability is needed in
any implementation plan. You know have, having said that I've, I've got
basically 11 specific recommendations and, and, and some other
comments.

In the area of land use I'm not going to read you my, my little three-
page paper but | am going to read to you the recommendations so you get
'em straight. What is needed is an inventory including a map of existing
land use that applies the land use classification system from the City's
Comprehensive Plan, not just concept, general plans that basically really
don't lead to action. An assessment of proposals from the City's
Comprehensive Plan and other studies for future land use, again that, that
all goes back to getting the right land use mix, getting the right tenant mix.
You know Mesilla Valley Mall without the tools to influence the, the mix of
tenants would not be successful and there would be no, there would be no
Mesilla Mall.

Third, a Downtown Master Plan that proposes future land use to be
comprehensive, transportation networks, community facilities, housing,
and planning matters that contribute to the revitalization and reinvestment
of the downtown planning areas.

Moving on to economic development, | suggest to you that typically
there are four purposes to economic development and, and | would really
like to see them mentioned in the plan. They are job creation and
retention, increases in real wages, stabilization or increase of the local tax
base, and job diversification. | would suggest, suggest to you that these
purposes need to be quantified and used as benchmarks. Only then can
you really begin to say that this plan is being implemented and, and is
useful relative to, to economic development. Some of the three
recommendations that | have here: Identification and quantification of the
ideal compatible downtown market mix or uses that will maximize
economic development in downtown planning area. | really would like to
see a little more specificity there cause 1 think this is really at the heart of
the health of downtown. Again | think the infrastructure is in place and the
City is doing a great job of continuing to construct infrastructure, but this
really has more to do with not being passive with the private sector, but
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basically going out and recruiting, serenading, in forming greater
partnerships with the private sector. Prior, and this requires prioritization
of those market uses and locations to pursue and incentivize those market
uses in the downtown. Third in this area: Identification of ways to mitigate
the potential negative of effects of incompatible uses and
overconcentration of uses in the downtown, and | think if you really were
open about this you would say that there's not a, a great market mix
downtown. Now there's some very incompatible uses. You know | would
suggest to you that schools and churches are not a great mix with bars
and restaurants, and how are you going to address that in the downtown
is, is what I'd like to see in the plan.

Moving on to implementation, again this is perhaps one of the, the,
the most important aspects of the plan itself and both the American
Planning Association and the American Law Institute endorse
implementation plans that detail plan costs and consequences. Indeed,
an implementation program should give real meaning to the goals of the
plan.  And here's how, how | suggest you do that.  The first
recommendation: ldentification of time frames for identified actions, which
time frame can cover periods from five to 20 years. You have to begin to
quantify stuff. Identification of responsibilities for specific actions among
the various governmental agencies and where applicable not-for-profit and
for-profit organizations operating in the downtown planning area having an
interest in carrying out the plan, and there are plans out there that
incorporate those kinds of ideas.

Concerning specificity; preparation of a schedule, schedule of
proposed capital improvements that include a description of the proposed
improvements and identification of the governmental unit to be responsible
for the improvement, the year the improvement is proposed for
construction or installation, an estimate of costs, sources of public and
private revenue available or potentially available for covering such costs.
Fourth in this area: Develop a matrix, something that's easy to read,
something that the public can follow, something that the public can see
that progress is actually being made and that you can claim that, that the
plan is actually being implemented. Develop a matrix of recommended
action items divided into immediate short, pardon me, into short, medium,
and long-term time frames and identify potential costs, responsible
agencies and | call them "captains," you can call them "team leaders,"
citizens who, who are going to stay with this over the years or staff
members who are going to stay with this over the years. And finally in this
area, again |, | am skeptical that, that the plan will be, have real meaning
unless there's a Downtown Master Plan Implementation Committee
formed and action teams or subcommittees to oversee it, implementation
of, of the master plan.

Perhaps three of the most important economic development
discussions and recommendations including that | found in the plan was a
discussion on anchors and mix. It must be recognized that additional
most likely retail anchors are needed in the downtown to attract specialty
shops. Who are we talking about here? 1 think it's a great idea but | don't

19



0~ ON N B LN

— e
W N — OO

14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35
36
37
38
39
40
41
42
43
44
45
46
47
48

Clifton:

Hume:

Clifton:

Hume:

318

see any specificity about who we might be talking about or how that's
going to happen. And again it's great with creating transportation links
with downtown but you have to create reasons for people to come
downtown, you have to create stuff they're going to buy. Well what are
those things that, that, that the community want, wants to purchase?

Another important proposed action in the document that, that | read
was 3-15: Develop a mid- and long-range merchandise and tenant mix
plan for, for the downtown. You know, those are the, my, my major
recommendations, | would point out that the plan probably could, could,
could use a little, little more editing. Some of the page numbers you know
don't line up in the table of contents. But again thank, thank you for
listening.

