ULI

WATSONVILLE
CALIFORNIA

L R A Ce e ) I W 2 T iy Tadity el U e R 1 (o 7 =t b ) i e e







WATSONVILLE, CALIFORNIA
e — e |

An Evaluation of Development Potential
and Downtown Redevelopment Strategies
for the City of Watsonville

March 18-23, 1990
A Panel Advisory Service Report

ULI-the Urban Land Institute
625 Indiana Avenue, N.\W.
Washington, D.C. 20004



ABOUT ULI-

THE URBAN LAND INSTITUTE

LI-the Urban Land Insti-

tute is a nonprofit educa-
tion and research organization
that fosters and encourages high
standards of land use planning
and development. To this end,
the Institute sponsors a wide
variety of education programs,
conducts research, interprets
current land use trends, and
disseminates pertinent infor-
mation.

Established in 1936, ULI is
recognized as one of America’s
most respected and widely
quoted sources of objective in-
formation on urban planning,
growth, and development.

Members of the Washing-
ton, D.C.—based Institute in-
clude land developers, builders,
architects, city planners, invest-
ors, planning and renewal agen-
cies, financial institutions, and
others interested in land use.

Much of the Institute’s
work is accomplished through its
councils, which include:
¢ Urban Development/Mixed
Use Councils
Commercial and Retail Devel-
opment Councils
* Community Development
Councils

* Residential Development
Councils

* Recreational Development
Councils

¢ Small-Scale Development
Councils

* National Policy Council

* Development Regulations
Council

* Development Infrastructure
and Service Council

¢ International Council

This Panel Advisory Service
report is intended to further the
objectives of the Institute and to
make authoritative information
generally available to those seck-
ing knowledge in the urban land
use field.

David E. Stahl
Executive Vice President
ULI-the Urban Land Institute

ULI PROJECT STAFF

Jerry S. Church
Staff Vice President
Advisory Services

Michael A. Anikeeff
Project Director
Senior Associate

Michael L. Singer
Staff Vice President
Marketing and Public Affairs

Kimberley Todd
Panel Coordinator
Advisory Services

Nancy Stewart
Managing Editor

Ann Lenney
Copy Editor

Helene Y. Redmond
Manager, Computer-Assisted
Publishing

Lee Carlson
Artist

©1990 by ULI-the Urban Land Institute
625 Indiana Avenue, N.W,
Washington, D.C. 20004

All rights reserved. Reproduction or use
of the whole or any part of the contents
without written permission of the

copyright holder is prohibited.

ULI Catalog Number W15



TABLE OF CONTENTS
e ——— )

PANEL MEMBERS AND STAFF 4
ACKNOWLEDGMENTS 5
FOREWORD 6
THE PANEL'S ASSIGNMENT 8
SUMMARY OF RECOMMENDATIONS 10
FINDINGS, CONCLUSIONS, AND
RECOMMENDATIONS 12
DEVELOPMENT POTENTIAL 12
PLANNING AND URBAN DESIGN 20
DEVELOPMENT GOALS AND MARKETING
STRATEGIES 34
IMPLEMENTATION STRATEGIES 39
ABOUT THE PANEL 42



PANEL MEMBERS AND STAFF
EESSES e e

PANEL MEMBERS ULI ON-SITE STAFF
Benjamin (Bud) T. Lake 11 Jerry S. Church
Panel Chairman Staff Vice President
Vice President Advisory Services
Bedford Properties
Lafayette, California Michael A. Anikeeff
Project Director
John Buchanan Senior Associate
President
Buchanan Associates Michael L. Singer
Newport Beach, California Stalf Vice President

Marketing and Public Affairs
James C. DeVoy
Senior Vice President Kimberley Todd
The Shorenstein Company Panel Coordinator
San Francisco, California Advisory Services

Robert Gardner

Partner

Robert Charles Lesser &
Company

Beverly Hills, California

Peter Hassleman, FAIA
Architect and Urban Planner
Orinda, California

Linda Niebanck

Vice President

Lowe Associates, Inc.
Los Angeles, California

Paul O. Reimer

President

Reimer Associates

South San Francisco, California

Michael Stanton, AIA
President

Stanton Associates

San Francisco, California



oth personally and on be-

half of the Urban Land In-
stitute, the panel members and
staff would like to express their
appreciation to Mayor Todd
McFarren and the members of
the Watsonville City Council;
President Tony Campos and the
members of the Watsonville Cham-
ber of Commerce; and Chairman
Len West and members of the
Downtown Recovery Commit-
tee, for the opportunity to work
on this significant assignment.

The panel particularly ac-
knowledges the aid of Greg
Rydquist, sponsor facilitator, for
his untiring assistance before
and during the assignment, and
to his employer, Pacific Gas &
Electric, for their extensive tech-
nical support.

Although it is difficult to ac-
knowledge all of the individuals
who have helped in this assign-
ment,the panel would like to
give special thanks to: John Radin,
city manager; Maureen Owens,
planning director; Charlene
Shaffer, executive director of the
chamber of commerce; and Fawn
McLaughlin for her special assis-
tance in preparing the compre-
hensive briefing book.

ACKNOWLEDGMENTS

Special thanks also go to the
panel’s dinner hosts for their gra-
cious hospitality.

Finally, the panel is grateful
to the over 70 business leaders,
community leaders, government
officials, and citizens who provided
a broad cross section of perspec-
tives on the various issues and
concerns of the community.
Panel members hope that this re-
port will be useful to the commu-
nity as it develops and imple-
ments future plans.

The panel would like to ac-
knowledge the following organi-
zations and individuals who con-
tributed their time, efforts, and
resources, helping to make this

study possible.

MAJOR CONTRIBUTORS

City of Watsonville Earthquake
Relief Fund

Granite Rock

Pajaro Dunes Rental Agency
(Hare, Brewer & Kelley)

Pacific Gas & Electric Company

Wells Fargo Bank

BUSINESS
ORGANIZATIONS

Corrine’s Bakery

Del Monte Cafe

Discovery Tours

Food and Nutrition Services

Great Western Bank

Maxx’s Cafe

Michael’s Bar (Michael Butier)

Michael’s Catering (Tracy
Gentry)

Miramar Restaurant

Pajaro Valley Bank

Sizzler Restaurant

Taylor’s Office Supply

Watsonville Federal Savings and
Loan

Watsonville Chamber of
Commerce, Downtown
Recovery Committee

Watsonville Blueprint

Zuniga’s Restaurant

INDIVIDUALS

Jeanne Clark

Mike Flynn

Jane Hall

Hal Hyde

Marilyn Hyde

Jim Petroutsas

John and Clara Radin



St. Patrick’s Church after
the earthquake on Oclo-
ber 17, 1989.

FOREWORD

CALIFORNA

PaciFIC
OcEAN

WATSONVILLE’S LOCATION
IN NORTHERN CALIFORNIA

James Rouse, a leading devel-
oper and creator of the festi-
val marketplace, has said, “The
only legitimate purpose of the
city is to provide for the life and
growth of its people.” Much ear-
lier, Aristotle stated that “the
purpose of the city is to make
man happy and safe.”
Watsonville is a rich agricul-
tural community famous for its
strawberries, apples, and cut
flowers, and for its ethnic diver-
sity. Over 60 percent of its popu-
lation is Hispanic, with half of
this Latino population concen-
trated in two census tracts in the
downtown. Watsonville’s down-
town, like other downtowns in
both large and small communi-
ties, has suffered a steady eco-
nomic decline of retail sales. The
October 17, 1989, earthquake ag-
gravated this situation by requir-
ing emergency disaster relief to
sustain the basic fabric of the
community. Only now is the
community able to take action
to rebuild.

The earthquake destroyed
850 dwelling units and 100 com-
mercial and industrial buildings,
required the demolition of 16
buildings, and caused over $35
million in damage. More than
1,400 people were recorded as
unemployed immediately follow-
ing the earthquake. The total im-
pact on downtown businesses
and on surrounding lower-in-
come housing stock, and the fis-
cal impact on the city through
loss of sales tax and property tax
revenues, have been severe. Pre-
earthquake recognition of the
need for economic development
to revitalize the downtown took
on a new importance following
the quake. Recovery and rebuild-
ing on the cleared sites are a crit-
ical current need.



The city of Watsonville, a
community of over 30,000 peo-
ple just 100 miles south of San
Francisco, responded to the
tragic event with a broad-based
community effort. To ensure a
rapid reconstruction and long-
term revitalization of the down-
town, the community created a
public/private partnership to guide
the rebuilding: the Downtown
Recovery Committee. Members
of the Downtown Recovery
Committee were appointed by
the city council and included the
members of the economic devel-
opment committee of the cham-
ber of commerce, members of
the city council and staff, down-
town property owners, business
owners, and representatives of
other civic and nonprofit groups.

The Downtown Recovery
Committee, whose commission
was to guide the recovery effort,
asked the Urban Land Institute
to assemble an advisory panel to
help plan the reconstruction and
revitalization of the downtown
study area. A seven-member
panel composed of developers,
planners, design professionals,
and real estate economists, con-
ducted an on-site analysis. The
analysis included a comprehensive
visual inspection of the downtown
and the surrounding areas, plus
interviews and discussions with
over 70 community and business
leaders and interested citizens.

SANTA

CRUZ WATSONVILLE

MONTEREY BRay

MONTEREY

WATSONVILLE IN RELATION TO OTHER SANTA CRUZ
COUNTY LANDMARKS

After completing the analysis,
the panel made a public presen-
tation of its findings to the com-
munity and the media on Friday,
March 23, 1990. The present
document is the final report of
the panel’s findings and recom-
mendations.

ULI and the panel mem-
bers hope this report will pro-
vide Watsonville with a vision for
its downtown and the guidance
necessary to implement that vi-
sion. The success of this effort
can only be achieved if the city
establishes priorities, works to-
gether, and makes it happen!



THE PANEL'S ASSIGNMENT

Lettunich Building on
Main Street shows effects
of earthquake.

he city of Watsonville, facing

an unprecedented level of
planning and redevelopment ac-
tivity to recover from the earth-
quake, requested assistance from
the Urban Land Institute. The
Institute made a decision to take
on the Watsonville assignment as
a public service panel, hoping to
create a body of knowledge
about redevelopment issues and
strategies that would come out
of earthquake-damaged commu-
nities. The lessons learned could
benefit all communities facing
rebuilding after an earthquake
or other natural disaster.

Paczﬁc Mestern Ban;k

The Downtown Recovery
Committee, speaking for the
city, established some objectives
to facilitate the planning process.
The objectives adopted were the
following:
¢ To sustain an economic viabil-

ity for the downtown that will
mean a healthy tax base.

