Joint Del Mar City Council and Finance Committee Workshop for Downtown Revitalization, January 12, 2009

Del Mar Finance Committee Presentation Summary and Recommendations for Downtown Revitalization:

“An Opportunity and an Obligation to Act Now to Deliver Economically Sound Solutions within a year and not 4-5 years, and at the lowest Taxpayer Expense”
FINAL DOCUMENT
I. Background: Finance Committee land use subcommittee (Brian Huster, Terry Gaasterland, Bettina Experton)  

a. Membership: long-term Del Mar residents with relevant professional experience, specifically in commercial real estate development, familiar with Del Mar development history from the Plaza to the Garden (with significant input into its final design).

b. Prior study No. 1: land use evaluation, development model and financial analysis of the City Hall site for a mixed use development (retail and residential), including an underground parking structure to serve the entire Central Commercial zone.

c. Prior study No. 2: the review of the original $5 million cost estimate  for the new Lifeguard Center which we brought down to an estimate of $2.5 million, revealed excessive costs and projection estimates due to uncontrolled use of consultants services (which generated the original construction estimates) and excessive number of public meetings. 

d. To meet urgent needs, with the March expiration of the emergency retail ordinance and ongoing loss of retail, the subcommittee started to study cost effective approaches for urgent downtown revitalization in early fall 2008 and specifically as an alternate to a Specific Plan approach, which we see as too long, too costly, putting  an unfair burden on the taxpayer and leading to delayed and very uncertain results.

II. A New Del Mar Reality and Del Mar Way:

                       With the 85% approval rate of the Garden mixed use (restaurant, retail and office) project, with an 80 % FAR and a Del Mar design style (a mixed of Plaza, Library and Stratford Square building style and construction material) the community at large more than unanimously voted for a fundamental change in downtown zoning (from 45% to 80% FAR) to deliver a desirable project in terms of use and style, which could respond in part to the urgent need for downtown revitalization.  

                       On the other hand, the long, costly (to the City, the town and the developers overburdened by consultants costs), and the exhausting committee driven Specific Plan process which we lived through with the Garden, left the project in debt and its viability in doubt, and more than calls into question the cost-effectiveness, in 2009, of a Committee driven Specific Plan process.                   

III
Our Approach: 

a. Reality driven based on economics and city needs, not process or politically and consultant driven.

b. Assessed needs include: 

(i)
quality of life needs of Del Mar residents for pedestrian friendly downtown, providing service and retail goods, and the restoration of village character with attractive and desirable architectural styles (e.g. Stratford Square, the Del Mar Library, the Plaza).

(ii)
city economic needs: there is an urgent requirement to restore and build up the retail base necessary to the survival of the city especially in an economic downturn with added revenue from sales and property taxes, business licenses and ancillary sources.

(iii) developer needs for  an economically viable project
c. Goal oriented with short and midterm results in mind.

d. Quality of life, esthetics and the restoration and preservation of our village character is paramount.

e. There is urgency: ongoing loss of retail, March expiration of the emergency horizontal zoning ordinance and the economic downturn require action within a few months and not 1-2 years.
IV
Method:
a. Extensive review of other City redevelopment plans. 

b. Constructive dialogue with Del Mar planning department staff.

c. Discussions with residents, local businesses, DMVA, downtown property owners.

d. Conducted an in depth case study for redevelopment of a downtown property including architectural drawings, development pro forma and financial analysis.