Thank you Commissioner Hedrick. Very thorough. Andy would you like to
begin addressing some of these points?

| guess it's sort of at the, it, it's sort of at the will of the Commission. Do
you want me to go sort of point by point through these or, cause we, we,
staff did receive these comments. We received them today so we did not
have a chance to really review them thoroughly and see how we could
implement them in the, in the, into the plan. Some of these seem like
some very significant change proposals. We've been involved in this
project since February and we had public involvement for two and a half
months. It's not that staff wants to hurry up and finish this but at the same
time we have a lot of, we have a lot of projects coming in the pipeline so it
kind of, it kind, kind of concerns staff at this point that the, that comments
of this significance are coming up here in October rather than earlier in the
process. So I'm, I'm kind of, I, I, I'm kind of not sure where to go with
addressing these. |1, | think a, a lot of these are addressed in the
implementation portion of the planning framework which comes in the CIP
and the budget as | mentioned earlier in my presentation. We are working
with individuals, we're going to hopefully be working, continuing our work
with Mr. Gibbs on identifying retail and those types of things, and a lot of
the, a lot of the detail stuff in here actually is where we work with
Downtown Las Cruces Partnership and, and we reach out to the
Chambers of Commerce and other groups to work on the, as, as Mr.
Hedrick talked about the serenading and the wooing of, of businesses to
come down rather than staff working on those types of things. So I'm, I'm,
I'm, those are sort of my, my comments on that and I'd love to get
direction from the Commission because frankly you know we'd like to
move on with this project and make sure we have the best possible plan
certainly to move forward but at the same time working within, within the,
the, the load that we have as staff.

Okay. Thank you Andy. | think you know in defense of Commissioner
Hedrick he was rather late to the lineup you know ...

Fair enough.
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A recent appointment to the P&Z Commission so a lot of these early
discussions and the document itself, | believe the last time it went out was
probably the first time he had seen it ...

Okay.

Along with Commissioner Muniz as well. You, you know I'm going to, I'l
pass this off to Commissioner Gordon here shortly but | would, | would just
you know request that maybe you take a crack at addressing some of
Commissioner Hedrick's points.

Okay.
Commissioner Gordon.

Andy, let me ask you a question. The presentation that you've made to us
in the past, all the paperwork that we've been given, and certainly taking
into the comments of Commissioner Hedrick which | think were quite
impressive, | thought he covered a lot of very important points, if you were
to make, if we were to approve this and forward it to City Council, you and
then, you rather would then have to come before City Council and make
basically the same presentation to them as you have made to us. At that
time could we be assured that the comments made by Commissioner
Hedrick and the others here on the Commission would be incorporated
into your presentation so that they would have a chance to, to you know to
think about what he said, to save you the trouble of perhaps trying to
answer us without having any prior knowledge and, and having us table
this and then come back again, and looks like from what | understand
probably not until December. Cause | think there's not going to be a
meeting in, in November. So in order to, to, to agree with what you're
saying, I, | know you'd like to move forward with this, this is all, you know,
it, it, pretty soon this is not going to be a living document anymore. |t's
going to be dead if we don't do something about it at some point in time.
Perhaps what I'm asking you, can we be assured of that?

Mr. Chair, Commissioner Gordon. One-hundred percent assured of that.
The minutes and the records from the September meeting as well as the
October meeting will be part of the record for the, the City Council to look
at. | can provide these comments specifically as an attachment to the, to
the packet so that they don't have to go searching through all the minutes
to find these comments but they have them before them, plus between
now and any City Council meeting staff will have an opportunity to review
the comments very carefully, perhaps ask Mr. Hedrick for a little bit more,
or Commissioner Hedrick, pardon me for a little bit more detail and, and
provide a response that would also be included in the packet for City
Council.
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All right. Considering Commissioner Hedrick's expertise in this area which
he definitely has, would it be permissible if necessary or if he would agree,
for him to basically make a presentation to City Council upon our feelings
which we sort, certainly | think agree with him, to City Council at a meeting
or is that not within the scope of our purview?

Mr. Chair. | would throw that question to you. I, | believe that
Commissioner Hedrick could talk to City Council as a citizen. | don't
believe, the, the record that you all have of your minutes and your votes is
the record that goes to City Council and reflects the will of the
Commission. He would be speaking on his behalf as a, as an expert
witness perhaps as a, in planning.

Yeah. Cause basically what I'm looking for is, is a defense of his position,
not that something is just put into the record, City Council looks at it and
says, "Ah, okay. That's fine. Way, we, we'll take into consideration maybe
what he's saying," but we need somebody to, or if you agree with what he
said to, to certainly enhance what he is giving forth. | don't know how to
go about it a different way without delaying this because that's what's
going to happen unless we get some kind of a reliance upon what he's,
what he's trying to bring forward. It's difficult for us to go ahead and say,
unless we just want to throw it on the, into the lap of the City Council and
say, "Now you deal with it."

That's a, that's a fair comment sir.

l, 1, | do believe as a citizen Commissioner Hedrick can be Mr. Hedrick at
the City Council and talk to them about whatever he wishes. However, it
would probably start getting a litle murky when discussing what we
discussed at the City Planning and Zoning Commission which is obviously
this document and his comments that he submitted, and you know not
speaking for the Commission but we do have two new Commissioners, we
have five here tonight, and you know in the past | know Commissions
have been a little uncomfortable moving something forward without
actually seeing it incorporated into the document. Not saying that you
know staff would lie to us so to speak but | think that, that has in the past
been a concern. Commissioner Hedrick, what, what might you say?