* To encourage a speedy rebuild-
ing process to replace the
commercial space lost in the
earthquake.

e To relocate in the downtown
the anchor store that was de-
molished by the earthquake.

e To build safe, healthy, and al-
fordable housing in the imme-
diate downtown vicinity.

...' "

Diane Varni

* To provide an aesthetically
pleasing mix of land uses, re-
{lecting the rich ethnic heri-
tage and rural ambiance and
appropriately meeting the
community’s needs to live,
work, shop, and play in the
downtown area.

* To create a downtown environ-
ment that promotes daytime
and nighttime uses that meet
the demands for commercial
services, community meeting
places, recreation, cultural ac-
tivities, and housing.

The panel was given specific
objectives for developing effective
and aggressive strategies for the
rebuilding and revitalization of
the downtown study area, with
particular emphasis on imple-
mentation. The questions involved
were grouped to address issues
in four general categories:

1) Development Potential.
Identify current and long-term
development potential for the
study area, listing the types of re-
tail, office, cultural, housing, and
civic activities that should be de-
veloped and the desired densities.



2) Planning and Urban
Design. Examine existing and
proposed land use planning and
design concerns, suggesting a
method or methods of integrat-
ing existing structures with new
development, satisfying parking
needs, mixing downtown uses
appropriately, and identifying
places for open spaces.

3) Development and Market-
ing Strategies. Identify market-
ing and development strategies,
including financial plans and
options,

4) Implementation. Indicate
the changes that will be needed
within the city, and the funding
sources that could be used to ac-
complish the panel’s recommen-
dations.

In addressing the many is-
sues under the four categories,
the panel was asked to consider
the opportunities and challenges
the city is facing with these
changes. For instance, suburban
retail centers, such as the 41st
Avenue Capitola Mall and the
Crossroads Shopping Center on
the north side of town, have been
draining retail business from the
downtown. Furthermore, the
earthquake has placed a signifi-
cant strain on city finances that
requires an in-depth review of
municipal financing approaches.

However, the crisis has
offered an opportunity to create
a more unified and cohesive
downtown that will strengthen
Watsonville’s economic vitality
and its rich ethnic heritage. The
city, through the ULI study, has
been provided with a possible
unified vision for downtown uses
and design. Larger downtown
parcels are currently available to
implement downtown redevelop-
ment in the 100, 200, and 300
blocks. Finally, the city, in exam-
ining its strengths and directing
its replanning efforts, will be
able to recognize its strong agri-
cultural base and close proximity
to major recreational and tourist
centers.

Overall, the opportunities
far outweigh the challenges and
will lend strength to the city as it
faces a renewed downtown revi-
talization effort.

The Chinese symbol for
“change” is made up of two other
symbols: one representing “cri-
sis” and one meaning “opportu-
nity.” The crisis of the October
17 earthquake has helped bring
into sharp perspective the need
for change, and has opened up
some new prospects.

Public presentation of
findings and recommen-
dations. Panel members
from left: John Buchanan,
James C. DeVoy, Paul O,
Reimer, Linda Niebanck,
Robert Gardner, and
Benjamin (Bud) T.

Lake II (chairman).



SUMMARY OF
RECOMMENDATIONS
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e The Post Office and the

The Plaza fountain in
the historic center of
downtown.
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he following sections sum-
marize the panel’s findings,

conclusions, and recommendations:

DEVELOPMENT
POTENTIAL

Downtown Watsonville has
evolved into a specialized
commercial district more like
aneighborhood shopping cen-
ter. A strong appeal should
be made to the buying power
of the Latinos who constitute
more than 60 percent of the
local area population.

Ford’s Department Store, or
a similar department store,
should be encouraged to re-
build in the 400 block of
Main Street to anchor down-
town retailing.

South County Courthouse/
Health Clinic should be en-
couraged to relocate in the
200 block of Main Street to
create a new civic center. To-
gether with a City Hall, this
regional civic center could
serve a larger Watsonville and
the southern part of Santa
Cruz county.

Housing in the downtown
area should be a critical ele-
ment in rebuilding the down-
town core.

Encroachment on the com-
mercial district should be
avoided and residential den-
sity should be intensified on
the edges of downtown.

Dlane Varni



Panel chairman Bud
Lake and Mayor Todd
McFarren discuss panel’s

findings.

DEVELOPMENT GOALS IMPLEMENTATION
AND MARKETING _ .
STRATEGIES ¢ Taxincrement financing

PLANNING AND URBAN
DESIGN

In the major section of the

report the panel provides archi-
tectural and urban design guide-
lines for development that will
create an inviting and safe down-
town. The guidelines include
these elements:

Streetscapes to make it more
inviting for pedestrians.
Parking layouts to ease circu-
lation and satisfy retail custo-
mer and employee demands.
A marketplace and commu-
nity center at the Park Plaza,
the town center.

October 17, 1991, should be
targeted as the date to com-
plete the first phases of this
program.

Buildings with an historical
character should be reno-
vated and returned to the
market as soon as possible.
Ford’s Department Store
should be rebuilt on its origi-
nal site downsized to current
market demand.

A multipurpose community
center should be established
on the Odd Fellows building
site across from the Plaza.

A weekend marketplace
should be created in the
street surrounding the Plaza
to serve the local Hispanic
culture and provide a corner-
stone for a possible future
tourist attraction.

The Antique Aircraft Fly-In
should be reconsidered as a
major Watsonville tourist at-
traction.

using leverage, equity partici-
pation, and ground leasing
should be aggressively pur-
sued.

Sales tax revenue should be
recaptured and used as lever-
age for debt purposes.

Grants and loans and assess-
ment districts can provide
other sources of financing.
The authority of the Redevel-
opment Agency should focus
on downtown approvals with
an advisory board appointed
to provide direction to the
agency and serve as a commu-

nity sounding board.

11



Panel chairman Bud
Lake (with name tag)
gives interview to local
press.

FINDINGS, CONCLUSIONS,
AND RECOMMENDATIONS

Panel members Michael
Stanton, Linda Niebanck,
James C. DeVoy, chair-
man Bud Lake, and
Robert Gardner prepare
for briefing by local gov-
ernment and business
leaders.
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DEVELOPMENT
POTENTIAL

Development success in
Watsonville’s downtown is linked
to the general growth of the econ-
omy and the emerging growth
trends. An overview of local and
regional socioeconomic trends
reveals the near-term environ-
ment for economic development.

SOCIOECONOMIC TRENDS

POPULATION

Population projections pre-
pared by AMBAG (the Associa-
tion of Monterey Bay Area Gov-
ernments) show that the Monterey
and Santa Cruz County region is
expected to see a slight decline
in its growth rate during the 1990s.
Within Santa Cruz County, the

1989 population of 228,000 per-
sons is forecast to grow at an an-
nual rate of 1.9 percent, rather
than the 2.1 percent of the last
decade, reaching 260,900 per-
sons by the year 2000. In abso-
lute terms, the county’s annual
rate of increase during the 1990s
will be 4,400 persons, versus
4,800 in the 1980s.

Watsonville’s 1989 popula-
tion was 29,100. AMBAG's pro-
jections indicate that the city will
reach a buildout population of
33,630 persons by 1995. These
forecasts reflect the buildout of
the remaining developable resi-
dential lands within the city lim-
its by 1995. However, the area
outside the city but within the
city’s current sphere is also ex-
pected to grow. For the plan-
ning area, the 1990 population is
estimated at 44,600, growing to
52,400 by 1995 and to 56,200 by
2000. In short, the planning area
added some 1,100 persons a year
during the 1980s, and this an-
nual rate of increase is expected
to rise slightly, to 1,200 persons,
during the 1990s.

LOCAL ECONOMY

Santa Cruz County has an
economic base driven by agri-
business, education, and tourism.
Much of the population growth
in the county has been gener-
ated by the growth of aﬁjoiuing
Santa Clara County. Many resi-
dents, particularly those in the
northern urban areas of the
county, commute to the high-
technology jobs located in and
near San Jose.

Watsonville’s economic base
is more limited than that of the
county. Agribusiness is clearly
the dominant industry. How-
ever, this industry is changing as
food processing and packaging
operations are facing stiffer com-
petition from lower-cost produc-
ers in Mexico and other Latin
American countries. It appears
that job levels in the agribusi-
ness industry have peaked. Possi-
bly, with further mechanization,
job levels could even decline.

On the other hand, local
economic growth will be favor-
ably affected by the increasing
number of commuters who will
choose to buy a relatively afford-
able home in Watsonville and
drive 45 to 60 minutes to their
jobs in the San Jose area. As the
outlying regions of the Bay Area
continue to grow, formerly inde-
pendent cities like Watsonville
will fall within the metropolitan
region’s “job commute shed.”



Over time, the impact of this
change will be seen in the differ-
ing retailing and lifestyle de-
mands these new households
will bring. An additional by-
product of this change should be
an increase in the number of ser-
vice-oriented jobs within the city.
Because of the agribusiness
influence in Watsonville, aver-
age per capita incomes histori-
cally have been lower than com-
parable figures for the county.
In 1989, per capita income was
$13,500, which is about three-
fourths of the county average.

MARKET ANALYSIS

Downtown Watsonville has
evolved into a specialized com-
mercial district similar to other
downtowns in both large and
small cities across the United
States. This pattern is clear.
Older downtowns were once the
focal points of their communi-
ties, providing and centralizing
the entire range of com mercial
and public goods and services.
However, with decentralization,
stimulated by the automobile
and the desire for single-family
housing and cheaper land, subur-
ban development has created its
own mass and scale, This trend,
in turn, has attracted both local
and regional-serving retail and
jobs to the suburbs, which now,
in effect, compete with the older
downtown functions.

Successful downtowns, real-
izing the suburban competitive
influence, have become special-
ized within a regional context.
Similarly, to succeed, Watson-
ville’s downtown will have to un-
derstand its role, as well as the
private and public sector niches
it can occupy.

RETAIL

Before the earthquake,
downtown Watsonville was al-
ready moving in a defined direc-
tion. Briefly, downtown retailing
was increasingly oriented toward
the grnwin g Latino pupl.tlzu'ion,
which represents 60 percent of
the downtown population. The
downtown retailing base has
shifted to meet this group’s de-
mand for commercial goods and
services.

Retailing in Watsonville en-
compasses both communi ty- and
Iuca%—sewing retail activities.
Regional retailing, in the form
of regional shopping centers, is
focused at the middle-income-
oriented Capitola Mall. Among
local retailers, K-Mart probably
wields the strongest regional
pull. Neighborhood shopping
centers anchored by a supermar-
ket and drugstore exist along
Freedom Boulevard and Green
Valley Road. These centers fea-
ture chain stores and offer abun-
dant free parking.

| T e R e ]

Mayor Todd McFarren
briefs panel members.

