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I.

Overview:

Management District Plan compliance:
New City America has been contracted by the Tracy City Center Association to review the
current status, as well as its productivity as a District Management Corporation and make
recommendations on that status. This report shall be a brief overview and make
recommendations to the corporation in order to maximize what it can provide to its Downtown
stakeholders.
With the elimination of Redevelopment, it is a whole new world for CBDs, BIDs and District
Management Corporations. Funding of capital projects and personnel with tax increment funds
is now a thing of the past, leaving a huge void in the funding of long term improvements.
To begin with, we should review what the Management District Plan scope of services and what
was proposed for the original budget:
Summation of Categories of Special Benefit Services for the
Downtown Tracy Community Benefit District - 2009
Table 3 – A

PROGRAM OR ACTIVITY FUNDED BY THE DOWNTOWN TRACY
COMMUNITY BENEFIT DISTRICT

APPROXIMATE %
OF FIRST YEAR
ANNUAL BUDGET

District Identity, Special Events, programs

38%

Business Attraction Services

9%

Sidewalk Operations, Beautification and Parking
District Services

19%

Enhanced Residential Beautification and Evening
Security (for future use when condos are built in the
district)

0%

Administration/Corporate Operations

30%

Contingency/City and County Fees/Reserves

4%

TOTAL

100%
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ESTIMATED ANNUAL COSTS AND
BASIS FOR FUNDING
(PROPERTY VARIABLE)
$ 50,000.00
(Approximately 80% building
square footage assessments)
$ 12,000.00
(Approximately 20% of building
square footage assessments)
$ 25,000.00
(Approximately 100% of linear
frontage assessments)
$ 00.00
(future condo building square
footage)
$ 39,000.00
(Approximately 85% of lot size
assessments)
$ 6,214.00
(Approximately 15% of lot size
assessments)
$ 132,214.00

It appears from the most recent budget updates, that all categories are being fully utilized and
expended, except the business attraction special benefits section. From the outset of
formation of the district, business attraction has always been THE key component and most
lacking asset of the district. The lack of expenditure from this category means this service is not
being fulfilled.
I mentioned in my meeting with the Executive Committee that the capital improvements in
Tracy, much like Livermore, are very good and were very well thought out. All of these
improvements were funded by Redevelopment dollars, that are now gone. Your capital
improvements have included:
a.
b.
c.
d.
e.
f.
g.
h.
i.

Nice wide sidewalks;
Excellent landscaping with the right choice of trees (be careful of the ornamental pear
trees on Central because they are being hit with a severe blight throughout the state);
Excellent street lighting;
Great access to off-street parking;
Great on-street diagonal parking;
Excellent placement of public spaces particularly near the Fire house as well as the new
Central Plaza near the Transit Center;
Appreciation of, and preservation of great architectural buildings;
A “beginning and end” to the district which makes it very walkable;
The refurbishing of the historic Grand Theatre as an anchor for Downtown;
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What has always amazed me since I commenced work here in 2008, is the care and expense the
City placed in the development of the Downtown public rights of way. The real issue that has
faced Downtown, in my opinion, is two-fold:
1.
One cannot market the center city as “Downtown” or a “Village”. There are 83,000
cities in the US and probably 70,000 Downtowns. The name is meaningless these days and only
had its original relevancy in the island of Manhattan in the 1800s when Downtown was only
understand relative to “MidTown” and “UpTown”. Otherwise what it has come to represent is
the historic core of any city, (usually near a body of water or river), the generational
development of concentration of commercial and retail buildings in a city, coupled with its civic
center. Downtown Tracy is not what it was 50 years ago, 40 years ago, 10 years ago and will
not be the same place in 10 years.
Cities normally put so much care into their Downtowns because they are the spiritual center of
the civic life and the holder of many positive memories for citizens.
The advent of the interstate freeway system, the mass production of single family residential
units and the fiscalization of land has lead to the de-emphasis and decentralization of these
historic city cores.
So it begs the question, What is “Downtown Tracy”?
2.
Since the Downtown lacks identity, it lacks the ability to attract capital and therefore
put demand on the finite parcels of Downtown. The result is low rents, empty buildings,
undesirable land uses and transitional uses. Because of the lack of a “brand”, the attraction to
secure investment in that land is weakened. It is not that people are not opening businesses; it
is that they are not opening in Downtown Tracy because they have no reason to. Outside
investors don’t know what it is, or where it is going.
This is a resolvable, not an unresolvable problem. The structure of the corporation must be
geared toward branding Downtown and perhaps even “re-naming” it. People associate names
with good or bad things, or sometimes, with nothing at all. Downtown Tracy represents the
latter – it lacks an image or a brand.
When one mentions Fisherman’s Wharf, Noe Valley, Rockridge, Downtown Livermore,
Downtown Stockton, Walnut Creek, Lake Merritt, SOMA, the Ferry Building; images come into
ones head. Sometimes those images are good and encourage you to visit that place.
Sometimes they are negative and discourage you from going there. Sometimes, they don’t
amount to anything, so they don’t attract, or detract you from visiting.
Downtown Tracy needs a re-branding and a name change. The new name should symbolize
the following:
1.