You know I'd, I'd, I'd be comfortable with recommending approval with the
condition that the City Council consider all of the recommendations by the
Planning and Zoning Commission tonight.

Would it, Andy could you possibly you know itemize a list to the Council as
part of your City Council packet based on the actual discussion tonight,
simple bullet point list of all of the concerns/issues that were raised this
evening and, and forward those as additional recommendations made and
suggested by Members of the Planning and Zoning Commission?
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Yes sir.

Okay. Commissioner Gordon.
[, | was just going to add ...
Oh, Commissioner Alvarado.

| was just going to add that | wouldn't be happy with any Commissioner
speaking on my behalf.

Thank you. Commissioner Gordon.

Is there anything, Commissioner Hedrick is there anything in your
comments that you feel if he did pull it in the, put it in a bulletproof format
that would require an explanation or further detail of what you're, what
you're recommending? :

Well | suspect some of the recommendations might draw some questions
and I'd be happy to, you know to address them but |, | don't have any
other feelings about it at this time.

All right. So basically you're comfortable if, if we can get this into the
record and if we do as a Commission forward this to the City Council
you're comfortable with having that for them to look at and certainly make
a comment?

I've been giving recommendations for the last 50 years to elected officials.
All right. Well thank you.

Are they any additional, any additional comments from the Commission?
Okay. [I'll wrap it up with just a few comments, Andy. You know with site
location of anchor stores, by the time they locate a site typically staff won't
even know about it. | mean it's generally top-secret information. Wal-
Mart, Target, Home Depot, Lowe's, Trader Joe's, they, they don't, they
come into communities quietly and locate their sites and, and the top three
factors in locating a site for retail: Location, location, location. And you
know obviously they do very thorough demographic, demographic studies
and the type of store like a Trader Joe's or a Wal-Mart are going to have
exceptionally different demographics and it may not lend itself to be very
successful in the downtown area where it may be very successful on the
east side of town. And | don't know that the City should speak for large
retailers or anchor stores or try to influence their location otherwise. |
would find it very concerning down the road if, if we're hearing in the
community that two years from now the City Council denied a zone
change because they didn't think that a Trader Joe's should go in Sonoma
Ranch, it should've went downtown Las Cruces. | mean the reality is with
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this City Council these type of things happen and it would not at all
surprise me.

The other issues are competition, that's, that's a rather obvious
one; traffic patterns. You know there's a lot of traffic in this area but
another issue and concern that | would have is if you do really stimulate
the uses in downtown and residents want to go there you're, you're
loading up the arterials even more and putting a strain on the existing
infrastructure and I'd like to see how the City would plan to address those
additional traffic loads cause it, you know driving around on a Friday
afternoon right now | think we're bursting at the seams as it is. And then
the target market, you know they're going to look for a target market and |
guess you guys need to ask yourselves here at the City, "Do we have a
target market in the downtown area to, to pull in these types of businesses
we seek?" Is it going to be the small mom and pop businesses that may
flounder periodically like we've had the last 30 years or will they be
substantial corporate businesses that can sustain a downturn in the
economy? So you know the concern is you know land use, location, siting
anchors, shifting of traffic patterns, and how these large businesses come
into town, find a spot, and it may not be what you guys want but it's what
they want. So you know I, I, | do take exception with government
interfering with private industry from that regard. But with that said I'll go
ahead and entertain a motion. Yes, Commissioner Gordon.

Andy, it is staff's recommendation that we approve this?

Yes sir.

Cause we had nothing in our packet tonight that, that says that. It's just a
presentation of the, it's just a, in old business. But I'm, in, in prior
meetings it said it was staff recommendation, correct?

Yes sir.

It still is?

Yes sir.

Thank you.

Okay. May | have a motion to approve?

Wait. | wanted to say something.

Yes Commissioner Muniz.

Yes. | used Trader Joe's as an example of something that draws people

and |, | want to see sométhing downtown that draws people from all over
our community and also beyond our borders, our city borders and that's
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why | used Trader Joe's because the population here keeps wanting a
store something like that. | didn't say they'd go but a, a, something like
that would draw people to our downtown area. We've had a, a boutique
down there. It went out of business. We've had other you know mom and
pop stores. They didn't make it. So we need something in the plan that's
going to draw people to shop, utilize the plaza, take casual walks, have
dinner, and bring it alive. Thank you.

Thank you Commissioner Muniz. So noted. You know just as a FYI at
some point you may want to take a tour of downtown El Paso. They're
under extensive revitalization and have been the last five years. But if, if
they had a Trader Joe's or a Whole Foods in downtown El Paso it would
be an absolute nightmare. It just would not work with the existing traffic.
A lot of the large uses such as the baseball stadium are on the periphery
and have a lot better access but if it was centered right in the middle of
downtown you know, good luck. With that can | get a motion to approve?
So moved.