Historically, the downtown
has been the premier shopping
location, but it has lost its retail-
ing dominance in recent years.
Factors contributing to this de-
cline include the suburbaniza-
tion of local-serving retail, the
availability of free and conve-
nient parking in the outlying
areas, and the inability of down-
town merchants to inventory and
sell merchandise lines appealing
to all of the city’s market seg-
ments. The decline of downtown
retailing is evidenced by the lower
lease rates observed in this area,
compared with those of the sub-
urban centers. Downtown’s
monthly lease rates mostly vary
from $0.50 to $0.60 per square
foot, as opposed to the range of
$1.10 to $1.30 in the suburban
or outlying shopping centers. Ex-
cept for a few stores like Ford’s
Department Store and restau-
rants like Jalisco’s, the primary
market for downtown retail
goods and services is now the
Latino population. Such segmen-
tation of the downtown retailing
role follows a general pattern
seen throughout the country.

13



Bud Lake makes assign-
ments for tour day.

Chamber of Commerce
president Tony Campos
discusses implications of
earthquake damage on
downtown business.
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This market segmentation
should be perceived as providing
a development opportunity. With
Latinos composing over 60 per-
cent of the local area population,
Hispanic buying power needs to
be understood and captured by
retailers aggressively seeking this
market. The downtown is in an
excellent position to capture the
growing Latino demand.

The need to appeal to the
non-Latino market is essential to
bringing this market segment to
the downtown. A key factor in at-
tracting non-Latinos will be the
rebuilding of Ford’s Department
Store. Without Ford’s commit-
ment to downtown, this retail
area will become further isolated.

An analysis of the retail mar-
ket suggests that the trade area
population for Watsonville’s re-
tail establishments is probably
between 60,000 and 80,000. But
a comparison with the level of
taxable retail sales supported in
the city shows a substantial retail
sales leakage among this trade
area population. The implica-
tions of this finding are twofold:
1) that an opportunity exists to
capture more of this locally gen-
erated demand; and 2) that local
buying power should further in-
crease as a result of the projected
population rises. In this context,
the downtown stands to benefit
from a growing Latino popula-
tion and its spending power. The
challenge will be to capture that
portion of the non-Latino market
that has deserted the downtown
market because of inadequate
depths of merchandise and con-
cerns for parking and safety.

The earthquake effect ively
reduced the downtown retail
base, estimated at roughly
400,000 square feet, by almost
one-half. Of the 185.000 square
feet of retail demolished, Ford's
represented about 120,000 square
feet, or two-thirds. The balance,
about 65,000 square feet, com-
prised mostly restaurants and
clothing stores. It should be
pointed out that many of the
small retail shops had store depths
of 150 feet, a figure far in excess
of contemporary merchandising
requirements, which typically
call for 60 to 80 feet.

In the short term, that is, in
the next three to five years, retail
demand in the downtown should
prove adequate to justity at least
50,000 to 100,000 square feet of
new space, in addition to a rebuilt
Ford’s. Store management indi-
cates that a new Ford’s would
contain about 80,000 square
feet. The primary market audi-
ence will be the Latino popula-
tion, estimated at 30,000 persons
within a 10- to 15-mile radius.
The secondary market will be
the non-Latino market, which
will be attracted to the revital-
ized downtown by a rebuilt
Ford's, the intriguing new shop-
ping district to be created in the
downtown, and the town center
environment envisioned by the
land use plan set forth in this re-
port. The market orientation of
the retail shops should reflect
the convenience and basic com-
parison-goods needs of the pri-
mary market audience. These
store types should include: food
(small grocery and bakery); ap-
parel (women’s and children’s);
specialty (jewelry, music, books,
and fabrics); and eating and
drinking (fast food and a greater
variety of restaurants).



Consideration should be
given to developing parking that
can be free for the first three
hours, to compete with the sub-
urban centers. This parking
should be conveniently located
and secure. Parking is critical to
attracting non-Latinos to the
downtown. Because of the costs
of rebuilding the downtown re-
tail base, monthly rents will
likely climb, probably into the
$0.85-to-$1.00-per-square-foot
range.

CIVIC CENTER

Civic life in Watsonville is
focused on City Hall, the Post
Office, and the Public Library
buildings clustered within one,
two, or three blocks of the Plaza.
Old and new residents alike per-
ceive downtown Watsonville and
these public and government fa-
cilities as the civic center of
Watsonville. The tradition and
history of the community are em-
bodied in the functions of these
buildings. One of the main rea-
sons for coming downtown, par-
ticularly among non-Latinos, is
to conduct business at these loca-
tions. A typical route may take a
citizen from his or her place of
employment to a bank in the fi-
nancial and services district, to
the Post Office, and to City Hall,
before ending at a favorite res-
taurant or on the Plaza to meet
friends and have a cup of coffee.

If one of the city’s goals is
to enhance the civic life of the
Watsonville community for all its
residents, then the cleared areas
in the 200 block of Main Street
offer an unparalleled opportu-
nity to cluster the public build-
ings and services in the central
area of town, within easy walking
distance of the Plaza and retail
activities. Key public uses that
should be relocated to this
block, to create a consolidated
civic core for Watsonville, are
the Post Office and the South
County Court House and Health
Clinic.

The first key to establishing
this center has already been ap-
proved by the city of Watson-
ville: the relocation of the Post
Office from its current site front-
ing on the Plaza to the 200 block
of Main Street, facing City Hall.
The second key is the relocation
of the county court functions
and health clinic from their pres-
ent site on Freedom Boulevard
to the 200 block of Main Street,
next to the Post Office and
across the street from City Hall.

At its present site, the county
services occupy five buildings,
and while some expansion may
be possible at that location, con-
solidation of the several func-
tions within new buildings in the
downtown would be more effi-
cient. According to preliminary
estimates from a recent evalua-
tion of county facilities, a deficit
of about 200 to 2,500 square feet
exists at the present location.
Through the next five years, a
need will arise to develop a total
of roughly 48,000 to 50,000
square feet, an increase of 7,000
to 9,000 over the current use (in-
cluding off-site space). The site
on Main Street would accommo-
date these uses in a three-story
structure with on-site parking,

Greg Bydquist, sponsor

facilitator, and Maureen

Owsens, city planning di

rector, on panel tour day.

Panel member Paul O.

Reimer and John Radin,
city manager, tour down-

town area.
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James DeVoy and John
Buchanan interview local
residents.

John Radin, city man-
ager, on tour of down-
town,
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The panel believes that a
new civic center built on two
sides of the 200 block of Main
Street would substantially rein-
force downtown Watsonville’s
position as a regional civic hub
serving the entire South County
population, and would carry for-
ward the traditions of local pub-
lic service and government.

HOUSING

Approximately 1,800 dwell-
ing units exist in downtown
Watsonville. About 60 percent
are single-family units and 40
percent multifamily units. Most
of the housing is 50 years old or
older, originally built as small
one-story houses on small lots or
large Victorian houses on large
lots within walking distance from
downtown. Many of these dwell-
ings are now occupied by large
or multiple-family households.
Some have been converted into
multiple or shared units.

The city of Watsonville has
appointed a housing task force
to consider housing needs and to
recommend programs to provide
affordable housing in general and
housing for low-income house-
holds in particular. As of this
writing, the task force expected
to prepare a draft report by April
1, 1990. In its research to date, it
has estimated total building po-
tential for housing in the city at
2,585 units, including infill par-
cels currently zoned for residen-
tial use. The task force assumes
that all needs for market-rate
housing (serving households with
80 percent of the median income
or greater) will be met through
the usual development proposals.
It identifies a shortfall in low-
income housing of approximately
600 units to the year 1993, and
indicates that as many as 2,600
low-income units may be required
to achieve safe, sound housing
conditions and to relieve over-
crowding. Apparently, the demand
for all housing, and especially for
low-income housing, in Watson-
ville outstrips the capacity of
available land, as well as the abil-
ity of the city to produce residen-
tial units. ( Historically, the annual
rate of production has ranged
from 56 units in 1982 to 347
units in 1984.)

The panel believes that de-
velopment of housing will be a
meaningful factor in rebuilding
downtown Watsonville. Down-
town Watsonville offers special
housing opportunities, and can
provide a range of housing types
and sizes for a cross section of
the population. These opportuni-
ties include units over ground-
floor retail or office uses, units
on vacant infill parcels now
zoned commercial, and units on
residential parcels underused by
current housing development
patterns. Downtown housing
can provide a variety of opportu-
nities for working househo&ds
and both single-person and
small-family households.

Approximately 27 to 35
units could be developed over
ground-floor or retail uses in the
downtown business district. There
are, historically and currently, a
number of examples of this type
of mixed use, namely, the Resetar
Hotel, the Jefsen Building, and
the Taylor office building. The
panel believes that developing
and managing single-room-
occupancy units over retail space
may prove the easiest course.



Several vacant, available in-
{ill sites between Riverside Drive
and the Pajaro River could be
developed with housing to estab-
lish a strong residential character
for the entire downtown. Also,
several sites just outside the down-
town, in what is known as the in-
dustrial area, may become avail-
able for housing development.
While these sites lie outside the
purview of this study, if such par-
cels could be developed in housing
and properly buffered from in-
dustry, they would help to create
a solid edge for the residential
area. As other infill sites become
available in locations throughout
the downtown, they too should
be considered for housing, Within
the downtown area, approximately
127 to 156 units could be devel-
oped on infill sites.

In addition to the mixed-use
housing opportunities and the in-
fill sites, the “edges” of the down-
town, where the residential areas
begin, should be protected from
commercial encroachment and
intensified. All foreseeable de-
mand for retail and similar uses
can be accommodated in the
Main Street vicinity, but as long
as commercial zoning extends
into the fringes, conversions from
residential to commercial use
will be sought by property own-
ers. The city should discourage
and prevent this kind of conver-
sion. New development standards
can encourage higher density
that is nonetheless compatible
with single-story housing; allow
for courtyard-type housing; mod-
ify parking standards to reduce
covered pm’ki ng requirements;
and provide for flexible, indented
supplemental parking on the
streets. All these measures can
facilitate housing to meet afford-
able housing needs. Reuse areas
could provide some 204 to 296
(net) new units in the downtown.

CULTURAL DISTRICT

Today, as it has been since
1860, the Plaza is the focal point
for community gatherings. Since
so much of the downtown’s his-
tory was destroyed with the old
buildings in the earthquake, the
Plaza and its surroundings have
gained even greater importance.
In conjunction with the Fox The-
ater, the old Post Office build-
ing, a new multipurpose commu-
nity building, a renovated Plaza
Theater, and a new weekend
marketplace, the Plaza area in
downtown Watsonville would be-
come an important regional cul-
tural center.