An attractive condensed, walkable City Center with a wide variety of non-corporate
retail;
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2.
3.
4.
5.

A place with really nice public spaces;
A place with a great live theater and a growing restaurant scene;
A place that is easily accessible by car;
A place that is poised for new growth, primarily based upon mixed use and market rate
housing when that sector of the economy comes back.

Analysis:
Outside of the business attraction services, it appears that the Board is implementing the
management district plan consistent with what the property owners voted for and what the
City adopted. . For the next three years, the Board must emphasize this underutilized The real
weak link in the original plan, which was accommodated in a minor way with the budget, is in
the area of business attraction component of the budget and direct staff and monetary
resources here. Business attraction itself is the key to fixing nearly all of the other problems in
Downtown. But business attraction must be coupled with the promotion of the identity of this
place and its future.

II.

Committee Functions:

The function of the Committees of the Board are to review the information related to the
management corporation’s tasks, particularly as articulated in the Management District Plan,
and structure them into the corporation. This was done so when the Interim Board adopted
the Committee structure in the Spring of 2010. Here is what was originally adopted by the
Interim Board:
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Tracy City Center Association District Management Corporation
Committee Structure - 2010
Proposed Committee
or Task Force

Functions and Duties

Organization/Executive
Committee

Oversees staff and contracts, corporate finances, insurance, grants,
development of budget, Board agendas and meetings,
correspondences, outreach, bylaws and policies, public relations,
newsletter, relations with other CBDs, political reps and public
agencies, Board elections, policy formation, fundraising, etc.
Consists of all of the officers of the corporation.
Projects would include those that markets and promotes the district
or promotes positive aspects of the Downtown Tracy CBD and builds
its brand.
Those issues may include: branding of the district, development of a
new logo, special events, Website development and maintenance,
beautification programs, banner program, streetscape issues
including landscaping design, business attraction strategies, festival
poles, holiday decorations, visual linkages,
Oversees service provider or employees involved in the
maintenance and improvement of the public rights of way,
including sidewalk sweeping, steam cleaning, landscaping, private
security, personnel and non-personnel expenses,
Relations with TPD. Oversight of parking leases and all related
parking issues
Planning, zoning, Downtown Specific plan, mixed use
developments, FARs, Review of new construction and its impact,
street relationship.