May | have a second?

Can make a motion then, okay. | second.

Okay. A motion by Commissioner Alvarado, second by Commissioner
Gordon. Commissioner Hedrick.

Aye.
Based on findings ...

Based upon the discussion tonight and the information found in the master
plan document.

Thank you. Commissioner Muniz.

Aye based on discussion tonight.

Commissioner Alvarado.

Aye based on findings, discussion, and the document.

Commissioner Gordon.

| vote aye based on discussion, presentation, and staff recommendation.
And the Chair votes aye based on staff recommendation, presentation,

and staff addressing the Planning and Zoning's comments and concerns
to the City Council.
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MOTION PASSES UNANIMOUSLY.

Hume:
Clifton:

Hume:

Thank you.
Okay. lItis approved. Thank you Andy.

Thank you very much.

VIIIl. NEW BUSINESS - NONE

IX. OTHER BUSINESS

Clifton:

Ochoa:

Clifton:

Ochoa:

Clifton:

Ochoa:

Clifton:

Okay. That brings us to other business. Staff, do we have any other
business whatsoever?

Sorry about that. | was slow on the gun, get down here.
You were awake, weren't you?

Yes, | was.

Okay.

Very interesting comments and discussion. No, there, there's no other
business tonight gentlemen.

Okay. Thank you Adam.

X. PUBLIC PARTICIPATION

Clifton:

Any public participation? Okay. Seeing none.

XI. STAFF ANNOUNCEMENTS

ik

Clifton:

Ochoa:

Update on previous action items.

Staff Announcements and, and if we could briefly touch in addition to the
update on previous action items the subdivision waiver issue that we've
been beating to death like a dead horse?

Sure thing. There are actually no, no additional updates to previous action
items that would, that would go, be going before City Council. The
previous couple items that, that have come before you were items that
were final actions by the Planning and Zoning Commission so those are
essentially now underway and under staff review.

When it comes to the waiver issue, our Director has been, is still
waiting for direction from City Council and from | guess Administration of
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the City of Las Cruces as to see what exactly it is that they want us to do if
you will. As soon as we get some type of direction sir we will definitely let
you know where we're at with that.

And, and to further expand on that when | spoke with the Director as well
it, it appears that they may be proceeding with a consultant to help the
staff with the waiver amendments to the subdivision regulations and
design standards so it was, it, |, | believe it's still more of a wait-and-see
and we'll get going on it and get you guys something. Commissioner
Hedrick.

Yeah. I'm not sure what "wait-and-see" means and considering a
consultant, is there a timeline Mr. Chairman? At, at, at, at the last meeting
| think you called for a workshop in October or November at the latest and
again you mentioned not getting a, a, the cart ahead of the horse but
perhaps, should we be able to get, to get together we could come up with
some ideas to help expedite the process and to come up with an idea,
some ideas to, to make some changes to the document that would seem
fair, equitable to those developing land, and equally fair to the taxpayers
who have to pay for the infrastructure.

Thank you Commissioner Hedrick. I, | think that's reasonable. | mean
how would the Commission feel about requesting staff schedule an actual
Commission work session to discuss this issue? Is that something the
Commission would be agreeable to? No, just by ourselves with us and
staff. |, |, if we wait on City Council it could be sometimes in, sometime in
2023. Yes sir.

Would that be legal if you know all of us got together with ...

It, it would be an advertised work session. If you notice every once in a
while ...

Okay.

You get a cancellation of work session notice. Yeah, we would just take
that slot cause typically our work sessions would be scheduled for the
third Tuesday of the month.

That is correct.

Yes. So | guess at this point what the Commission's requesting is to have
a work session scheduled to discuss this issue and maybe that'll clear the
logjam a little bit. Yes.

Mr. Chairman. | will talk to my Director and administrators and this is, we'll
see if we can get something set up soon for you all. We will be in contact
by e-mail when we, when we can set something up for y'all, probably just
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direct e-mail with you, see when would be a good time for everybody. If
not, more than likely one of the upcoming work sessions but we'll try to get
something put together as soon as possible and get back to you sir.

Okay. Thanks Adam. Are there any additional comments by the
Commission?

Mr. Chairman. Sorry if | may interject, | have another staff announcement.
Since everything was essentially approved tonight and the docket so far
for staff appears we will not be having a November Planning and Zoning
Commission meeting so y'all get Thanksgiving off, the whole week. So
that's, that's a plus. The one item, one issue | wanted to bring up is we
are in the holiday season. We don't have to worry about November but in
December the Planning and Zoning Commission meeting is scheduled for
the Tuesday after Christmas. Christmas falls on a Sunday this year, the
25th. The meeting would be on the 27th. | just wanted to make sure out
of you, out of you five just get a, | guess a, a vote who, who believes
would be able to be here for that meeting to make sure we have quorum
for it. If we, if we have enough people here for quorum then great. If not
then it'd be up to the Chairman if you'd like sir we can always move up
that meeting to the 20th which would be the Tuesday before Christmas if
you will, the, or the, the, be the third Tuesday of the month which is
something that's possible as well. But | don't know Mr. Chairman if you'd
like to question the, the Board and see if, or the Commission, pardon me
and see if they would be available for that December 27th meeting.