Through the last several
years, the Fox Theater has been
used for performances by the
county symphony, dance groups,
high school groups, and other
performing arts groups, as well
as operating as a Spanish-lan-
guage movie house. Efforts have
been made to acquire and/or use
the Fox Theater as a permanent
public facility. The approxi-
mately 39,000-square-foot the-
ater was severely damaged in the
quake; estimates to repair the
building range up to $500,000.
The panel believes that this im-
portant cultural center should
continue to serve multiple
groups, both as a movie house
and as a performance space. If
the present owners an ([ those in-
terested in ensuring its [uture as
a performance space can achieve
a meeting of the minds and find
adequate financing for repairs,
the Fox could be operated by a
nonprofit group, as it is now op-
erated, and enhance its position
as a cultural amenity for Watson-
ville and the region.

The old Post Office build-
ing contains roughly 10,000
square feet on the first floor and
2,000 square feet on the second
floor. When the Post Office relo-
cates to Main Street, the build-
ing will be available for sale or
lease. Cabrillo College’s South
County program, currently lo-
cated in the La Manzana com-
plex in the 500 block of Main
Street, will, through the next five
years, need additional classroom
and administrative space totaling
6,000 to 8,000 square feet. Al-
|'£-:ady, at the current location,
parking is cramped. Ideally,
Cabrillo College could consider
relocating to the old Post Office
building, visible from the Plaza
and served by easily available
parking behind the building and
nearby. Because the college
would not occupy the entire
building, space would be avail-
able for other, compatible
uses—a bookstore, nonprofit or-
ganizations, and so on. Alterna-
tives to Cabrillo College might
include art galleries and other
cultural uses.

Linda Niebanck reviews
last minute changes.
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Robert Gardner analyz-
ing market data.
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The Odd Fellows building,
erected in 1893, was a distinctive
two-story structure that stood on
the northwest corner of Union
Street and Beach Street, at the
northeast corner of the Plaza. Al-
though a historical treasure has
been lost, an opportunity has
been created to develop a multi-
purpose community center, fill-
ing an array of community needs
for assembly, entertainment, and
recreational space. The panel
proposes a two-story building de-
signed to recapture some of the
“feel” of the destroyed Odd Fel-
lows building. The panel recog-
nizes that this enterprise will re-
quire close cooperation among
the current landowners and other
interested parties, but it believes
that sufficient need exists for
meeting rooms, a recreation hall,
display space, and banquet facili-
ties. The panel envisages a two-
story building of approximately
20,000 square feet, fronting on
the Plaza, with a grand pedestrian
walkway running through to the
parking lot behind the Lettunich
Building and the Mansion House.
The pedestrian access should be
designed as a public art and dis-
play space, perhaps with a per-
manent exhibition commemorat-
ing the 1989 earthquake and its
place in Watsonville history.

The ULI team strongly rec-
ommends that a portion of the
proposed community center, fac-
ing the rear of the building, be
dedicated to youth activities, and
that consideration be given to
providing a basketball short
court next to the parking lot for
after-hours and weekend use.
This area could be linked through
its building graphics to the Pajaro
Showplace Theater.

The Plaza Movie Theater
should be extensively renovated
and made inviting to young peo-
ple and to moviegoers of all
ages. Additional consideration
should be given to converting
the building next to the Pajaro
Showplace Theater from its pres-
ent use (a radiator repair shop)
into a youth-oriented attraction.

OFFICES

Watsonville does not have a
defined and organized commer-
cial office market. The total sup-
ply of commercial office space is
in the 100,000-to- 150,000-square-
foot range. The space, geographi-
cally dispersed throughout the
city, is located in building incre-
ments of 10,000 to 20,000 square
feet. The Lettunich Building, on
Main Street in the downtown, is
the largest building, with 38,000
square feet. While reliable statis-
tics are unavailable, vacancy is es-
timated in the 30 to 50 percent
range on a citywide basis. Monthly
rental rates throughout the city
fall between $0.65 and $0.85 per
square foot. Office absorption in
individual buildings is quite slow
by urban standards. The Lettunich
Building is reported to have taken
approximately 10 years to absorb.

Given the city’s office mar-
ket outlook, office absorption in
the downtown should not be ex-
pected to be a “driving” activity.
Downtown’s annual office absorp-
tion is expected to range from
1,000 to 5,000 square feet in the
short term.

TOURISM

Watsonville is not an estab-
lished tourist location, compared
with other localities in the Mon-
terey/Santa Cruz County region
that have capitalized on their nat-
ural resources. Accordingly, if
tourism is to become a visible in-
dustry in Watsonville, consider-
able energy, planning, and seed
money will be needed to create
an event with tourist appeal.

If successfully undertaken
and staged in the downtown,
these events could lead to the
generation of demand for over-
night lodgings. While this would
be encouraging from the hotels’
perspective, it is important to
note that the success of a down-
town hotel will depend on its
year-round business base and
not on a periodic festival.



SUMMARY OF
DEVELOPMENT
POTENTIAL

Several themes emerge
from the preceding analysis of
development potential. These

themes primarily involve the fol-

lowing elements:

* Arrangement of downtown
land uses into functional dis-
tricts. These districts should
include:

— The community services
district, centered around
St. Patrick’s Church at the
northern entrance to the
downtown and extending
eastward to Union and
Brennan Streets;

— The financial and services
district, along Main Street
south from St. Patrick’s to
Lake Street;

— The retail district, encom-
Eassing the 400 and 300

locks of Main Street and
extending into the parallel

streets to the west and east;

— The cultural district, fo-
cused on the Plaza and in-
cluding the Fox Theater,
the old Post Office, a pro-
posed new multipurpose
c(]mmmlity center, the
Public Library, and the
Pajaro Showplace Theater;

— The civic center, com-
posed of City Hall, the
new Post Office, and the
proposed new South
County Court House and
Health Clinic; and

— The residential district,
centering on the 100 block
of Main Street, containing
infill housing and conve-
nience shopping, extend-
ing to the Pajaro River,
and surrounding the down-
town on the east and west.

Acknowledgment that, at this

time, the primary market for

downtown retailing is the

Latino community in Watson-

ville and the surrounding re-

gion. The proposed retail de-
velopment is designed to
provide convenience retail,
fundamental comparison
goods, and restaurants for this
clientele.

Recognition that the com-

plete success of downtown re-

tailing will depend on the at-
traction of all community
populations to the downtown.

These groups will be attracted

to the downtown, depending

on: the reestablishment of

Ford’s, the generation of a vis-

ually exciting retail shopping

district, the concentration of
government services, and the
creation of a cultural town
center. If these uses can be es-
tablished, a secure environ-
ment will result, a setting in
which all residents of Watson-
ville will feel safe and welcome.
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PLANNING AND URBAN
DESIGN

LAND USE PATTERN

The first output of the panel’s
design analysis in Watsonville
was a graphic analysis of the ob-
served land uses in and around
the boundaries of the downtown
study area, as designated by the
sponsor. This drawing, devel-
oped early in the assignment,
after driving and walking tours
of the downtown, was constantly
refined to reflect new informa-
tion as the panel’s understanding
of Watsonville grew. It is a sum-
mation of land use, not by zon-
ing designation but by purpose,
and is included in this report as
Figure 1. These districts include:
the community services, finan-
cial, retail, cultural, civic center,
and residential districts.

This graphic analysis provides
a geographic framework into
which land uses can be placed:
past land use commitments, ac-
tual postearthquake uses, and, as
discussed in the previous section,
additional future allocations of
specific land uses. Also depicted
are the discerned anchors that
currently hold the downtown to-
gether and the envisioned oppor-
tunities that could be explored
and/or capitalized on to add fu-
ture breadth to the plan.

The major conclusion from
the land use analysis was that the
chaotic pattern of building sur-
vival or destruction after the
earthquake had in no way blurred
potential definition of a compre-
hensive land use pattern for
downtown Watsonville.
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INFRASTRUCTURE

Next, the panel focused its
attention on the question of
infrastructure’s adequacy to serve
the identified land use pattern in
each area, in terms of current
and possible future density.
Panel members found assurance
as to the adequacy and proper lo-
cation of virtually all underground
utilities—water, sewer, and gas——
assuming, of course, completion
of the planned rehabilitations to
repair earthquake damage.

The one system that is not
adequately in place is storm
drainage. This deficiency is not
earthquake-related; it is under-
stood by city staff, and it can be
sequentially solved.

Stormwater evacuation and
reduction of flooding potential
go hand-in-hand in any area. For
downtown Watsonville, 30- to
100-year flood levels of the
Pajaro River could bring about
upstream overbanking and tribu-
tary flooding to the extent that
flood waters ranging from negli-
gible to three or four feet in
depth would cover downtown
surfaces generally south and east
of Fifth Street. The solution to
this problem will be the comple-
tion of the levee system and
channel improvements along the
Pajaro River and its immediate
tributaries upstream of Watson-
ville to the 100-year level of
protection. Until such physical
improvements are in place, indi-
vidual building pads in the flood-
prone area must simply be
raised to an elevation above the
FEMA flood level. The cost of
satisfying this requirement
would not be prohibitive.

In addition, the immediate
stormwater runoff toward the
Pajaro River from rain falling on
the city itself tends to concen-
trate at the foot of downtown.
While pumped discharge of
stormwater is now handled by
city facilities at the foot of both
Union and Rodriguez Streets, no
such facility exists below Main
Street. This deficiency will have
to be addressed as the rebuild-
ing of downtown proceeds.
Clearly, such protection can and

should be funded as part of the

ongoing redevelopment program.

TRAFFIC CTIRCULATION

Earthquakes disturb traffic
patterns. Downtown Watsonville
was immediately blighted, not
only by the structural collapses
of buildings, but also by the addi-
tion of Coastal Highway traffic
that could no longer bypass the
city. After five months, a return
to something approaching traffic
normaley has occurred on Main
Street. The effect is a return to
yesteryear’s traffic figures, which
reflect a smaller downtown hub
for Watsonville.

In the panel’s view, spend-
ing valuable local energy on re-
solving the ultimate alignment of
State Highways 152 and 129 is
not now necessary. For now, it
appears much more important
to capitalize on the adage: “All
roads lead to Watsonville.” The
trick is to accommodate the traf-
fic once it is there.
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That accommodation will
lend itself to a straightforward
physical improvement and traffic
enforcement response. Main
Street remains as State 152 to
East Beach Street, while the one-
way couplet of East Beach
Street and East Lake Avenue re-
mains as Highway 152 to the
north. Highway 129 remains on
its current Riverside Drive align—
ment through the study area. No
connection of the two routes is
made within Watsonville. The
panel’s position is driven by two
realities: First, changing a state
route will be expensive. In the
panel’s view, those dollars would
better be spent on other earth-
quake-related rehabilitation pro-
grams. Second, a free-flowing,
tour-lane configuration on Main
Street with two- and four-lane,
north/south traffic on Union and
Rodriguez Streets will best serve
downtown for now and the im-
mediate future. A downtown by-
pass for State Highway 152 via
Airport Boulevard and Holohan
Road makes sense in the future;
a 110-foot-to-130-foot right-of-
way should be preserved, but im-
plementation could be delayed
until the next decade.