V
Problems with a Specific Plan and Form Based Code Approach:
            Important Note: contrary to staff report SP process was never authorized by CC. On April 7, 2008 ta SP motion was defeated and CC directed staff to draft specific language within 6 months for specific zoning changes (FAR, height limit changes, parking mitigation…)
a. Does not address in due time immediate needs of preventing additional retail loss created by the expiration of horizontal zoning emergency ordinance.

b. Very long and costly process whose full costs have not been fully assessed (more likely $750K instead of $400K).

c. Anticipated funding through Smart Growth grant funding is very unlikely because of the requirement for downtown low income housing which is economically unfeasible and the dearth of State government funds.

d. A committee driven process and Master Plan approach is likely to result in an overly compromised approach which will not deliver the intended results. It will be another exercise in hypotheticals which developers will not accept.

e. Effective aesthetics and Architectural guidelines can be achieved in a simpler and more cost effective way than the tedious Form Based Codes approach. Other cities used as models (i.e. Carmel) have successfully used such simpler alternatives.

f. A Specific Plan is not the only way, and is certainly the most costly way, to respond to the almost unanimously recognized need to repeal Measure B by public vote, which should not drive the 2-year SP process.

g. A Master Plan/Specific Plan approach will not deliver on the very specific and complex needs of individual downtown parcels. This will be demonstrated by our case study.

VI
Case study: Downtown redevelopment of the 1450 Camino el Mar (old Wells Fargo building site) property under three scenarios: 

-
with existing zoning (45% FAR & other requirements) 

-
with zoning change consisting only of an FAR increase

-
under proposed Finance Committee downtown zoning changes and revitalization incentives.

The study demonstrates that the third scenario is the only economically feasible way to redevelop this specific property and argues strongly for a parcel by parcel approach and against a Master Plan/Specific Plan approach to downtown redevelopment. Our recommended approach also significantly lowers costs both to the taxpayer side and to the individual property owner.
VII
Finance Committee Specific Recommendations and Action Plan for Downtown Revitalization:
a. Guiding principles: select the most cost–effective way to deliver intended results within a year, not 4-5 years…when it will already be too late. Use tax payer money “to build” and not study or debate. 
b. Action Plan:
1. Implement specific zoning changes, as opposed to a Specific Plan and Form Based Code Approach, with an Action Plan for implementation prior to the March expiration of the emergency horizontal zoning ordinance, with;


a.) New building envelope zoning Requirements and 

incentives defined with:





- required setbacks




- 3 story height limit, structurally feasible




- Parking requirements met on-site and off-site 


with implementation of off-site mitigation 



program to be paid for by developer (City Hall 


Site underground parking structure)



b.) Resident View protection Process


c.) Design Guidelines:



-Del Mar Village style i.e. Stratford Square, Del 


Mar Plaza and Library


- Quality of construction Material and Finishes 

i.e. Del Mar Plaza (existing manual)



- Articulation of Facades fro Village and not 

Urban feel


d.) Final Design Review Process through DRB
Implement the above specific zoning change to be followed by the needed repeal of Measure B in the most time- and cost-effective manner (not waiting for a general election).

nb: LCP, CEQA requirements, PCD process to be integrated in new plan by City staff.
2. Immediately start an RFP process to develop the City Hall site as a mixed use development including service retail and residential development (but without office space), and a large underground parking structure to mitigate downtown redevelopment parking requirements. Appoint a City Hall site development Task Force including DM residents with commercial RE development expertise, and a CC representative  to develop with Planning staff RFP criteria. The task force will report to CC within 30 days for action prior to the March deadline.

3. Immediately resume a public review process, building on past studies and prior public review,  to finalize a design of a downtown streetscape plan to be completed in six months and which will be “shovel  ready” in 12 months to seize the opportunity of Federal funding. 
4. Start process to apply for federal and/or state funding for streetscape construction and the building of a new green City Hall building on either:

    

a.) along 9th street around the site of the Del Mar School 

District administrative building and child care center on 

the Shores property, while preserving and enhancing the 

original community park space of the Shores site, or


b.) the Angello property East of the Artistes motel with 

parking provided by the proposed underground parking 

structure under the proposed development of the current 

City Hall site. (Consideration of other possible locations 

will have to meet not only community needs but 


economics.

5. In no instance, consider the lease or purchase of existing building space in the core of the CC zone, on CDM front, for use as a new City Hall, where this will squander prime retail, and restaurant (with possible upper floor condos)  opportunities. Purchase or lease of an existing building will have to make economic sense, and only if outsides the core CC zone.  
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