What did the State of Reasonable Notice have as the date that was
approved for 20167 Do you recall?

Mr. Chairman. The, for 2016 it did, did have it for the 27th but the
Chairman does have the power to move that meeting sir at, at a public
meeting.

| 1 don't want to take a vote cause we legally can't take a vote cause it ...
Sure.

Wasn't advertised but | would suggest and recommend to staff that it be
moved to the 20th. | think the 27th is too close to Christmas and people
will probably be still away or returning from their holiday. | mean any
time’s a bad time quite frankly, but the 20th | think would probably be the
best.

Yeah, yes sir. We, we don't need a vote and since you are the Chair ...

Okay.

You do have the power to, to move that so if that's the way you're directing
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staff we can definitely do that ...

Okay.

If everybody's okay with that sir, or ...

Okay.

If you're okay with that, pardon me.

May, | may not be here the 20th.

We'll play it by ear and you know worst case, if anything we can maybe
utilize that time to talk about road improvements. Because what other

topic should we be discussing than road improvements around
Christmastime?

Nothing, nothing's more Christmas than road improvements, right. Yes
Sir.

It's, it's just red and green. Okay, seeing no, yes Commissioner Gordon.

Xil. . ADJOURNMENT (7:24 p.m.)

Gordon:

Clifton:

Alvarado:

Clifton:

| make a motion we adjourn.
Do | have a second?
Second.

All in favor.

MOTION PASSES UNANIMOUSLY.

Clifton:

We are adjourned. Thank you.

Chairperson
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329 ATTACHMENT “C”

A Review with Suggestions for Change
The 2016 City of Las Cruces Downtown Master Plan
Las Cruces Planning Commission
Roger K. Hedrick, FAICP
October 23, 2016

Introduction

At the outset, staff and their consultants are to be commended for presenting many interesting
concepts. And the more adequate time for review has allowed the Planning Commission to better
appreciate the efforts of the authors. As the title of this paper suggests, this brief review will recognize
merit, identify perceived gaps and offer suggestions for change to the document. When viewing the
table of contents, what first got my attention was the title “Master Plan.” Whether you call it 2 master
plan, general plan or comprehensive plan, a community’s downtown master plan must be
comprehensive and this document lacks sections on “land use” and “implementation” strategies that
are real, concrete and effective.

Community plans also generally focus on either “growth management” or “economic development.” An
increased emphasis on economic development in this document would seem to be in order recognizing
the greater challenges facing the Las Cruces downtown are in the realm of economic development, not
unbridled growth.

The following paragraphs offer specific suggestions that address perceived gaps in the document as well
as a commentary that provides additional thought that supports the suggestions. The suggestions
assume a downtown master plan is the intent of the document.

Suggestions
Land Use

The purposes of a downtown master plan must be to detail and refine proposals in the city’s
comprehensive plan and to encourage reinvestment, revitalization and reuse of areas. To the “Where
We Want To Go” chapter, it is suggested the following be added:

s Aninventory including a map of existing land use that applies the land-use classification system
from the city’s comprehensive plan.

e Anassessment of proposals from the city’s comprehensive plan and other studies for future
land use.

e Adowntown master plan map that proposes future land use, transportation networks,
community facilities, housing and other planning matters that will contribute to the
revitalization and reinvestment of the downtown planning area.

Economic Development

According to the American Planning Association, local economic development typically has four
purposes:

1. Job creation and retention.

2. Increasesin real wages (e.g., economic prosperity).

3. Stabilization or increase of the local tax base.

4. Job diversification — making the community less dependent on a few employers.



330



331

Concerning the downtown master plan, these purposes should be quantified and used as benchmarks
for measuring progress for the downtown master plan area over time. To the “Where We Want To Go”
chapter, further detail and add the following:

e Identification of and quantification of the ideal, compatible downtown market mix or uses that
will maximize economic development in the downtown planning area.

® Prioritization of those market uses and locations to pursue and incentivize those market uses in
downtown.

¢ Identification of ways to mitigate the potential negative effects of incompatible uses and over
concentration of uses, which can discourage establishing a more balanced set of uses,
particularly day time uses that add to the vitality of downtown.

Implementation

In order to achieve the goals and actions in the downtown plan, prepare a long-range program of
implementation of specific public actions as well as specific actions proposed by non-profit and for-
profit organizations to be taken. To the “What’s Next” chapter, detail and add the following:

e lIdentification of time frames for identified actions which time frame can cover periods from 5-
20 years.

¢ |dentification of responsibilities for specific actions among the various governmental agencies
and where applicable, not-for-profit and for-profit organizations operating in the downtown
planning area and having interests in carrying out the program.