Main Street’s urban design
parameters should provide gen-
erous left-turn pockets for all in-
tersections from Front Street to
Freedom Boulevard. The proto-
type intersection configuration is
that at Main and Lake Streets.
The partial loss of parallel park-
ing at intersections on Main
Street would be mitigated by the
off-street parking proposal dis-
cussed in the following section.
A part of this traffic improve-
ment cost could be covered by
CALTRANS because “through-
put” enhancement is provided
on an existing state route.

The truck traffic on Main
Street should be curtailed. En-
forcement of a four-ton maxi-
mum for trucks south of Beach
Street needs only a prioritization
with the city’s police depart-
ment. Such enforcement would
contribute a virtually truck-free
street environment for the 100,
200, and 300 blocks of Main
Street, and diminish the impact
on the 400 through 700 blocks
by forcing a circuitous route on
any trucker with a destination
west of Rodriguez Street or
south into Monterey County.

URBAN DESIGN PLAN

With land use, infrastruc-
ture, and circulation defined,
subsequent steps can be taken
toward a downtown design plan.
Although there is concern that
enforcement of urban design
concepts may interfere with the
immediate processing of rehab-
ilitation plans, a modest set of
design guidelines could immedi-
ately provide a significant advan-
tage to both public and private
interests. At a minimum, de-
sign guidelines are the best com-
munication tool any city council
possesses in letting all private
developers know, uniformly
and unequivocally, what the
council is prepared to accept.
(This across-the-board applica-
tion will hold true only if those
guidelines, once published, are
not arbitrarily altered on a case-
by-case basis by that same coun-
cil.) Most important is the vision
of a future downtown Watson-
ville that is better than it was in
the past. The panel has borne
appropriate recommendations
in mind as guidelines.



Panel member Peter

Hassleman’s rendering of
a revitalized Main Street.
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GOALS

The goals of the panel’s pro-

posed Urban Design Plan are:

® to impart a sense of place, of
a destination fulfilled, and of
a pleasant experience enjoyed;

* to celebrate the city’s ethnic
diversity;

¢ to match form and function
with the realizable downtown
environment that can feasibly
be sustained by internally gen-
erated revenue sources; and

® to create documents that are
applicable, consistently inter-
preted, and beneficially applied.

ELEMENTS

The panel’'s recommenda-
tions for the future of downtown
are embodied in the Urban De-
sign Plan, shown in Figure 2. Re-
alizing that features of the plan
vary widely in the scale of i mprove-
ments and in the difficulty of or
time necessary for im p]emen!w
tion, the panel does not present
these recommendations on an
all-or-nothing basis; instead, the
suggestions are intended as rally-
ing points. At the same time, the
design plan offers overall goals,
conceptual clarity, and execution
discipline, all of which are essen-
tial to the visual attractiveness
and functionality of a renewed
downtown.
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IMPLEMENTATION OF
THE DESIGN PLAN

Several other studies focus-
ing on Watsonville’s downtown
have served the panel as impor-
tant resources in its efforts.
These studies have included the
Downtown Revitalization Pro-
gram (1974), the Downtown Re-
development Project (1978 and
1982), and Downtown Watson-
ville: Economic Potential (1979).
Clearly, the Urban Design Plan
that the panel now brings to
Watsonville embodies many
ideas previously advanced.

The panel believes it must
put forward five basic observa-
tions. First, the deteriorating
downtown conditions were visi-
ble and appropriately studied
long before October 17, 1989.
Second, steps taken before the
earthquake were not appropriate
or sufficient to halt downtown
decline. Third, economic, mar-
keting, and merchandising
trends reflecting growing Latino
buying power were evident in
the downtown throughout the
1980s. Fourth, the sudden, dra-
matic, and universally felt im-
pact of the earthquake has
brought immediate necessity
and communitywide resolve to
bear on repairing both visible
damage and longer-term blight
in downtown Watsonville. And
fifth, it is vital that real progress
toward downtown rehabilitation
become increasingly evident in
the short term.

The actions that have al-
ready removed the danger of
structural collapse, freeing the
streets and sidewalks of down-
town from obstruction, must be
continued, toward the interior
c]canup and interim civic use of
unoccupied ground-floor s’ﬁmces.
The hastily placed plywood exte-
riors that cover damaged build-
ing fronts on Main Street should
soon be replaced with closures
of a higher aesthetic standard.
These might well incorporate
street art from local schools, as
the schools’ contribution to
downtown rebuilding. Finally,
the big and highly visible rebuild-
ing projects—to save St. Patrick’s
Church, to come out of the

round with construction on the
previously cleared 200 block, to
reconstitute and rebuild the 300
block, to rebuild the Ford’s De-
partment Store anchor in the
400 block, and to resolve the
problematic fate of such land-
marks as the Porter Building,
Fox Theater, and Jefsen Build-
ing—must all take immediate
priority.

Michael Stanton briefs
panel on design concepts.

The panel is well aware that
these major projects, along with
parking improvements, street-
scape and parking area beautifi-
cation and lighting, downtown
street widening, and open space
acquisition, are expensive. From
both the public and private
sides, the quest for funding must
be intensified, and the process-
ing time reduced through all ap-
propriate political means.
Watsonville, if the panel’s en-
ergy and resolve can possibly
prevail, will not share the fate of
another damaged city in Califor-
nia, where a monument to disas-
ter, rather than a vital and func-
tioning downtown, still remains
six years after the cataclysmic
event. In that city, where more
than 60 businesses once func-
tioned, fewer than 10 survived
the 1983 quake. And even today,
“fewer than 10” remains the
level of business vitality there.
Watsonville does not have to
look very far to find a striking ex-
ample of why cooperation, joint
action, and civil commitinent are
absolutely essential at this criti-
cal time.
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St. Patrick’s Church, be-
fore the earthquake, de-
fines the northern entry
into Watsonville.
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ANCHORS
The preceding graphic land

use analysis depicts many of the
“anchors” that hold downtown
together, but several new anchors
should be added, according to
the panel’s Urban Design Plan:

1) At the northern end of
downtown, where Main Street
intersects with Freedom Boule-
vard, the panel supports the sav-
ing of St. Patrick’s Church. The
magnificent church to the right
of the Main Street entry to
downtown has provided symbol-
ism for Watsonville for past gen-
erations.

Yet at this entry point for
visitors, the first impression of
downtown Watsonville is now a
view of a drive-in fast-food
stand. The panel fully appreci-
ates the economics of fast food,
and has nothing but respect for
the entrepreneur who found
such a visible site for his enter-
prise. It is time, however, to find
a better public image for the
front door to downtown. The
panel recommends a public rose
garden for the east side of Main
Street, to balance the strength of
St. Patrick’s on the west. A rose
garden would not only add an
attractive design element, but
also would showcase an impor-
tant local industry.




Public acquisition of the cor-
ner parcel at Main and Freedom
Boulevard could be justified in
part by a gain of turning-lane ca-
pacity on these heavily traveled
streets. However, the most re-
warding justification would be to
create, on the drive-in site, a
civic rose garden welcoming visi-
tors to Watsonville, linking the
city with the floral industry of
Pajaro Valley, revealing Notre
Dame School, and providing a
point of interest and activity for
Watsonville’s senior citizens,
many of whom are already at-
tached to the community service
activities in the northeastern
quadrant of downtown.

The panel identifies this par-
ticular anchor to show how the
image of Watsonville might be
changed for the better. In addi-
tion, this site is one to which
foundation, association, and/or
preservation funds could be tar-
geted, when available.

2) As discussed in other sec-
tions of this report, the panel ac-
cepts the new Post Office site
(although not the completed
Post Office plan) on the 200
block of Main Street. The city
has already transferred title for
the land in the 200 block to an
autonomous federal agency.

Consequently, the panel’s
Urban Design Plan sees the new
Post Office site as an anchor
between Main and Rodriguez
Streets in downtown. It can be
an early sign of new construc-
tion, and the importance of that
symbolism cannot be discounted.
The panel would reinforce the
civic center nature of the 200
block. The South County Court
House and Health Clinic should
be encouraged to relocate to the
remainder of the 200 block. The
increased number of downtown
employers would create an
added retail stimulant.

More can be gained from a
200 block that provides a perma-
nent source of customers to pa-
tronize businesses-all along Main
Street than from retail space
competing for a limited number
of customers. There is a more-
than-adequate supply of first-
floor retail space, existing or
planned for reconstruction, with-
in the Urban Design Plan to
meet any of the projected needs.
The 200 block retail buildout is
at best an unnecessary land use
commitment, and at worst a new
threat to business opportunity
along the rest of Main Street.
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View of East Broad
Street nine days after
the earthquake.

Peter Hassleman’s ren-
dering of the recom-
mended new community
center on East Broad
Street. The center could
replace the Odd Fellows
building and other impor-
tant buildings destroyed
in October 1989.
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3) An exciting new multipur-
pose building, along with an exte-
rior Earthquake Memory Park,
is suggested as a replacement an-
chor for the Odd Fellows build-
ing that once helped frame the
downtown Plaza. Designed to
fill a broad range of civic needs
for meeting and recreation facili-
ties, this new facility could do
much to respond to youth and
outreach programs sponsored by
various groups. The dramatic re-
building opportunity, with the
replaced clock tower from the
Odd Fellows building, is shown
in the architectural sketch on
this page.

In addition, a conversion of
building use in the vicinity of the
Pajaro Theater can add to the
activity responses for youth at
the existing entertainment node
at Union Street and East Lake
Avenue.



4) The future transit center,
a promised but much-delayed
anchor, is already sited on the
west side of Rodriguez Street at
West Lake Avenue. With prop-
erty already acquired and con-
struction imminent in the 200
block, the ad hoc transit center
now operating on Rodriguez
Street at the new Post Office
site could soon be displaced. It is
time for the city to make a for-
mal request that funds for the
transit center be included in the
next transit district budget.

