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SUMMARY

While economic forces aver the last several decades have eroded its historic position as a
center of commerce for the L:hig]] Valley region, the City of Easton’s Central Business
District (CBD) has significant assets and great potenual for the future. Current and pending
private and public investments indicate renewed interest in the CDB and will generate
momentum for additional positive change. The purpose of the Economic Development Plan
is to provide guidance for the Greater Easton Development Partnership (GEDP) and the
city as they work with partner agencies, organizations, and the private sector to promote the
continued revitalization of the CBD. It provides:

* A unifying vision and strategic initiatives to achieve a prosperous and sustainable

economy for the CBDD; and
e A plan for action by the GEDP, the city, and their parmners to achieve the vision.

Study Area

The study area for the Economic Development Plan includes Easton's traditional dewntown
(bounded by Bushkill Creek to the north, the Delaware River to the cast, the Lehigh River
and Washingron Street to the south, and 6% Strect to the south) and the Bushkill Creek

corridor west to the Simon Silk Mill property. The plan has three geographic focus areas
within the larger study area:

¢ The Northampton Street corridor from Larry Holmes Drive to 6% Street
¢  The waterfront (Larry Holmes Drive) from Bushkill Drive to 3 Street
¢ The Bushkill Creek corndor from 3" to 13%® Streets

Existing Conditions and Trends

A comprehensive assessment of physical, demographic, and real estare market conditions

and trends was conducted by the consultant team ro provide a realistic foundation for the
vision and action plan. This assessment identified many advantages enjoyed by Easton and its
CBD: a strategic location at a major gateway to Pennsylvania, with easy access to the New
York City/northern New Jersey marker; a magnificent natural serting at the confluence of the
Delaware and Lehigh Rivers; established visitor attractions such as the State Theatre, Crayola
Factory, and National Canal Museum; Lafayette College; a dedicated city administration,
professiona] staff, and citizens working to make Easton a better place; and a rich h:riugl:,
including an historic downtown with a strong sensc of place. While Easton’s population
experienced a gradual decline berween 1960 and 2000, current population estimates

indicare a recent population increase that will likely continue in the future as the city (and

Northampron County as a whole) benefit from out-migration from the New York Cicy
metropolitan area.
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The marker analysis conducted as part of the existing conditions and trends assessment
revealed three key opportunities:

¢ Market-rate housing, capitalizing on the demographic trends and the attractiveness
of Easton’s CBD for selected segments of the population;

¢ Increased visitation, focused on swengthening existing attractions {Crayola Factory,
State Theatre, National Canal Museum, etc.) and the CBD's status as a desunation
by attracting more visitors from the city, region, and beyond; and

Employment, reinforcing Easton’s traditional role as a regional employment center by
capturing a “fair share” of Northampron County’s projected future job growth,

The existing conditions and trends assessment identified three additional issues as being
critical to the economic future of the CBD. These issues are:

» The need to build erganizational/institutional capacity for implementation,

particularly given the city’s fiscal constraints and the limited staff resources available
to the GEDP;

¢  Quality-of-life factors that affect economic development, such as crime, poverty, and
the perception that the CBD is an unsafe place; and

® The need for positive public relations and a proactive marketing campaign to
counteract the negative image of Easton’s CBD that has developed over the years.

Vision and Strategic Initiatives
The economic development Vision for the future of the CBD builds on the resulis of the
existing conditions and trends assessment, previous planning efforts sponscred by the ciry,

and the momentum generated by current and pending investments, Simply stated, the
Vision is:

A Central Business District that capitalizes on its assets - a strategic location, magnificent
natural setting, visitor astractions such as State Theatre and Tiwo Rivers Landing, and rich
history and heritage ~ to reinforce its role as a regional destination that atiracts new residents,
visitors from inside and outside the Lehigh Valley, and workers.

Three strategic initiatives are proposed in support of the Vision to increase the downtown
population, thus strengthening opportunities for existing retailers and generaring demand for
additional quality retailers, destination restaurants, and other supporting services. Targeted
towards the key opportunities identified by the market analysis, these ininatives are:

1. Promote new market-rate housing;
2. Increase visitation to existing artractions; and

3. Reinforce Easton as a regional employment center.
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Action Plan

The action plan lays out a framework for coordinated action by the GEDP, the City of
Easton, and other public and private partners to achieve the economic development vision.
The proposed actions are organized into three general timeframes: short-term (year one),
mid-term (years two to four), and long-term (year five and beyond).

Short-Term Actions (Year One)
The short-term actions focus on four critical areas that need to be addressed to lay the
groundwork for implementation of a coordinated economic development strategy in

subsequent years. Three of these areas relate to the key issues identified by the existing
conditions and trends assessment.

*  Quality of Life: Take immediate steps to address quality-of-life issues, including an
increased focus on crime and security; enhanced code enforcement and maintenance;
and improvements to the physical appearance of the CBD,

¢ Capacity Building:

—  Define roles, responsibilities, and partnership arrangements for plan
implementation, starting with a downtown economic development summit
sponsored by the GEDP and the city

—  Use the city’s upcoming update to the Zoning Ordinance as an opportunity to
revise regulatory requirements and procedures to facilitate economic development
in the CBD

— Develop a complete commercial property database and a dara collection and
monitoring system to obuain critical market data for the CBD on an ongoing
basis

== Identify financial and other incentives to be used to “jump-start” priority
revitalization projects through public/private partnerships

» Marketing: Develop a unified marketing and communications strategy to reach the
three target markets (residents, visitors, and businesses) and highlight the progress
being made in downtown revitalization, using mechanisms such as media releases,
city newsletters, a dedicated website, erc.