* Preparation of a schedule of proposed capital improvements that includes a description of the
proposed improvement, an identification of the governmental unit to be responsible for the
improvement, the year(s) the improvement is proposed for construction or installation, an
estimate of costs, and sources of public and private revenue available or potentially available for
covering such costs. Such schedule can form the basis for any local capital budget and local
capital improvement program.

e Develop a matrix of recommended Action Items, divided into immediate, short, medium, and
long-term timeframes and identify potential costs, responsible agencies and “captains”.

e Form a Downtown Master Plan Implementation Committee and Action Teams (i.e.,
“subcommittees”) to oversee implementation of the Master Plan.

Commentary
General

In the document, the nexus with or general connection to the city’s comprehensive plan should be
applauded. Although, it is disappointing to see that there is no connection with the Regional Plan or
strategies for intergovernmental cooperation. Including the City of Las Cruces, One Valley One Vision
2040 remains the only community plan adopted by multiple governing bodies within the Dona Ana
County region. And surely to be successful, any downtown must plan for and attract residents from
throughout the region.

The public would be better informed if there were fewer photographs of existing buildings and more
future oriented concept 3D Plan Maps. If maps are designed and meant to be read in color, then all
maps and documents when distributed publicly need to be in color.
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Land Use

According to the American Planning Association, the land-use element is a fundamental component of
the any comprehensive or master plan, one that shows general distribution, location, and characteristics
of current and future land uses and urban form. One purpose of the land-use element is to translate a
vision statement into physical terms, to the extent possible. Too, it must serve as the element of the
comprehensive or master plan upon which all other elements, other than the vision, should be based.
The land-use element must be in both textual and map form.

Economic Development

Communities must continually monitor themselves to assure that they are maximizing their economic
development potential. Economic development supports jobs and households while supporting a
diverse tax base for public services. New Mexico Main Streets offers the following advice concerning
opportunities to invest in downtowns: “Part of promoting the district is being prepared to sell it to a
variety of targets, one of them being real estate and business investors. With some comprehensive
planning and a little creativity, there are several things you can have on hand to be prepared when
investors make inquiries.” Perhaps most prominent is the value of information: “Collect information
about target markets, current business mix, economic data, etc. and have them in one document.”

Sustainable development in the downtown planning area requires a thorough understanding of and
planning for market realities, economic forces, and financial opportunities. Most importantly, genuine
opportunities must be identified for capturing market demand at specific locations as well as
documenting the rents and prices that can be achieved, defining real estate products (housing types,
office structures, etc.) that are most marketable and then identifying concrete actions for private and
public investors often in partnership.

Perhaps three of the most important economic development discussions and recommendation included
“Anchors” and “The Mix.” It must be recognized that additional most likely retail anchors are needed in
the downtown to attract additional specialty shops. And that the strategy of all downtowns should
begin with providing the goods and services that the community or region want to buy. The authors
stop short however, of saying how to proceed. Another important proposed action in the document
was “Action 3.15 Develop a mid and long range merchandising tenant mix plan for downtown to be used
for business recruitment.”

Implementation

Both the American Planning Association and the American Law Institute endorse implementation plans
that detail plan costs and consequences. Indeed, an implementation program should give real meaning
to the goals of the plan.

The key to success for any downtown plan is its implementation strategy or program. Without one, the
plan will sit idle on a shelf or coffee table as many previous, albeit well-intentioned plans do. A good
implementation strategy will help bring the downtown plan’s recommendations to reality by providing
efficient and effective action steps and a mechanism for ongoing efforts. The Master Plan must be
evaluated on an ongoing basis; including the preparation of an annual report to the Downtown Master
Plan Implementation Committee and perhaps the Planning and Zoning Commission. Other funding
opportunities need to be regularly explored including grants, TID/TIF monies, bonds, fees, donations,
public/private partnerships, etc. And the Master Plan as must be amended as necessary to maintain its
relevance and effectiveness as a real plan for downtown’s revitalization.
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Planning and Zoning Commission Comments

From the meeting on October 25, 2016

Where will the money come from to fund the projects in the plan?

A lot of people come downtown on Saturday for the Farmers Market, but we need
something to bring people downtown during the rest of the week.

What are the priorities in the plan?
What are we doing to attract businesses?

Scouting for locations of anchor-type businesses happens quietly, but we need to be
ready when they arrive.

City should not hold up redevelopment opportunities.
How are traffic needs being accounted for? Could put a strain on existing network.

Do we have a target market for downtown? If so, what is it?
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A Review with Suggestions for Change
The 2016 City of Las Cruces Downtown Master Plan
Las Cruces Planning Commission
Roger K. Hedrick, FAICP
October 23, 2016

Introduction

At the outset, staff and their consultants are to be commended for presenting many interesting
concepts. And the more adequate time for review has allowed the Planning Commission to better
appreciate the efforts of the authors. As the title of this paper suggests, this brief review will recognize
merit, identify perceived gaps and offer suggestions for change to the document. When viewing the
table of contents, what first got my attention was the title “Master Plan.” Whether you call it a master
plan, general plan or comprehensive plan, a community’s downtown master plan must be
comprehensive and this document lacks sections on “land use” and “implementation” strategies that
are real, concrete and effective.

Community plans also generally focus on either “growth management” or “economic development.” An
increased emphasis on economic development in this document would seem to be in order recognizing
the greater challenges facing the Las Cruces downtown are in the realm of economic development, not
unbridled growth.