5) The weekend market-
place is a much-sought-after an-
chor activity and is initiated, ac-
commodated, and expanded in
the panel’s Urban Design Plan.
The weekend marketplace
should be located on a closed-off
Peck Street between Main and
Union Streets, adjacent to the
Plaza. Once established and suc-
cessful, the activity should be ex-
tended into the 300 block through
the panel’s suggested pedestrian
accessway directly across Main
Street from existing Peck Street.
The accompanying architectural
sketch shows the fascinating pos-
sibilities. The potential for week-
end street stalls can be accom-
modated initially without capital
construction cost. In addition,
maintenance costs would be low,
and cleanup could occur via
street sweeper on Monday morn-
ings, before the street returns to
its normal duties.
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Watsonville market-
place rendering by Peter
Hassleman shows how
the panel envisions new
anchor activity for the
downtown.
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6) Parking represents a vital
provision in the Urban Design
Plan because downtown retail
activities must have purking to
compete with suburban shop-
ping centers. Although more-
than- adequate parking exists for
today’s level of activity in down-
town, planning is necessary now
to ensure that future shoppers
have an impression of numer-
ous, easily accessible, well-
located parking spaces. The
panel’s initial reaction to the ex-
isting parking situation in down-
town was not that it revealed a
shortage, but rather that it suf-
fered from operational con-
straint and from an almost total
absence of beautification in the
environment. Thus, much of the
parking improvement shown on
the Urban Design Plan is di-
rected toward linking existing
parking lots and toward develop-
ing a consistent and well-signed
ingress/egress pattern from
east/west streets, as well as from
Main Street.

The current depth of lot
and the depths of survivin g
buildings are excessive by mod-
ern merchandising standards.
This would allow for the imple-
mentation of a building setback
program on the west side of
Main Street, south of Wool-
worth’s. Note, in the architec-
tural sketch on this page, the
mid-block entry point to the
parking, which is called for as a
consistent feature along Main
Street, and the beautification op-
portunity offered by a double
row of street trees along the
west side of Main Street,
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Figure 3. PARKING PLAN

The excessive lot depths,
particularly as Rodriquez and
Union Streets bend away from
Main Street, also afford the
chance to consolidate usable and
well-located interior parking pla-
zas into a coherent system served
by a continuous-access spine.
Much of the necessary parking
area already exists as both publicly
and privately owned lots. These
parking areas are often fenced in
or have grade breaks between
them, and are not interconnected.
Parking yield is not optimized.
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Drivers seeking parking are
forced to back out onto the street,
disrupting traffic—even though
they would prefer to move directly
onto an adjacent lot.

The panel understands that
the downtown parking district
has acquired property behind
the Radeuff School. When im-
proved, this parcel could provide
the linkage for a two-way, park-
ing-access spine between Main
and Rodriquez Streets, stretch-
ing from Fifth Street to Second



Street. Clearly, public/private co-
operation will be essential in im-
plementing the concerned park-
ing program, which will improve
downtown’s competitive position
versus outlying shopping centers.
The existing parking district—
now virtually debt-free—is the
ideal entity to carry out a second
stage of parking improvement
for signage, interconnection,
restriping, tree planting, and
lighting that will bring Watson-
ville’s parking environment from
the stripes-on-asphalt standard
to one of greenery, safety, and
convenience.

As shown on the Urban De-
sign Plan, the opportunity also
exists to link the isolated parking
lots between Main and Union/
Brennan Streets in a similar
manner. If one breakthrough
parcel is acquired on Fifth
Street, a parking-access spine
could be created from Fifth to
Union Street just north of the
Plaza. The goal for the proposed
operational and signage improve-
ments is to create a downtown
parking environment that wel-
comes and serves a prospective
shopper. The system must be
easily understood, with attractive
and well-lit pedestrian linkages
to the retail core. The consis-
tency and continuity of such a
“readable” parking system can-
not be held hostage by a recalci-
trant property owner. Thus, the
active and progressive leader-
ship of the downtown parking
district is essential.

Finally, on the subject of
downtown parking, the panel
has discussed the pros and cons
of structured parking. There is a
clear consensus that operational
improvements, signage, lighting,
and beautification for existing
surface lots should take first pri-
ority. Individual views vary on
whether structured parking
should be built at all. The major-
ity of the panel recognizes that
the success of the downtown in
attracting daytime employees as
well as shoppers could ulti-
mately create the need for con-
verting surface to decked park-
ing. Clearly, such a need is not
now apparent. However, the
Rural Renaissance project, as de-
scribed to the panel, could pro-
vide a full-scale model of how
best to incorporate streetfront
retail with structured parking.
The panel’s conclusion, then, is
that the Rural Renaissance proj-
ect is compatible with the Urban
Design Plan for the 300 and 400
blocks. The city should not, how-
ever, allocate its scarce financial
resources to fund it.

7) The panel heartily en-
dorses the concept of increased
housing opportunity within and
around the downtown. Housing
is an anchor for goods and service
activities. However, only a limited
housing response can be effectively
integrated with commercial build-
out in the form of housing over
retail. Apparently, two-bedroom
units attractive to families are
the prime housing need; yet it is
difficult to create a successful en-
vironment for children in housing
over retail. Similarly, the success
of Watsonville’s single-room-
occupancy (SRO) housing in the
Resetar and Mall Street Hotels
argues for a single-purpose re-
sponse. For this reason, the Urban
Design Plan tries to define several
available footprints in the down-
town where housing projects
could be sited. It is important
to recognize that the current
FEMA flood designation makes
two-story housing over parking
an ideal building solution for
properties in the 100 block.

Housing potential is discussed
at greater length in other sec-
tions of this report. In a planning
sense, however, it is the panel’s
view that the area west of down-
town and east of the food process-
ing plants should be carefully
studied for its housing potential.
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DESIGN GUIDELINES

The panel recommends a
set of basic design guidelines for
downtown to help create a sense
of place, a feeling of destination,
and an enjoyable experience.
The community has some con-
cerns that design guidelines will
interfere with the immediate re-
vitalization of the downtown.
The panel believes, however,
that a set of modest guidelines
will actually speed redevelop-
ment by communicating clearly
to the private sector what the
city council will accept.

The following sketches and
explanations by panel member
Michael Stanton summarize the
panel’s suggestions for the urban
design guidelines.

The first group of sketches,
shown in Figure 4, illustrates the
architectural elements that are
needed to create a sense of place
in the downtown area. These ele-
ments unify the downtown into a
whole—yet allow different struc-

tures to have their own identities.
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I. SYMMETRY ABOUT A
VERTICAL AXIS

2, OVERVANG CONTINUOUS
(AWNINGS POSSIBLE)

3. CORNICE AT PRESENT
HEIGHTS

4, \WINDOW'S PUNCHED INTO
WALLS ~AS OPPOSED TO
RIBBON \WINDOWS

5. VERTICAL DIVISION OF
FACADES AND\WINDOW TRIM
AND ORNAMENTATION

6. BAY WINDOWS

7 VARIED COLORS—
LIGHT CHROMA

8. FLAT ROOFS

Figure 4. ARCHITECTURAL DESIGN ELEMENTS
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Figure 5. STREETSCAPE BASED ON DESIGN GUIDELINES

Figure 5 demonstrates the
relationship of the building store-
fronts to the sidewalk. This
streetscape also shows that the
different architectural elements
mentioned above can be com-
bined to individualize buildings,
while standard design guidelines
help the buildings work together
to create a sense of place within
the urban context.

Figure 6 provides a differ-
ent perspective of the street-
scape. Again it demonstrates
how the architectural elements
can be standardized. In this in-
stance, the sidewalk has not
been expanded to allow for a
promenade.

WINDOWS EXPRESSED AS
— INDIVIDUAL ELEMENTS
PUNCHED INWALL

NO RIBBON WINDOWS
BAYS DECORATED OPENINGS

BRICK DOMINANT BUILDING
MATERIAL OF OLD BUILDINGS

HORIZONTAL OVERHANG
/ AFEW AWNINGS

STREET TREES

< ON RODRIQUES,
*) MAIN AND

ANDUNION STS.

FACADES ARE
SYMMETRICAL ABOUT
VERTICAL AXS

T
NARROW SIDEWALKS

Figure 6. ARCHITECTURAL AND URBAN DESIGN
ELEMENTS BASED ON DESIGN GUIDELINES
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The Fox Theater on the
300 block of Main Street
is a Watsonville land-
mark that should be re-
stored.

As an important part of
the downtown retail seg-
ment that was damaged
in the quake, the original
Ford’s Department Store
will be replaced.
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N DEVELOPMENT GOALS

AND MARKETING
STRATEGIES

Although five months and
six days had passed between the
carthquake and the time of the
ULI panel visit to Watsonville,
few matters had stood still dur-
ing that period. The digging-out
stage was well past, and the im-
mediate adjustment of mind and
property to a new realism of
place and circumstance had some-
how been accomplished. Those

efforts had been truly Herculean.

Those panel members who
had seen this city in late October
1989 could only marvel at the
order that had replaced chaos
after but five short months. None-
theless, downtown had only just
stabilized, and the overt signs of
rebuilding were yet to come.

To a great extent, the panel,
like Watsonville’s citizens, has
sought to concentrate on what
can and should be fixed within
the next few months—say, using
October 17, 1991, as the next ho-
rizon. None of the citizens with
whom the panel talked was en-
gaged in hand-wringing or crepe-
hanging. There was, however, a
constant undercurrent of con-
cern that the steps of rebuilding
must soon become visible and
highly effective, so that the rest
of the world would know that
Watsonville lives.

To this end, then, the panel
identified some specific goals
and strategies for development
and marketing.

Diane Varni

DEVELOPMENT
PRIORITIES

The following development
priorities should be pursued as
soon as can be arranged:

1) Buildings that are inte-
gral to the historic or cultural
heritage of downtown Watson-
ville should be renovated and re-
turned to effective use as soon as
feasible, and should not be de-
molished.

The three specific build-
ings that the panel identified as
critical to this concept are: the
Lettunich Building, the Fox The-
ater building, and the Jefsen
Building.

The Lettunich Building is a
fine example of early 1900s ar-
chitecture, and just as impor-
tantly, it has provided office ac-
commodations for over 60 small
office-space users. In addition,
it could provide over 12,500
square feet of retail space, and it
is an integral part of the Plaza
ambiance. It also could function
as a reservoir of additional office
space, a need for which may be
generated by the later phases of
the redevelopment and recon-
struction efforts.

Diane Vamni



The Fox Theater is a major
component, not only in Watson-
ville’s architectural heritage, but
also in the cultural complex of
the Hispanic community. It of-
fers both film attractions and
live entertainment. The theater
affords opportunities for recre-
ation and a history that the city
must preserve.

The Jefsen Building was de-
signed in 1903 by the noted ar-
chitect William Henry Weeks. It
is one of the finest examples of
Weeks’s designs from that period.