* Canalytic Projects: Identify and conduct financial feasibility scudies for “caralyric”
residential/mixed-use projects (i.e., projects that will have the greatest effect in
generating momentum for additional private investment).

Mid-Term Actions (Years T B
The mid-term actions address the three strategic initiatives/target markets (market-rate
housing, increased visitation, and increased CBD employment). They also include priority
capiral investments to support the target markets.

* Market-Rate Housing:

— Based on the financial feasibility studies, initiate catalytic residential/mixed-use
projects in the downtown core through public/private partnerships (rarget: 100
to 150 new housing units in the mid-term timeframe)

Provide incentives as nccessary for catalytic projects to reduce invesement/

developer risk

— Assist in marketing catalytic projects as part of the broader CBD marketing
campaign

Summary
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Increased Visitation:

— Initiate a rezail recruitment strategy (marketing, incentives, etc.) to attract

destination retail stores and restaurants (target: a cluster of eight to ten restaurants

occupying a minimum of 20,000 square feet in the 300 and 400 blocks of
Northampton Street)

— Drawing on successful models from other cities, explore creation of an “artists’
relocation program” to attract artists to move to Easton and its CBD

— Building on ongoing marketing efforts, develop a working partership designed

to increase visitation to Easton's existing attractions

Increased CBD Employment:

Undertake an “industry cluster analysis” to identify types of office/employment

uses that could be attracted ro the CBD, with a likely focus on governmental
functions and related professional and business service firms

Develop and implement a business recruitment strategy targeted towards the

office/employment types identified by the industry cluster analysis (targer: 25,000

to 50,000 square feet of office absorption in the mid-term timeframe)
Supporting Capital Investments:
- Implement streetscape improvements along 3 Street and Northampton Street
connecting to Lafayerre College’s ongoing revitalizarion initiatives, with the

objective of promoting increased interaction between the college and the
downtown core

— Implement trails and other recreational improvements along the Bushkill Creek
corridor, connecting to the Lafayette College revitalization area and trails along

the Delaware and Lehigh riverfronts
Redesign Centre Square to improve its function as a community gathering/
activity space

S. 3" Street/Lehigh River Bridge and US 22/N, 3 Street

Long-term actions are considered important to the long-range future of the CBD, but
are likely to be deferred until the mid-term strategic initiatives have been successfully

implemented. Because the action plan is considered to be a Aexible guide to decision-making

that can be adjusted to respond to changing circumstances, this does not preclude earlier

action on selected projects (e.g., if significant developer interest emerges in waterfrone area
redevelopment).

» Waterfront Development: Develop an improved riverfront park along the Delaware

and Lehigh Rivers in conjunction with boulevard enhancements to Larry Holmes
Drive, thus creating a “showpiece front yard” for the CBD

Lehigh River Gateway Redevelopment: Redevelop underutilized commercial uses in
the vicinity of the S. 3% Streev/Larry Holmes Drive intersection for residential/mixed

uses

Passenger Rail Service: Work to establish future passenger rail service from New
York Cicy/Northern New Jersey vo Phillipsburg/Easton, starting with participaton
in the current 1-78 Corridor Transit Study currentdy being led by the North Jersey
Transportation Planning Authority

Implement visual improvements and cleanup to two major gateways to the CBD:

Surmmary
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In addition to the short, mid, and long-term timeframes, the action plan incorporares a
recommended phasing strategy for addressing the three geographic focus areas:

1. First and foremost, address the Northampton Street corridor and quality-of-life issues
in particular to support existing investment being made in the downtown core, such

as the Eastonian condeminium project, and to reinforce key anchors such as the State
Theatre and Two Rivers Landing/Crayola Factory.

2. Second, address the Bushkill Creek corridor to leverage ongoing and pending
investments being made by Lafayerte College and the Commonwealth of
Pennsylvania and link them to the Northampton Street corridor and downtown core.

3. Address the Delaware and Lehigh riverfronts, which are underurilized assets, over the
longer term.

With its strong assets and the momentum for change generated by cucrent investments,
Easton’s CBD is well positioned for revitalization. This Economic Development Plan
oudines the steps that can be undertaken by the GEDP, the city, and public and private
sector partners to cnable the CBD 10 reach its full potential. Implementing the plan will
require not only concerted and coordinated action by a range of partners, bur also public
investments for improved downtown services, capital improvements, and incentves needed
to move private development projects forward. As the catalyst for economic development

in the greater Easton area, the GEDP will require increased staff and other resources if is to
successfully lead the overall effort. The result will be a revitalized CBD that once again serves
as a thriving center of activity, artracting residents, visitors, and workers from Easton, the

Lehigh Valley region, and beyond.




1.0 INTRODUCTION

Similar to downtowns throughout the country, the City of Easton's Central Business District
(CBD) faces the challenge of “reinventing” its economy in the face of suburban competition,
limited regional growth, and national socio-economic trends. The CBD has considerable
assets to support revitalization, and economic development plans and initiatives over the past
decade or so have helped to generate significant public and private sector investment. At the
same time there are significant challenges to overcome if its potential is to be fully realized.
The purpose of the Economic Development Plan is to provide a framework for action by
the Greater Easton Development Partnership (GEDP), the City of Easton, and other public

and private partners to guide and sustain the continued revitalization of Easton’s CBD. This
framework includes:

* A unifying vision and strategic initiatives to achieve a prosperous and sustainable
economy for the CBD; and

» A plan for action by the GEDE the ciry, and their partners to achieve the vision.