Chair:

DISI Committee
(District Identity and
Streetscape
Improvements)
Chair:
Sidewalk Operations,
Beautification and Order
Committee
Chair:
Land Use Committee
Chair:

Please notice that one function that is misplaced is the “business attraction”. It is a task of the
DISI Committee but should properly be assigned to the Land Use Committee.
Looking at the current status of the Committees, based upon the feedback given from the
Executive Committee meeting of March 22nd, I would comment on the work of each
Committee:
1.
Executive Committee:
It appears that the officers and the Executive Committee
are clearly driving the corporation. The current and past Presidents are spending an inordinate
amount of their time on corporation business, something that should not be happening. The
Executive Committee has deep knowledge of the strengths and weaknesses of the corporation
and that knowledge is not necessarily held by the other Board members.
It is important that the volunteer members of the Executive Committee do not get fatigued by
the tedious nature of the operations of the corporation. Staff should be more responsive in
relieving the burden of the volunteers and play a more proactive role. The District Manager
should work to coordinate all of the activities of the Committees and ensure compliance with
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the City contract, Brown Act requirements and oversee the work of the new consultants and
part time staff that are recommended in the following paragraphs.
2.
SOBO Committee:
Runs very efficiently on its limited budget. A more aggressive use
of the Tracy Beautification Committee to make Downtown attractive with ornamental
landscaping should be considered;
3.
DISI Committee:
The DISI Committee is probably the most active and largest of the
Committees of the Board. The Committee is fortunate to have the support of Kim Scarlotta
who has vast experience in this area and is able to use City staff in the implementation of many
Downtown events. However, this relationship is based upon ongoing support by the City
Manager, Mayor and City Council, and the TCCA cannot expect that that level of support will
exist indefinitely. The Committee should consider hiring a part time event coordinator to
eliminate the dependency upon City staff. Someone must coordinate the volunteers, look for
sponsors and outreach to area businesses to ensure they are brought into the fold. This event
coordinator can be given a base salary and be given incentive based upon the profitability of
the events. Perhaps a joint venture events coordinator with the Chamber could provide a good
alternative to budgeting this position. Leveraging the TCCA’s relationship with the Chamber
might allow it to fulfill this position with a higher caliber person than its budget would
otherwise allow.

4.
Land Use Committee:
This Committee is stable and growing but needs to
prioritize business attraction. Land Use must deal with the following issues in the coming year:
Completing the adoption of the Downtown Plan;
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Coordinating maintenance of the new 6th and Central Plaza and determining how this
new asset will be activated and re-define Downtown;
Using $36,000 in FY 12-13 (accumulated funds from 2010-11), to hire a professional
commercial real estate person, or company to aggressive promote empty retail spots in
Downtown. A database should be developed listing the location, price, terms, tenant
improvements and other market related demographic information to attract area
businesses that are looking to open a second or third location. This contracted staff
would report to Land Use and the Board;
In the interim, since the District Manager would be relieved of DISI responsibilities due
to the anticipated hiring of an events coordinator with the Chamber, the District Manager
should concentrate on fulfilling this “staff position” for business attraction for the Land Use
Committee.
The District Manager has great knowledge of the City Center area and prospective new
businesses (from a 50 mile radius) of Tracy, should be given a walking tour of the district. This
walking tour would allow the prospective new business to:
see what progress has been made by the TCCA,
reveal the new public spaces that have recently opened,
show the variety of locally based retail,
explain assets of the district,
explain the “no parking” requirement for retail and most importantly,
demonstrate that the district is moving in a good and dynamic direction.
Analysis:
The Committees of the Board are functionally well but must shift their priorities. The Board
should meet less frequently and allow the Committees to grow and flourish. Once the annual
budget has been set, the Committees should meet, as necessary, to implement the Board’s
budget.
The Executive Committee should help set the direction and vision for the corporation by
coordination of staff, the City and the Committees.
The SOBO Committee should move more towards beautification by partnership with local
gardening clubs or volunteers;
The DISI Committee should rely less on City support and more on entrepreneurial activities
ensuring that each and every event builds the brand of the corporation and these events are at
minimum, revenue neutral. The DISI Committee should also look to hire a part time event
coordinator that works directly with the Committee for volunteer coordination, fundraising and
operational guidance.
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The Land Use Committee should prioritize hiring or appointing someone (the current District
Manager), as soon as possible to begin to identify new retailers, restaurants, bars, pubs and
attract them to Downtown.