The following paragraphs offer specific suggestions that address perceived gaps in the document as well
as a commentary that provides additional thought that supports the suggestions. The suggestions
assume a downtown master plan is the intent of the document.

Suggestions
Land Use

The purposes of a downtown master plan must be to detail and refine proposals in the city’s
comprehensive plan and to encourage reinvestment, revitalization and reuse of areas. To the “Where
We Want To Go” chapter, it is suggested the following be added:

* Aninventory including a map of existing land use that applies the land-use classification system
from the city’s comprehensive plan.

e An assessment of proposals from the city’s comprehensive plan and other studies for future
land use.

e Adowntown master plan map that proposes future fand use, transportation networks,
community facilities, housing and other planning matters that will contribute to the
revitalization and reinvestment of the downtown planning area.

Economic Development

According to the American Planning Association, local economic development typically has four
purposes:

1. Job creation and retention.

2. Increasesin real wages {(e.g., economic prosperity).

3. Stabilization or increase of the local tax hase.

4. Job diversification — making the community less dependent on a few employers.
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Concerning the downtown master plan, these purposes should be quantified and used as benchmarks
for measuring progress for the downtown master plan area over time. To the “Where We Want To Go”
chapter, further detail and add the following:

¢ Identification of and quantification of the ideal, compatible downtown market mix or uses that
will maximize economic development in the downtown planning area.

e Prioritization of those market uses and locations to pursue and incentivize those market uses in
downtown.

¢ Identification of ways to mitigate the potential negative effects of incompatible uses and over
concentration of uses, which can discourage establishing a more balanced set of uses,
particularly day time uses that add to the vitality of downtown.

Implementation

In order to achieve the goals and actions in the downtown plan, prepare a long-range program of
implementation of specific public actions as well as specific actions proposed by non-profit and for-
profit organizations to be taken. To the “What’s Next” chapter, detail and add the following:

e Identification of time frames for identified actions which time frame can cover periods from 5-
20 years.

o Identification of responsibilities for specific actions among the various governmental agencies
and where applicable, not-for-profit and for-profit organizations operating in the downtown
planning area and having interests in carrying out the program.

e Preparation of a schedule of proposed capital improvements that includes a description of the
proposed improvement, an identification of the governmental unit to be responsible for the
improvement, the year(s) the improvement is proposed for construction or installation, an
estimate of costs, and sources of public and private revenue available or potentially available for
covering such costs. Such schedule can form the basis for any local capital budget and local
capital improvement program.

e Develop a matrix of recommended Action Items, divided into immediate, short, medium, and
long-term timeframes and identify potential costs, responsibie agencies and “captains”.

e Forma Downtown Master Plan Implementation Committee and Action Teams (i.e.,
“subcommittees”) to oversee implementation of the Master Plan.

Commentary
General

In the document, the nexus with or general connection to the city’s comprehensive plan should be
applauded. Although, it is disappointing to see that there is no connection with the Regional Plan or
strategies for intergovernmental cooperation. Including the City of Las Cruces, One Valley One Vision
2040 remains the only community plan adopted by multiple governing bodies within the Dona Ana
County region. And surely to be successful, any downtown must plan for and attract residents from
throughout the region.

The public would be better informed if there were fewer photographs of existing buildings and more
future oriented concept 3D Plan Maps. If maps are designed and meant to be read in color, then all
maps and documents when distributed publicly need to be in color.
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Land Use

According to the American Planning Association, the land-use element is a fundamental component of
the any comprehensive or master plan, one that shows general distribution, location, and characteristics
of current and future land uses and urban form. One purpose of the land-use element is to translate a
vision statement into physical terms, to the extent possible. Too, it must serve as the element of the
comprehensive or master plan upon which all other elements, other than the vision, should be based.
The land-use element must be in both textual and map form.

Economic Development

Communities must continually monitor themselves to assure that they are maximizing their economic
development potential. Economic development supports jobs and households while supporting a
diverse tax base for public services. New Mexico Main Streets offers the following advice concerning
opportunities to invest in downtowns: “Part of promoting the district is being prepared to sell it to a
variety of targets, one of them being real estate and business investors. With some comprehensive
planning and a little creativity, there are several things you can have on hand to be prepared when
investors make inquiries.” Perhaps most prominent is the value of information: “Collect information
about target markets, current business mix, economic data, etc. and have them in one document.”

Sustainable development in the downtown planning area requires a thorough understanding of and
planning for market realities, economic forces, and financial opportunities. Most importantly, genuine
opportunities must be identified for capturing market demand at specific locations as well as
documenting the rents and prices that can be achieved, defining real estate products (housing types,
office structures, etc.) that are most marketable and then identifying concrete actions for private and
public investors often in partnership.

Perhaps three of the most important economic development discussions and recommendation included
“Anchors” and “The Mix.” It must be recognized that additional most likely retail anchors are needed in
the downtown to attract additional specialty shops. And that the strategy of all downtowns should
begin with providing the goods and services that the community or region want to buy. The authors
stop short however, of saying how to proceed. Another important proposed action in the document
was “Action 3.15 Develop a mid and long range merchandising tenant mix plan for downtown to be used
for business recruitment.”