The study area for the Economic Development Plan includes Easton’s traditional downtown
(bounded by Bushkill Creek to the north, the Delaware River to the east, the Lehigh River
and Washington Strect to the south, and 6* Street to the south) plus the Bushkill Creek
corridor west to the Simon Silk Mill property (Map 1). The plan has three geographic focus
areas within the larger study area:

® The Northampton Street corridor from Larry Holmes Drive to 6 Street

* The waterfront (Larry Holmes Drive) from Bushkill Drive to 3% Street

»  The Bushkill Creek corridor from 3™ 1o 13% Streets

While the Bushkill Creek corridor is not part of the traditional downtown, it is included
in the study to address its potential to support revitalization of the CBD, taking in account
the considerable investment being made in the corridor by Lafayette College and the

Commonwealth of Pennsylvania and the recommendations of the Bushkill Creek Corridor
Enhancement Study, prepared by Land Concepes in 2003,

‘The planning process for this Economic Development Plan consisted of four overall tasks:

1. Task 1 (Understanding the Situation): A comprehensive assessment of physical,
demographic, and real estate market conditions and trends pertinent to the economic

future of the CBD was conducied by the consultant team, focusing on Iu]r issues and
oppertunities for economic revitalization.

2. Task 2 (Strategy Development): In January 2006, an Economic Strategy Charrette
(workshop) was conducted with GEDP representatives and key stakeholders to

review the results of Task 1 and establish strategic directions for the economic future
of the CBD.,

3. Task 3 (Preliminary Action Plan): In this task the strategic directions established in
Task 2 were developed into a preliminary economic development action plan.

Introduction 1



4. Task 4 (Economic Development Plan): In this task the results of the previous three
tasks are integrated into a comprehensive Economic Development Plan.

Chapter 2.0 of this plan presents the results of the first task, including an overview

of physical conditions {the CBD's context and location, narural resources, and built
environment), demographic and market rends (population, consumer spending, tourism/
visitation, and residential and commercial development activity), and development
opportunities related to the market and physical conditions. It also addresses three key issues
that emerged during the planning process as critical to the economic furure of the CBD:

¢ The need to build organizational and institutional capacity for implementation
¢ The need to address quality of kife factors

¢ The need to market a more positive image of Easton and its downtown

Chapter 3.0 presents an overall economic development vision for the CBD's future with
supporting strategic directions. The strategic directions comprise broad initiatives directed
toward three target markets — market-rate housing, increased visitation, and increased CBD
employment - selected based upon the market study results, Given the key finding of the
Economic Development Review of the City of Easton (Keystone Municipal Services, January
2006) that the ciry lacks a clear statement of where it is headed and what its vision is of the
future, this chapter is vitally important to establishing a unifying framework for efforts to
revitalize the CBD. It can also inform a more comprehensive future effort to develop a vision

and direction for the city as a whole as recommended by the Keystone Municipal Services
study.

Chapter 4.0 lays our a plan for coordinated action to achieve the economic development
vision for the CBD. Consistent with its mission “to be the catalyst for vibrant, successful
economic development throughout the Greater Easton Area,” the GEDP has the primary
responsibility for moving the plan forward in partnership with other agencies. At the

local level, the City of Easton will need to marshal its resources to address quality-of-life
issues in the downtown and to provide incentives for priority development projects. At the
regional level, the Lehigh Valley Economic Development Corporation will need to contnue
its support of GEDP and economic development in Easton by providing assistance in
implernenting the identified initiatives and actons. Other public and private sector entities
(e.g., the Commonwealth of Pennsylvania, County of Northampton, Greater Lehigh
Valley Chamber of Commerce, Two Rivers Landing/Crayola Factory, State Theatre, Easton

Redevelopment Authority, etc.) will also have important roles to play as described in the
action plan.

maj
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2.0 EXISTING CONDITIONS AND TRENDS

This chapter presents an overview of existing conditions in Easton’s CBD, including physical
conditons (context/location, natural resources, and built environment), demographic

and market trends (population, consumer spending, tourism/visitarion, and residential/
commercial development activity), development opportunities related to the market and
physical conditions, and three other key issues considered critical to the economic future of
the CBD. Supporting maps and tables are provided at the end of the chaprer.

2.1 Physical Conditions

Easton is a small city located in the Lehigh Valley area of Pennsylvania that covers less

than four square miles (approximately 2,400 acres). According to 2002 data, land uses
include residential (806 acres, 33% of the Ciry's total land area); commercial {59 acres,
2%); industrial (64 acres, 3%); transportation, communications and utilities (756 acres,
31%); warehousing (46 acres, 2%); public or institutional uses (222 acres, 9%); and parks/
recreation (415 acres, 17%). The study area for the Economic Development Plan includes
the CBD (located in the east central part of the city between the Delaware River and 6%
Street) and the Bushkill Creek corridor between 3% and 13® Streets (running along the
northern edge of the CBD and extending west towards the western city boundary). The

study area encompasses approximately 310 acres of land, including 150 acres in the CBD
and 160 acres in the Bushkill Creek corridor.

Easton and its CBD possess some major physical asscts that many other cities of similar size
lack, including a strategic Jocation and rich natural and historic resources. Other important
factors related 1o the physical environment of the CBD include zoning and the condition
and use of existing buildings. Physical conditions in the CBD are summarized below.

Location (Map 2)

¢ Easton benehits from a strategic location at the “gateway” to the Lehigh Valley and
Pennsylvania via 1-78 from New York City and other points to the east. Other key
roadway linkages in and near Easton and its CBD include US Route 22 to the east
and west, State Route 611 to the north and south along the Delaware River, and Stare
Route 33 1o the north {connecting to 1-80). Northampton and 3% Streets provide the

CBD with excellent east-west and north-south roadway access to the regional highway
nerwork.