The renovation and restora-
tion of these structures is also of
primary importance in reinfore-
ing the clear facts that the dam-
age of the earthquake is over
and that now is the time to re-
build, improve, and grow. The
panel recommends that the pub-
lic and private support and assis-
tance that might be needed to
further these efforts be pursued.

2) Ford’s Department
Store should be rebuilt on its
original site.

It is the panel’s understand-
ing that the management of
Ford’s has determined that it
would be economically feasible
to build a new two-story struc-
ture of approximately 78,000
square feet of rentable space (in-
cluding concessions), and that
the new store should be open for
business within three years of
the opening of its new location.
The ULI team feels that Ford’s
actions are critical to restoring
one of the prime retail centers of
Watsonville; the proposed re-
building would not only restore
retail volume, but also constitute
concrete evidence of the revital-
ization of the city itself. The panel
hopes that Ford’s management
will continue to lease its present
temporary location, so that through
both stores, Ford’s could replace
its preearthquake store of about
110,000 square feet of rentable
area in its entirety.
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Ford’s was the heart of down-

town Watsonville, and the panel
members believe that the “heart”
will return, not only to set the
tone for the recovery, but to act
as the strong pillar upon which
the significant retail space to be
built in the 300 block can rest.
3) Although some individu-
als in the community have shown
concern about the decision of
the U.S. Postal Servicé to relocate
its facility onto the southern por-
tion of the 200 block, the panel
urges that the relocation proceed
on schedule, with some design
changes to accommodate the
proposed master design scheme.
(See the Planning and Urban
Design section of this report.)
The present facility is clearly
inadequate, and expansion on
the existing site would neither
solve the needs of the postal ser-
vice nor provide the additional
parking facilities required.

The new location on the
southern portion of the 200
block would serve as a strong
southern anchor for the newly
revitalized civic center. This loca-
tion would better accommodate
the integration of the new retail
facilities to be built in the 300
block with the new civic and gov-
ernmental complex the panel
has recommended. In all proba-
bility, it would also help reduce
vehicular traffic by rerouting the
postal service trucks, delivery ve-
hicles, and patrons from the im-
mediate area of the Plaza.

In addition, the existing
Post Office building is a superb
example of Monterey-style archi-
tecture and could be made avail-
able for many uses. Its nearness
to the Plaza would make it ex-
tremely attractive for cultural
uses in direct coordination with
the uses of the Plaza. This alter-
native would encourage Hispanic
arts and crafts and could begin
the process of assimilation of the

Diane Varni

The panel believes that
the Lettunich Building at
408 Main Street is an im-
portant part of the down-
town.
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Latino population and its heri-
tage and culture for the benefit
of the city as a whole. This build-
ing could also serve as a corner-
stone for a yet-to-be-developed
tourist business in the down-
town, particularly if the panel’s
suggestions for the creation of a
weekend marketplace in the
streets surrounding the Plaza
are implemented.

The old Post Office could
also be used effectively for the
Cabrillo College extension
courses. This use would bring
more people into the district in
the evenings and could assist in
developing evening retail busi-
ness in the area. This cultural
center building—with the Plaza
activities, the community center
proposed for the Odd Fellows
site, and the many restaurants to
be reestablished in the 300
block—would create an exciting
area of strong cultural activity
that could definitely hold tourist
possibilities if marketed properly.

4) In the panel’s view, the
county offices and the courts
should be relocated to the down-
town, specifically to the north-
ern part of the 200 block. The
move would greatly benefit both
the county and the city of Watson-
ville. The facilities that could be
built on this site would be effi-
cient in both size and layout, and
they would afford adequate park-
ing and ease of access to the

ostal service and to the offices
of Watsonville’s city govern-
ment. The new facilities would
also provide adequate space to
accommodate the county’s antici-
pated expansion needs for the
foreseeable future.

The relocation would help
to assure the success of the busi-
nesses locating in the new space
being created in the 300 block,
by providing a significant num-
ber of new customers. And, just
as importantly, it would make
the current county site in the
Freedom Boulevard area avail-
able to the county housing au-
thority at a reasonable cost, to
build badly needed family hous-

ing in an area already equipped

with the necessary infrastructure.

It is the panel’s understand-
ing that the redevelopment
agency has entered into negotia-
tions with, or has made a com-
mitment with, a developer on
the potential development of a
portion of the 200 block. The
panel’s proposals are not neces-
sarily inconsistent with the con-
tinuation of such discussions or
commitments; however, such ne-
gotiations or agreements should
be modified to take the ULI
team’s use and design recom-
mendations into account.

5) The owners of the sec-
tion of the 300 block that had to
be demolished as a result of the
earthquake have agreed to hire a
single architect and are present-
ing a coordinated plan for rede-
velopment to the city authorities.
They should be commended for
this cooperative, intelligent, and
public-spirited approach. With
the changes in setback, depth,
and overall design proposed in
this report, the panel recom-
mends that the owners’ propos-

als be approved.

6) The panel finds a signifi-
cant need for certain public ser-
vices and facilities that cannot be
obtained or accommodated
through the current “pay-as-you-
go” philosophy of the city admin-
istration.

Applicable law provides pro-
cedures for a reasonable quan-
tity of public debt; the panel sug-
gests that the appropriate
authorities consider authorizing
these procedures for the follow-
ing purposes:

* adequate street lighting for
both ambiance and safety;

® street improvements;

* drainage;

* landscaping (the notable lack
of landscaping profoundly af-
fects the quality of life and
the image of the entire area);

* open space, including addi-
tional parks, plazas, fountain
locations, and meeting spaces;

* community centers; and

* parking facilities, as well as
any other opportunities that
may arise,

7) Parking is a critical issue.
Except for the existing Rural Re-
naissance garage, for which fund-
ing has been obtained, the panel
is convinced that structural park-
ing is unnecessary, given the cur-
rent expectation of growth and
the fact that the panel’s plan not
only provides ample parking fa-
cilities, but also spreads them
over a larger area, thereby reduc-
ing the pressure on any particu-
lar location.

8) The panel has been
asked to comment on whether fi-
nancial incentives should be
used to attract major new retail
tenants from outside the area,
and on whether such tenants
could be attracted in any case.
Panel members do not consider
these questions to be of immedi-
ate practical concern because at-
tracting any large retail tenant to
downtown Watsonville before
all, or substantially all, of the ren-
ovation and reconstruction has

been done is highly unlikely.



The concentration of buying
power and comparative store
sales results will simply not be
present until the new construc-
tion has matured and the de-
mand for major new merchants
has been created naturally.

However, anticipating that
the program will have the de-
sired result, the panel’s pro-
posed plan does incorporate an
area that'could accommodate an
additional retail user with a need
for about 30,000 square feet.

The offering of incentives
to retailers will not be a motiva-
ting factor in site selection un-
less a store’s management is
strongly interested in the loca-
tion and is close to a decision.
Any concession to be offered to
a new tenant might also have to
be given to others already consid-
ering Watsonville; the cumula-
tive cost would be prohibitive.

Finally, with regard to the
development goals in general,
the ULI team believes the entire
revitalization process should be
accomplished within a set time
limit. A limit would convey the
urgency of the problem and bet-
ter assure the dedication of all
concerned. The panel suggests a
goal of October 17, 1991, two
years after the date of the earth-
quake, for completion of this
program. The city should also
recognize that the various priori-
ties in the revitalization program
are not absolute, and that a de-
gree of flexibility must be re-
tained to take advantage of
situations that may present
themselves sooner than
expected.

MARKETING STRATEGIES

The concepts set forth in
this section may not be new; evi-
dently, the great majority of
them have already been recog-
nized by the appropriate officers
of the city government and the
chamber of commerce. But the
panel strongly believes that
these concepts are well worth re-
considering, in that they are fully
integral parts of a recovery plan
and must receive joint support.
Watsonville is not now well
known beyond its own resident
and working populations. An en-
hanced image and reputation for
the city are critical to attracting
new business, and of course, any
tourist dollars that could be ob-
tained would be welcome.

An integral part of the re-
covery process must be a public-
ity program to inform the imme-
diate area (San Franciseo/Oaldand/
San Jose to Monterey/Salinas) of
what Watsonville has accom-
plished or will accomplish in this
process. The recovery process
must be a public one. The con-
trolling agency must publicize
each stage, maintaining at all
times an upbeat, aggressively op-
timistic approach, keeping all in-
terested persons fully apprised
of the progress through press re-
leases and conferences.

James DeVoy, Bud Lake,
Jerry Church, and
Michael Stanton (fore-
ground) at night work
session.
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Panel members Paul
Reimer, Michael Stanton,
and Robert Gardner rest
a moment during the in-
terview session,
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The chamber of commerce,
for fiscal reasons, has withdrawn
its support of the Memorial Day
Antique Aircraft Fly-In. The
panel understands the reasons
for their actions but suggests
that a joint cham l.:er/citr support
group be formed, and that a very
close liaison be forged immedi-
ately. The Antique Aircraft Fly-
In is the only function that gives
Watsonville any more than local
publicity. The failure to maintain
close contact could be interpre-
ted as a loss of interest, and it
might lead to a decision by the
organizers to transfer the show
to another airport; to a loss of
local popular support for the Fly-
In; and/or to a loss of coordina-
tion and knowledge of planned
activities.

The panel has learned that
anew airport master plan is cur-
rently in preparation. The contin-
uation of the air show could, in
coordination with that plan, pro-
vide for permanent displays of
antique aircraft, more frequent
flight demonstrations, and other
events that could create a tourist
attraction—a highly beneficial
outcome.

Watsonville has several po-
tential tourist attractions, but the
chamber cannot be expected to
promote these entirely with its
own resources. The Tourism and
Convention Bureau of Santa
Cruz County is obligated by law
to promote and support tourist-
oriented activities in all of the
county, and the panel is assured
by appropriate county legislators
that such requirements will be
enforced. The members of the
panel recommend that a com-
bined chamber/city group both
coordinate the efforts with the
tourism and convention bureau,
and conduct direct-promotional
activities to benefit the few at-
tractions and industries Watson-
ville already offers that may have
tourist appeal.

Watsonville’s current attrac-
tions include the various fairs for
roses, flowers, strawberries, and
other agricultural products. The
panel understands that the cham-
ber has decided to aggressively
promote a major fair for these
products because they do repre-
sent a broad cross section of the
business conducted by its mem-
bers; however, this promotion
must not be at the expense of the

Fly-In. With city assistance, both
programs could be accomplished.
Ideally, these fairs should achieve
the level of Gilroy’s Garlic Festi-
val, but this goal will take some
time. As in Gilroy, reinforcement
of the fairs should be achieved
through signs and retail sales fa-
cilities with direct contact with
tourists.