III.

Recommendations to the Board:

Based upon conversations with the Executive Committee on the strengths and weaknesses of
the Board and its Committees, the following overall recommendations are made:
New businesses should be immediately recruited to SOBO or DISI Committees and
incorporate them into the machinery of the organization.
DISI should rely less on Kim and her City staff and more on a new paid, part time event
coordinator. This coordinator should report to the DISI Committee and Board on
function only to coordinate any and all events of the Committee;
The Land Use Committee should make it a goal to allocate its three year fiscal budget
and hire a commercial real. The Committee should seek to do this by the end of FY 1213, but in the interim, the District Manager should fill this role. This should be done
with all due speed;
The Board should set aside time during each meeting to have a “who am I”, five minute
presentation on the Board members’ background, how they wound up in Downtown
and why they want to be on the Board. It will do a lot to explain their motivations to
other Board members and build unity;
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The Board must realize that it is entering its third year of operations and renewal is just
around the corner. Normally, similar management corporation set aside 12 months to
18 months prior to July of the expiring year to begin the renewal effort. Funds should
begin to be put aside for the renewal effort. If possible, non-assessment district funds
should be allocated for the renewal process.
Land Use should work with the City to waive any and all parking requirements for any
retail businesses from now until December 2014. This will lift one burden from any
business wanting to move into Downtown;
The Executive Committee should meet with the new operator of the Farmers Market
and explain that the revenue generated on use of 10th Street should be reviewed
monthly by the Exec Committee. The corporation should be splitting the net profits
with the operator since they are doing this as a business and there should be funds
generated from this seasonal event that serve to mitigate the impact of the event. The
suggestion would be to allocate any net profits for the SOBO Committee and fund
decorations and ornamental landscaping on 10th and Central;
The District Manager should strive to develop an understandable financial report that
reveals the annual budget, the expenses per line item year to date, and the remaining
balance at each Board meeting. One concern of the Executive Committee and other
Board members was their apparent deprivation of budgetary information in a clear,
concise form. The budget is the life blood of the organization and each and every Board
member must understand the budget and how well it is performing and how it is
maximizing services for the property owners and businesses within the District.
The Board should be as entrepreneurial as possible understanding that the assessment
district revenues should be a starting point, not an ending point. The Board should look
at any and all opportunities to generate revenues based upon all of its activities;
After the new elections, the Board should meet every other month, and then move to
quarterly meetings. The only function of the Board is to approve the annual budget,
update the Board on corporate matters, and hear recommendations from the
Committees on how to achieve the corporation’s goals.
A new policy should be adopted that state that anyone who is absent from 33% of the
meetings within one year are automatically removed from Board, requiring no vote of
the Board;
The Executive Committee and District Manager should nurture the relationship with all
of the banks in the CBD to engage them in the conduct of the Board’s activities. The
Exec Committee should also look and see what Foundations are tied to which financial
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institutions and investigate the priority project that that Foundation might have in a
given year.
Conclusion:
All and all, the TCCA Board and staff are running a fairly good organization. With limited
financial resources, but with great support from the City, the TCCA has come a long way in a
very short amount of time.
I have worked with District Management Corporations with 10 times the budget of TCCA and
have seen less emphasis on productivity. There are many excellent volunteers on the Board
that bring a lot of value to the overall corporation.
In the CBD’s final two years, the Board should stress a “results oriented” as compared to
“process oriented” direction. This will ensure the continued commercial development of the
City Center area and create the demand on the parcels that will help shape the economy of the
overall Downtown.

Respectfully submitted

Marco Li Mandri
New City America, Inc.
New City Public Spaces
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