¢ Easton's location provides easy access to outdoor recreational resources and other
destinations such as the Poconos and Delaware Water Gap.

¢ Easton is located at the hub of a historic rail transpertation system thar carried both
passengers and freight up to the 1980s. Although Easton is no longer served by
passenger rail, the rail infrastructure semains in place and the Southeastern Pennsylvania
Transportation Authority (SEPTA) and New Jersey Transic have wrackage rights that

Existing Conditions and Trends
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extend close to the Lehigh Valley region. Reestablishing passenger rail service would
greatly enhance the accessibility and markeeability of the Easton CBD.

Prior to the advent of the railroad the Delaware and Lehigh Rivers and Canals served

as the major wansport routes for goods and people. Easton became a commercial and
transportation center of national importance because of its location at the crossroads of
these two river/canal systems. Today the City is located at the center of the Delaware and

Lehigh Canal National Heritage Corridor, established in 1988 1o preserve and interpret
the rich history of the six-county region.

Natural Resources (Map 3)

Easton’s location at the confluence of the Delaware and Lehigh Rivers surrounded by

steep hillsides provides a magnificent natural serting. However, the Lehigh and Delaware
riverfronts are underutilized and remain isolaved from the CBD.

A tributary of the Delaware River, Bushkill Creck is another significant waterway that
completes the definition of the CBD by water on three sides. The 2003 Bushkill Creek
Corridor Enhancement Study identified the Bushkill Creek Corridor as “a tremendously
underurilized asset” that “can provide an exceptional open space resource and recreational

opportunities within the City and connect to an extensive regional trail and bikeway
system.”

The regulatory (100-year) loodplain associated with the Delaware River, Lehigh River,
and Bushkill Creck is a significant constraint to riverfront development in the CBD.

While not a regulatory constraint, the 500-year floodplain covers a significant portion of
the CBD inland of the 100-year floodplain.

Steep slopes make walking difficult in portions of the CBD and form a significant
physical barrier between the CBD and Lafayette College (located on College Hill across
Bushkill Creek from the downtown) and the Northampton County Courthouse complex
{also located on a hill above the downtown core).

Built Environment (Maps 4, 5)

Most of the CBD is located within the Easton Historic District, a relatively intact
Victorian commercial/residential center containing a historic building stock that
represents the dynamic growth and wealth of Easton in the 19 century. A designated
local as well as National Register district, the Easton Historic District is an important
asset that, combined with the outstanding natural setting, creates a distinctive "sense of
place” for the CBD.

Most of the CBD is zoned Business Regional Trade (B-RT). Other zoning designations
include Residential High Density {R-HD)}, Business General Office (B-GO), the
Riverside Drive Development Districe (R-DD — former Urban Renewal Area) along

Larry Holmes Drive, and Industrial General Limived (I-GL) along the Bushkill Creek
Corridor.

The zoning districts covering the CBD are conventional “Euclidean” (single-use) districts
that do not provide sufficient fAlexibility to accommodate the mix of uses characteristic

Existing Conditions and Trends




of healthy and economically diverse downtowns. For example, the Business Regional
Trade {B-RT) district does not permit residential uses other than mid-rise, high-rise, and
mixed residential/business buildings, thus making the inventory of historic single-family
dwellings covered by the zoning ordinance nonconforming uses. Further, the Business
General Office (B-GQ) district does not permit any single-family uses {other than mixed
residential/business by special exception) while the Industrial General Limited (I-GL)
district is an obsolete zoning district applied to the Bushkill Creek Corridor. The city
has secured funding to revise its Planning and Zoning Code, which is a critical step in
ensuring sufficient flexibility in zoning and codes as specific clements of the Economic
Development Plan are implemented.

Based on a preliminary building inventory prepared by the City of Easton Deparument
of Planning & Development in association with Lafayette College, downtown Easton
contains approximately 982,500 square feet of commercial building stock in roughly 85
properties. It should be noted, however, that complete information on gross building area
as well as sales or leasing data is not available for numerous properties in the inventory.
This suggests the need for development of an accurate database (linked to the Ciry’s GIS
database) that provides a detailed, thorough inventory of properties in the CBD. This
inventory would be used both as a marketing tool oriented towards prospective investors
or users and as a way to understand market trends in specific uses such as retail and office

OVET [IMme.

The majoriry of buildings in the CBD} are in good to excellent condidon. Vacant
interiors — specifically vacant storefronts — tend 1o have the strongest negative effect on
the downtown area. While many buildings could use fresh paint and new windows,

very few could be considered dilapidated or beyond repair. Most of the architecturally
outstanding structures appear to be well cared for. However, many commercial properties
in the CBD have building footprints thar are insufficient in size for today’s recailers,
suggesting that Hexibility in combining storefronts may be required as a means of
artracting new retailers to the downtown.

A number of buildings — primarily on the 400 and 500 blocks of Northamprton Sereet

— have been restored bur stand vacant awaiting tenancs. In addition, several buildings
around Centre Square and in the 200 block of Northampton Street have recendy been
converted to apartments with ground floor restaurants. The northeast quadrant of

the CBD and the adjacent portions of North Third and Northampton Streets have a
strong urban fabric with a diverse mix of commercial uses and outstanding 19* century
architecture, In the southern portion of the CBD, particularly along Larry Holmes Drive,

suburban-style buildings from the Urban Renewal era of the 1960s and 1970s contribute
litde to the historic urban form of Easton.