Implementation

Both the American Planning Association and the American Law Institute endorse implementation plans
that detail plan costs and consequences. Indeed, an implementation program should give real meaning
to the goals of the plan.

The key to success for any downtown plan is its implementation strategy or program. Without one, the
plan will sit idle on a shelf or coffee table as many previous, albeit well-intentioned plans do. A good
implementation strategy will help bring the downtown plan’s recommendations to reality by providing
efficient and effective action steps and a mechanism for ongoing efforts. The Master Plan must be
evaluated on an ongoing basis; including the preparation of an annual report to the Downtown Master
Plan Implementation Committee and perhaps the Planning and Zoning Commission. Other funding
opportunities need to be regularly explored including grants, TID/TIF monies, bonds, fees, donations,
public/private partnerships, etc. And the Master Plan as must be amended as necessary to maintain its
relevance and effectiveness as a real plan for downtown'’s revitalization.
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Planning and Zoning Commission Comments

From the meeting on October 25, 2016

Where will the money come from to fund the projects in the plan?

A lot of people come downtown on Saturday for the Farmers Market, but we need
something to bring people downtown during the rest of the week.

What are the priorities in the plan?
What are we doing to attract businesses?

Scouting for locations of anchor-type businesses happens quietly, but we need to be
ready when they arrive.

City should not hold up redevelopment opportunities.
How are traffic needs being accounted for? Could put a strain on existing network.

Do we have a target market for downtown? If so, what is it?
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CAMINO REAL CONSORTIUM RESOLUTION NO. 2016-01

RESOLUTION RECOMMENDING THE LAS CRUCES CITY COUNCIL ADOPT
THE 2016 LAS CRUCES DOWNTOWN MASTER PLAN

WHEREAS, the Camino Real Consortium consists of the City of Las Cruces, New Mexico State
University, the South Central Council of Governments, the Mesilla Valley and El Paso Metropolitan
Planning Organizations, the Colonias Development Council, Tierra del Sol Housing Corporation, the
Town of Mesilla, the City of Sunland Park, the South Central Regional Transit District, La Semllla Food
Center, and Dofia Ana County; and

WHEREAS, the Camino Real Consortium has approached regional planning as an effort that is both
practical and inspired, that it is grounded in broadly advertised and supported public engagement, and that
it is part of an ongoing process that advances and integrates other planning work; and

WHEREAS, the City of Las Cruces and the Las Cruces Downtown Tax Increment Development District
authorized the preparation of the “2016 Las Cruces Downtown Master Plan” as an update to the “2004
Downtown Revitalization Plan”; and

WHEREAS, the Camino Real Consortium acknowledges that planning for the revitalization of downtown
Las Cruces contributes to the unique identity, culture and character of Las Cruces and Dofia Ana County
and will continue that contribution into the future; and

WHEREAS, the goals of the “2016 Las Cruces Downtown Master Plan” are to continue to evolve as both
a great place to live and as a destination corridor by strengthening the identity of the area to attract more
visitors and generate more opportunities for local residents of Las Cruces and Dofia Ana County; and

WHEREAS, over 200 people attended a four-day charrette held February 16-19, 2016; and

WHEREAS, discussion topics included downtown identity, housing, economic development,
neighborhood integration, and arts and culture; and

WHEREAS, the update to the downtown master plan, including conducting market research analyses for
housing, retail, and hotel/hospitability, provides a holistic plan for addressing a multitude of current and
future projects and programs that address these areas of opportunity; and

WHEREAS, the Plan is carefully integrated with the City of Las Cruces Comprehensive Plan.

NOW THEREFORE, BE IT RESOLVED that the Camino Real Consortium hereby recommends that
the Las Cruces City Council adopts the “2016 Las Cruces Downtown Master Plan”.

RESOLVED this 26" day of August 2016.

ACAMING REAL CONSDRTLUN PROJECT

VIVA DONA ANA

BISTLOTHG A SUSTATUABLE FUTURE | COMSTRUNERDO Ut FITORD SOSTENTALL
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CAMINO REAL CONSORTIUM, OF THE VIVA DONA ANA INITIATIVE

Dofia Ana County:
(ForPAgainst  Absent/Abstain

City of Las Cruces:

For/Against  Absent/ Q’@
Town of Mesilla:
(Forh Against  Absent/Abstain

Colonias Development Council:
For/Against ~ Abseni/ Abstain

South Central Regional Transit District:

(ForfAgainst  Absent/Abstain
El Paso MPO:
(FPorpAgainst  Absent/Abstain

City of Sunland Park:
(TorpAgainst  Absent/Abstain

South Central Council of Gavernments:

For/Against Abstain

New Mexico State University:

(ForAgainst  Absent/Abstain

Tierra del Sol Housing Corporation:
For/Against @/ Abstain

Mesilla Valley MPO:
(For/Against  Absent/Abstain

La Semilla Food Center:
For/Against ~ Absent/Abstain
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