An organization should coor-
dinate tours of available facilities
with Bay Area tour companies
that might be willing to run an-
other attraction on their trips
from the Bay Area to Monterey/
Carmel. The attractions could in-
clude Martinelli’s Apple Juice
Plant, pick-your-own fruit and
berry farms, rose production fa-
cilities, cut flower facilities, and
high-tech farming. The panel
recommends a Watsonville image
program through signs, advertis-
ing campaigns, and so on, to pro-
mote the strong floral/agricultural
image of the city. In particular,
the ULI team recommends the
establishment of an attractive
rose and flower garden in the vi-
cinity of Freedom Boulevard
and Main Street, so that visitors
entering the city from Highway
152 on the north would receive a
favorable first impression.

In due course, with the full
integration of Hispanic cultural
activities, and with the comple-
tion of construction in the down-
town civic center, the tourist ac-
tivity might expand to include
participation in the activities in
the Plaza, the cultural center,
the restaurants, and the week-
end marketplace in the new civic
center. This kind of tourist activ-
ity would be unique in the Bay
Area. The positive economic ef-
fect of tourism and the possibil-
ity of increased Hispanic resi-
dent activity on weekends could
become a central element in a
strongly revitalized downtown.



IMPLEMENTATION
STRATEGIES

Implementation strategies
for the Watsonville downtown
area should be seen as part of a
focused economic development
strategy for the city of Watson-
ville. The recommended strate-
gies are based on the belief that
additional revenue can be effec-
tively generated from the rede-
velopment agency, with its tax in-
crement financing techniques;
from sales tax revenues; and
from other sources of funding.

To efficiently manage this
new revenue, the panel recom-
mends the creation of a new eco-
nomic development organization
that will help private develop-
ment respond to market de-
mand. The new revenue and the
organization will play an impor-
tant part in the revitalization of
the downtown. All of the strate-
gies are designed to stimulate
new investment and develop-
ment. They are designed to en-
hance the image and economy of
the city. The success of these
strategies will depend on the
public/private partnership that
can be established among con-
cerned citizens.

REVENUE SOURCES

The panel has identified sev-
eral sources for additional reve-
nue, including tax increment fi-
nancing, sales taxes, grants, and
loans. These and other funding
tools and approaches are de-
scribed below.

TAX INCREMENT
FINANCING

The redevelopment agency’s
primary source of revenue is tax
increment financing, that is, the
increase in the property tax base
since the project area’s adoption
in 1973. The agency is generat-
ing roughly $560,000 annually;
approximately $300,000 is unen-
cumbered by debt obligations in
the form of bonds. In the past,
the majority of funds have been
used to acquire property for de-
velopment parcels and capital
improvements.

In the downtown (central)
project area, if the agency is to
accelerate development, it will
have to use more of its full lever-
aging capacity. A nonleveraged,
“pay-as-you-go” approach will
limit the pace of development.

In the Westside project area,
the only expenditures during FY
88/89 were final payments for
engineering work. The agency
appears to be turning over reve-
nue generated by this project
area to the county. The annual
increment generated should be
well over $1 million annually
($100 million tax base), an amount
that should, if leveraged, gener-
ate about another $8.5 million.
However, for the agency to be-
come eligible to capture the tax
increment being generated, it
must a) incur debt within the
project area, and/or b) incur
debt to fund projects directly
“benefiting” the project area,
such as capital impmvemen ts.
Apparently, the agency has cho-
sen not to incur debt. Given the
need for housing within the com-
munity, the agency should ex-
plore capturing the 20 percent
set-aside for low/moderate-in-
come housing. The expenditure
of these funds may occur outside
the project area in which they
were generated.

The panel recommends that
the agency pursue the capturing
of increment to relieve pressure
on the city’s general fund for
capital improvements within the
downtown project area.

NEW DEVELOPMENT

New development will af-
fect tax increment revenues. The
buildout of the project area as
proposed will generate increased
assessed value, but the agency
should be aware that develop-
ment within the downtown by
tax-exempt entities, such as the
U.S. Post Office and the county,
will not generate additional in-
crement. It may in fact diminish
the existing tax base, although
this effect may be offset by the
generation of sales tax through
heavier customer traffic in the
downtown. Therefore, the
agency must have access to proj-
ect-generated sales tax, as dis-
cussed below.

The redevelopment agency
should further explore, with the
county and other taxing entities,
the potential of merging the
downtown and Westside project
areas. The panel recognizes the
possible effects of the process of
fiscal review; however, the po-
tential for increasing increment
for the downtown should not be
overlooked. The agency’s major
asset is “land held for resale.” As
of June 1989, this land totaled
approximately $3.86 million. This
asset is not currently generating
income for the agency and will
not do so until conveyance. Obvi-
ously, the agency should not rush
into an unwanted development
or transaction for the sake of at-
tempting to capture all or a por-
tion of the disposition proceeds.
However, the agency should be
cognizant that it is carrying the
cost of the property until convey-
ance; it is not generating additional
tax increment revenue. The panel
recommends that the agency
pursue the disposition of acquired
properties within an urgent time
frame.
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If the agency has to dispose
of property below fair market
value as an incentive to attract
anchor tenants, including county
facilities, it should consider tak-
ing an equity position that would
tully or partially recapture the
initial subsidy in the event of re-
financing or sale.

Furthermore, the agency
should consider the possibility of
entering into long-term leases
with potential developers on
agency-owned parcels. This ap-
proach would provide a potential
developer with lower initial costs,
while allowing the agency to re-
ceive an annual income stream.

SALES TAX REVENUES

Through an agreement with
the city, the redevelopment agency
can also use project-generated
sales tax to fund redevelopment
projects. This tool may be an im-
portant one to the agency, if tax
increment ﬁnancing proves to
be an inadequate source of reve-
nues. The agency, to date, has
borrowed $1.2 million from the
city’s sales tax fund, which is
collected via general sales tax
throughout the city. The agency
has not been restricted to proj-
ect-generated sales.

The agency may need to
use this tool, in the form of a
sales tax rebate to potential high-
sales-tax generators needing an
incentive to locate in the down-
town. Sales tax captured by the
agency may be leveraged for
debt purposes in the same man-
ner as tax increment funds. It
may also be combined with tax
increment to address debt service
under a single debt issue.

GRANTS AND LOANS

Government Sources. The
city and agency should actively
pursue funding available through
the Small Business Administra-
tion, the Economic Development
Administration, FEMA, and
other federal sources. The spon-
sor should also assist congres-
sional representatives in seeking
special legislation. Given the lim-
ited life of these programs, it is
important that the city and the
county show a united effort. The
city and agency must recognize
this is a long-term process; there-
fore, immediate funding will not
be available. For “immediate”
funding, the agency and city will
be better served by pursuing ex-
isting state funding and by using
local enabling legislation, such as
redevelopment and assessment
districts, to the fullest extent.

Foundations. Pacific Gas &
Electric Company (PG&E) and
other major corporations have re-
cently entered into a limited
partnership to benefit the city of
Oakland through a nonprofit or-
ganization. The partnership will
finance nonprofit affordable
housing. The investor benefits
from both state and federal low-
income housing tax credits, and
is allowed a competitive finan-
cial return as a result of the tax
credits. PG&E'’s portion in the
Oakland partnership, which pro-
vides construction and perma-
nent financing, is $2 million.
The partnership is reimbursed
via home sales.

On March 21, 1990, Wells
Fargo Bank announced plans to
double its funding for commu-
nity development lending. The
plans are to provide more than
$1 billion for low- and moderate-
income housing in the next
seven years, with the annual
amount allocated to be around
$143 million.

The agency should consider
seeking funding from unconven-
tional sources like PG&E. Ap-
proaches to these sources should
be made immediately, before
memories of the earthquake
fade away.

ASSESSMENT DISTRICTS

The feasibility of a business
improvement district should be
reviewed. The additional tax
might crowd the financial viabil-
ity of marginal businesses already
slowly recuperating from the last
two quarters; however, it might
also be the quickest method of
securing financing.

The panel recommends that
the city explore the possibility of
a citywide parcel tax that would
fund a revolving loan to rebuild
the downtown. For example, a
$50 tax per parcel per year on
50,000 parcels would raise $2.5
million. The surcharge should be
terminated at the end of the
fifth year after implementation.



ORGANIZING FOR ACTION

This community has shown
a strong commitment to econom-
ic development, as evidenced in
the panel’s interviews and in the
number of organizations involved
within the community. However,
the effort appears to be decen-
tralized, and the organizations
currently fulfilling many of the
functions are understaffed or
inadequately funded.

COMMUNITY
DEVELOPMENT
COMMISSION (CDC)

There is a need to consoli-
date all efforts toward economic
development funding under one
entity. Therefore, the panel is
recommending that the city
council appoint a community de-
velopment commission com-
posed of five individuals. The ini-
tial appointments of the CDC
should come from the Down-
town Recovery Committee
(DRC) because of its established
existence and organization. The
CDC would be responsible for
all redevelopment activities, in-
cluding the downtown, West-
side, and any future project areas,
and for all city-funded economic
development activities. CDC
programs could include aiding
small businesses investing in
tourism and industry promotion.

SMALL BUSINESS
ASSISTANCE PROGRAMS

The CDC should be respon-
sible for monitoring those organi-
zations or programs providing
technical assistance, loans, and
grants to small businesses.

Marketing and Promo-
tion of Tourism. Traditionally,
the role of the chamber of com-
merce in communities of similar
size has been to market the as-
sets of the community to the
tourist market. In the panel’s
opinion, this function should re-
main with the chamber of comi-
merce, with financial assistance
and input from the city.

Marketing and Promo-
tion of Industry. This responsi-
bility should lie with the CDC.
Industries seeking sites for ex-
pansion or relocation should
have a one-stop entity to contact
regarding their introduction into
the community.

The CDC is to be advisory
to the redevelopment agency
and the city council. It is ex-
tremely important that the rede-
velopment agency confine itself
to major public policy decisions;
this board should serve as the
community sounding board and

rovide direction to the agency.
The CDC should be appointed
by the council with the goal of
becoming a strong entity.

EXECUTIVE
DIRECTORSHIP OF THE
CDC AND THE
REDEVELOPMENT AGENCY

This panel recommends that
the city council appoint a full-time
executive director. The duties of
the director should not be shared
with another function, such as
city manager or assistant city
manager, and should cover re-
sponsibility for daily operations.

The executive director
would be appointed by the agen-
cy, with input from CDC, and
would serve as staff to the rede-
velopment commission.

The person selected for this
position should show the follow-
ing characteristics: foresight, a
willingness to provide informa-
tion that will allow for sound
public policy, and strong techni-
cal skills.
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