Most buildings in the Bushkil! Creek corridor are undistnguished warchouses or similar
industrial/commercial with associated parking lots. Lafayette College’s new Williams
Visual Arts Center demonstrates that there is potential for adaptive reuse of these
buildings. The Simon Silk Mill complex contains some outstanding examples of late 19*
and early 20* cenrury industrial buildings that are candidates for renovaton.

Existing Conditions and Trends
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Of the estimared 982,500 sq. ft. of commercial building space identified in the
preliminary inventory, about 619,000 (639%) are classified as “for lease,” “for sale,” or “for
sale or Jease,” based on visual surveys conducted by Lafayerte College as part of creation
of the inventory database, This space is distributed as follows:

~ Roughly 160,000 square feet are vacant and “available for lease” according to the
data.

- Another 26,000 square feet are available “for sale or lease.”

~ About 265,700 square feet in various buildings are identified as available “for
sale” according o the data.

=~ The remaining space (approximately 167,000 square feet) was not categorized.

If the invenrory is accurate, it reflects a portrait of a business district in significant
transition, with apparent occupicd space totaling approximately 363,500 square feet.
Based on visual surveys, the majority of the vacant space is located on the upper floors
of buildings. A more precise survey of the CBD’s building stock will allow for thorough
analysis 10 understand trends and nuances related to leasing activity/absorption, building
sales, property conditions, and the like.

Based on review of the preliminary inventory and windshield observations, it would
appear that available space is focused in the following locations:

~  Northampton Street: Northampron Street is one of the geographic focal areas
of the plan. Based on partial data only (i.c., information was available on only
nine of 23 properties in the city’s database), the street contains 121,000 sq. ft.
of commercial space, of which 59,900 sq. ft. (49.5%) are available for sale or
lease. Reported rental rates in buildings available for lease range from $7 to $16
per sq. ft. Appropriately, the GEDP'’s Main Street program will focus its retail
revitalization efforts on this corridor.

~  Centre Square: Of approximately eight properties surveyed on the square - the
symbolic heart of downtown Easton — about 25,000 sq. ft. are available for lease
(likely including both street- and upper-level space). Lease rates are reportedly in
the range of $13 to $15 per sq. fr.

—  South 37 and South 4* Streets: The inventory provided partial data for five
properties along this primary entryway to the CBD (paired access to Route 22),
identifying 22,500 sq. fr. of property available for lease or sale out of an inventory
of 130,000 sq. fr. Two of the CBD's largest buildings — and iconic structures in
their own right ~ are the Alpha Building (60,000 sq. ft.) and The Plaza on Cenrtre
Square (48,000 sq. ft.), located on Centre Square at South 3% Street. Reported
commercial rents fall at the upper-end of the range noted above ($13 to $15 per
sq. fr.).

The building inventory provides only limited information on vacant space in the other

rwo geographic focus areas: the Bushkill Creek corridor and the waterfront (Larry
Holmes Drive).

~ Exisling Conditions and Trends
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* Because Easton is a developed city, future development opportunities are associated
with previously developed properties that are vacant or utilized for low-level uses such
as surface parking and storage. As shown on the Susceptibility to Change Map (Map
5), significant concentrations of these properties are located along the warterfronts of
the Lehigh River, Delaware River, and Bushkill Creek. Other vacant or underutilized
properties are scattered throughout the CBD, representing site-specific infll
opportunities. As shown on Map 5, a2 number of such projects are planned or underway
and will generate momentum for additional reinvestment in the CBD.

¢ Easton's stunning geographic setting ensures that visitors from every direction are
greeted with a dramaric entry to the city. From a distance, church steeples and Victorian
townhomes project the image of a historic and dignified ciry. Cressing the Lehigh and
Delaware Rivers provides scenic vistas while the approach on US 22 along Bushkill
Creek is a unique experience. The Northampion Sueet Bridge is a national engineering
Jandmark and provides a classic vista of Centre Square’s victory column.

¢ Despite the city’s outstanding natural setting, the gateways and corridors leading into the
CBD are in need of improvement. The §. 3" Street gateway across the Lehigh River is
framed by automobile-oriented uses and a hotel of marginal quality. The US 22 gateway
on N. 3 Street is characterized by industrial uses, a confining highway embankment,
and an uninviting overpass. Entering the city from the west on Northampton Street,

the visitor encounters check cashing operations and the parking lot of the Central Fire
Station.

e With its victory column, Centre Square serves as a unifying visual element for both the
Third Screes and Northampion Street corridors. The square itself, however, is an island

separated from the surrounding urban fabric by an expansive traffic circle and parking at
the corners,

» Larry Holmes Drive follows the Lehigh and Delaware Rivers and serves primarily as a

high-speed bypass for Route 611, This road is fronted by many surface parking lots and
divides the city from its warterfront.

2.2 Demographic Profile and Market Conditions

The objectives of the Economic Development Plan include the following:
» Provide GEDP and the Ciry with a realistic assessment of market conditions;

» Assist the City in understanding the marker dynamics associated with revitalizadon
initiatives; and

»  Assess overall development potentials as a basis for identifying specific strategies to
implement the plan,

These objectives are intended to inform public policies and the critical decisions that city
leaders must make as they continue to focus on downtown revitalization and implement
strategies to strengthen the economy of the city as 2 whole. To meet these objectives, the
consultant team examined demographic and economic trends and characteristics for various
jurisdictions, including the city in its entirety, the two other largest municipalides in the
Existing Conditions and Trends 8




Lehigh Valley (Allentown and Bethlchem), and Lehigh and Norchampton Counties. Growth
trends and forecasts were reviewed for specific factors such as population, houscholds, age

composition, employment, household incomes, retail sales, and other appropriate economic
indices.

This analysis focused on those variables that “drive” demand for various uses such as new
housing, supporting services such as retail, and employment sectors such as office. It was used
to inform subsequent testing of specific uses to guide the implementation strategies included
in the Economic Development Plan. The following text synthesizes key findings based on
research from public and private data sources.

Relevant data are detailed in Tables 1 through 21 and accompanying graphics at the end of
the chapter.

Population and Households

¢ Easton’s population has exhibited a gradual decline since 1960 as a result of ourward
population growth and suburbanization of Northampton Counry. In fact, the City’s
population decreased from 31,900 in 1960 to approximately 26,200 in 2003 — a decline
of 18% and a loss of 5,800 residents. (By comparison, Bethlehem lost only 2,800
residents — a 4% decline — and Allentown lost 2,400 residents - or 2% — during this

period). The 2000 Census reported 1,000 vacant housing units in the City, more than
10% of the City's housing stock.

¢ Current (2005) population estimates prepared by ESRI Business Information Solutions
(a demographic forecasting service) suggest that the City's popularion has increased since
the 2003 state count to almost 27,300 residents in 10,000 households, a gain of 1,000
over the past two years. {As detailed below in Table 15, however, a review of historic
building permit activity does not support a population increase of this magnitude).

» Like many municipalities across the United States, it is likely that any recent increases
in population in Easton can be attributed to diversifying racial and ethnic composition,
particularly an increase in the number of Hispanic/Latino residencs. These immigrant
groups may or may not be counted depending on immigration status (see Table 8).

¢ Over the next five years, ESRI forecasts that the Ciry's population will increase by more
than 1,450 residents in 675 houscholds o 28,700 (a growth rate of 5%). The state
projections for 2010 suggest a far smaller increase to 26,300 (a growth rate of only
0.3%). A critical means of ensuring that downtown revitalization in Easton is successful
is to increase the number of downtown housing units, whether in new construction or
rehabilitation/conversion of existing structures. Of course, new housing may also occur
on vacant/undeveloped sites. According to the Planning Department, in 2002 Easton

contained approximartely 70 acres of vacant land that may or may not be developable due
1¢ environmental factors.

¢ During the stakeholder interviews, it was nored thar Northampton County appears to
be benefiting from outward population growth/movement from the New York City
metropolitan area, in part as a result of lower-priced housing. This anecdotal evidence
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was confirmed by U.S. Census estimates released in March 2006 that Northampton
County has grown by more than 20,000 residents (7.5%) since 2000. Presuming this

trend continues over the next five years, it could be expected to benefit Easton and the
demand for new housing in the downtown area.

In 2005, the Ciry’s median household income was $39,990. Easton houscholds are
slightly wealthier than their Allentown counterparts ($38,300), but less affluent than
households in Bethlehem ($43,400). The City’s most afuent neighborhoods include
those on College Hill near Lafayette College. Over the next five years, household incomes
in Easton are forecast to increase by almost 20% to $47,700, suggesting real income

growth above the current rate of inflation. This is a key determinant in the locational
decisions of retailers,

Consumer Spending

As illustrated in Table 14, Easton and Allentown houscholds exhibit similar expenditure
patterns but both jurisdictions lag behind their Bethlehem, Northampron County, and
Lehigh County counterparts. For example, Easton households spend $12,422 per year
on grocerics, eating out, clothing, furniture, entertainment, personal care products, and
computers. By comparison, Bethlehem houscholds spend $13,700 and households in
Northampton County spend $16,500 per year on retail goods.

Based on the consumer spending data Easton’s "buying power” totals approximately
$125 million per year for the Ciry’s approximarely 10,000 households. Of course,
these expenditures can be spent anywhere. The challenge is to identify appropriate

implementation strategies that reinforce the capture of these expenditures among existing
{and new) downtown retailers.

As a means of purting these expendirure levels into perspecrive, $125 million in annual
retail spending supports approximarely 500,000 sq. ft. of retail space, which is slightly
more than the size of Palmer Park Mall in Northampron County (this presumes annual

sales performance of $250 per sq. ft., which is considered a threshold sales level for
investment-grade tenants and properties).

Over the next five years, increases in both the number of households and household
incomes in Easton could be expected to generate an additional $34 million in new
buying powes. It is estimated that this added buying power could support up 1o 135,000
square feet of retail space, irrespecrive of location.

Residential Development Activity

As illustrated in Table 15, the City issucd an average of 17 building permits per year for
new residental dwelling units between 2000 and 2004, accounting for only 1% of all
new residential development in Northampron County. (For the 10-year period between
1993 and 2002, the City issued an average of 24 permits per year for new housing starts.)
Notably, according to HUD, not a single permit for new residential development was
issued in Easton in 2004. While the limited availabiliry of land has some effect, it is likely

thar the City’s weakened economy and fiscal conditions play an equally significant rulc in
limiting the amount of new housing.

Exisling Conditions and Trends
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By comparison, revitalization efforts in Bethlehem have sparked momentum in the
residential sector, with almost 800 new dwelling units permitted berween 2000 and 2004
(155 permits per year). Greater population growth as a result of ongoing suburbanization
in Northampton County has led to significantdy greater development activity, with more
than 1,700 permits issued on an annual basis in the County since 2000,

According to property tax information supplied by the City, the study area for the
Economic Development Plan contains about 530 housing units on approximately 20.8
acres of land, an average density of about 25 units per acre. This is considered a fairly
dense development pattern for a city the size of Easton.

The property tax information also indicates that residential uses in the study area have a
current assessed value of more than $10.5 million, equating to a per-unir assessed value
of only $19,956. This limited valuation reflects the number of multi-family units in the

downtown area and also suggeses that Easton’s municipal valuartion is not at 100% of fair
market value.

An accurate and detailed inventory of available properties, whether vacant or
undeveloped sites for new infill construction and/or existing buildings that might
be appropriate for rehabilitation, is critical. As noted in the Action Plan (Chapter
4.0), the use of financial incentives for specific projects, particularly those involving
undercapitalized developers or property owners, will help 10 “jumpstart” near-term
development opportunities. The objective should be to create a “critical mass™ of

revitalization projects beyond the incremental activity represented by current projects
such as the Eastonian condominiums.

Employment Trends and Forecasts

A critical barometer in evaluating demand for various types of real estate is employment
growth. The following text and Tables 16 and 17 at the end of the chapter highlight relevant
employment trends and forecasts for Northampton County as provided by various sources,

including the Commonwealth of Pennsylvania Department of Labor, the U.5. Census, and
Woods & Poole, Inc., a demographic farecasting service,

Northampton County gained 11,500 new jobs berween 1995 and 2005 while Lehigh
County — the region’s dominant economic engine — added more than 32,000 new jobs.
Not surprisingly, Northampron lost 6,400 Manufacruring jobs {consistent with naticnal
wrends), but gained 4,400 jobs in Wholesale/Retail Trade. Gains were even greater in the

Services sector (7,400 jobs), reflecting the growth of professional and business services,
education, and medical jobs.

Based on employment forecasts prepared by Woods & Poole, Inc., a demographic
forecasting service based in Washington, D.C., Northampton County is expected to add
about 12,500 new jobs in various sectors over the next 10 years. The largest gains are
forecast in Services, Government, and Retail Trade.

One of the critical challenges that the City of Easton faces with respect to economic
development is the attraction of high-quality, well-paying jobs. Significant job creation

12
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among such sectors as Retail Trade and Services — chasacteristic of Northampton County's
changing job market between 1990 and 2005 — do not typically translate into high-paying
jobs. Thus the GEDP, Ciry (and other municipal officials from throughout the Lehigh
Valley), and appropriate private-sector business groups such as the Lehigh Valley Economic
Development Corporation need 1o continue economic development efforts that focus on
artracting, high-quality jobs to the region and to support public policies that reinforce the
respective roles of Easton (and Allentown and Bethlehem) as the region’s employment and

€ConNomic centers.

Tourism and Visitation

Promoting Easton as a visitor destination is an established strategy for the reviralization of the
CBD, as reflected in initiatives such as the Delaware and Lehigh Canal State and National
Heritage Corridor and the Crayola Factory at Two Rivers Landing. This strategy seeks to

capiralize on Easton’s location, historic and natural assets, and easy access to the northwestern
New Jersey, New York City, and Philadelphia markets.

Easton benefits from key autractions that draw visitors to the downtown area, including three
facilities that are especially important to the economic vitality of the CBD:

o State Theatre Center for the Arts: Built in 1910 to replace the 1873-cra
Northampton National Bank, this vaudeville theatre was expanded in 1925; its
interior design includes elaborate frescoes and gilding, Between 1930 and 1960, the
theatre evolved as a movie palace and, in later years, hosted rock concerts during
the 1970s. By 1981, the faciliry was threatened with demolition. A non-profit
organization was established to oversee a renovation, which commenced in 1986 with
$1.2 million in funds raised by the organization. The fundraising campaign raised
another $2.5 million in 1990 to undertake a comprehensive artistic renovation,
Today, the theatre has more than 100 shows per year and sells 120,000 tickets
annually, an increase over the 100,000 rickers sold in 1999-2000, Plans are underway
to underrake additonal improvements to the theatre’s public and support spaces.

o  The Crayola Factory: Opened in 1996, this 20,000 sq. ft. facility is located at Two
Rivers Landing on Cenure Square in downtown Easton. The museum reports annual
visitation on the order of 330,000 to 351,000 over the past six years. Artendance
peaks during July and August at 62,000 1o 70,000 per month, drops off substantially
during the fall to 13,000 to 19,000 per month, and ramps up in the spring due to
school groups, ranging from 22,000 to 34,000 per month between March and May.

o National Canal Museum and Heritage Area: This museum showcases the industrial,
transportation, and culrural history of the Lehigh Canal and Delaware River areas
of Pennsylvania. The facility, which contains a 10,000-volume library and a 50-seat
auditorium, provides lectures, touts, flms and educational programs. It also oversees
the hiking trails alongside the canal, and offers boat rentals and canal boar rides. It
shares space with The Crayola Factory at Two Rivers Landing. Estimated annual

attendance is reported at 325,000, although there is reason to believe that the acrual
figure is lower.
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Smaller artractions include:

*  Northampton County Historical & Genealogical Society: The society is a tax-exempt
institution overseeing several facilities, including the Illick Research Library, Nicholas
Children's Museum, Kressler Memorial Gardens, and the County Museum. There is
a 5,000-volume library. Artendance is estimated at 3,000 visitors per year. The former
Sigal’s department store on Northampton Street is currently being renovated to

house the Historical and Genealogical Muscum and Northampton County archival
collection,

e Lafayetie College Art Gallery/Williams Center for the Arts: Located on the campus
of Lafayetie College, chis small, 1,000 sq. ft. gallery hosts a variety of art exhibits,
including 19¢h and 20th Century American and British poruair and historical
paintings, Abraham Lincoln and Marquis de Lafayerte memorabilia, and 20th
Century contemporary prints. Anendance is reported at 8,600 per year.

Commercilal Development Activity

Available information on Easton's commercial (office and retail) inventory is limited to

the city’s property tax database. As a rule, smaller communirties like Easton do not track
commercial market activity such as leasing/absorption, rental rates, and available inventory.

Notably, the available information does not contain data on the indices critical to
understanding the overall health of the market, including leasing activiry/absorption, vacant
space, average rents, tenant characreristics, operating expenses, etc. Therefore, the consultant
weam used a number of other sources to assemble property data, including interviews with
individual property owners and developers, the Lehigh Valley EDC, Lehigh County Board
of Realtors, ESRI Business Information Systems, and the U.S. Bureau of the Census. Key
findings are summarized below.

* In 2003, businesses in the City of Easton generated roughly $1.1 billion in annual
sales volume across a range of categories, including wholesale and retail trade,
manufacturing, construction, professional and business services, finance and
insurance, lodging, arts and entertainment, transportation, education, utilities and
others. These businesses employ approximarely 8,250 persons. Wholesale and retail
wrade comprises the lion's share of this economic activity - $539 million in annual
sales volume (48%).

¢ The ESRI data was segmented to better understand economic activity in downtown
Easton, defined as the CBD from Bushkill Creek to the Lehigh River, and from
the Delaware River to 7% Street. In 2005, businesses in the CBD generated roughly
$484.3 million in annual sales volumce and employed almost 4,700 workers. Public
administration (government) accounts for the largest share of employment (1,500
jobs), with Wholesale/Retail Trade, Information, and Health Care/Sodial Services
comprising the second and chird largest activiry generators, respectively.

* According to the property tax database, the study area includes approximately
1.5 million sq. ft. of land (34,5 acres) devoted to commercial retail, service, or
professional uses, located on 17 commercial streets and around Centre Square.
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Another 4.1 acres support cultural and entertainment uses, such as the State Theater
and Crayola Factory, and 8.65 acres of land are devoted 1o government, warchousing
or vacant/underutilized parcels.

* Because the database provides only partial data on the amount of commercial space
in the study area, an accurate analysis cannot be undertaken at the present time. For
example, there is no precise way to gauge actual productivity of retailers in downtown
Easton (sales per sq. ft.) as a means of understanding which retail/merchandise
categories are healthy by benchmarking them against industry standards.

¢ Based on limited information on rents provided by stakeholders and the property
tax database (generally ranging from $7 to $16 per sq. ft.), annual sales performance
(using industry standard ratios of approximately 10% of rent-to-sales) would
be approximately $70 to $160 per sq. fr. This would suggest that many of the
downtown’s retailers are marginal and undercapitalized, as investment-grade retail

typically performs in the range of $250 and higher on a per square foot basis in
today's retail economy.

» Sales performance and degree of capitalization are two measures considered crirical in
identifying future opportunidies for retail development. More detailed resting will be
required as specific revitalization initiatives move forward.

2.3 Development Opportunities

Near-term development opportunities in the Easton CBD are based on a combination

of economic (market} and physical factors. The degree of market demand potentially
available for different uses (e.g., new housing) as discussed above is key to identifying these
opportunities. Physical factors that influence the ability of market potendals to be realized
include the amount of vacant or underutilized land available, buildings that may lend
themselves to reuse or as redevelopment sites, and amenities such 2s the CBD’s natural
waterfront setting and historic building fabric. In addition, publicly provided amenides such
as parking, streetscapes, or gateway improvements can be used to leverage investment by the
private sector.

Market Opportunities

A market analysis has been conducted to identify market opportunites. This analysis
provides the foundation for the economic development plan by identifying the range of uses

that are considered to be supportable in the local market. In addition, the market analysis is
used to:

e Identify economic indicarors, such as employment growth, that affect demand for
real estare;

» Evaluate the advantages and disadvantages of Easton: what do developers and

“ourside eyes” {investors, tenants) look for? 3
®  Test market potentials and indicate strategies to implement the plan; and
* Inform public policies and decisions critical to revitalizarion, including incentives.
Existing Conditions and Trends
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There are two fundamental ways of testing the potential for real estate development. The first
is the market analysis, which identifies appropriate indices or "drivers” designed o measure
and create fundamental sources of demand for housing, workplace uses such as office space,

community and supporting uses such as retail centers, and the like. In other words, it
identifies how much market is available to support such uses.

As GEDP and its partners move toward implementation of the action plan outlined in
Chapter 4.0, the second way of testing the potential success of real estate — financial analysis
— will be critical. Beyond the preliminary financial analysis of a potential catalytic project
provided as a separate part of this study, additional studies wilk be required to measure the
feasibility {in the eyes of a developer or investor) and to identify the capacity of a specific use
or project 1o support various costs such as land acquisition. Moreover, the studies identify
how much a developer might be willing to contribute to funding cerrain public objectives
identified in the plan (e.g.. constructing public realm elements such as civic spaces, utilities,
other infrastructure improvements, etc.) Such feasibility studies are intended to demonstrate
to the privare sector that specific uses and/or sites such as redevelopment of certain buildings
or parcels in downrown Easton are attractive investment targers/locations.

Importantly, if the financial analysis reveals that certain uses are not feasible, it will help
inform decisions that GEDP, the Ciry of Easton, and its partners must make on the use
of incentives that may be necessary to mitigate the risks associated with those uses. This
information will also help the city and its partners make public investments to leverage the

desired rypes of private development identified in the plan, pardcularly in locations that may
be considered less marketable today.

Market Opportunity: New Housing

A critical mass of housing is key to the ongoing reviralization of downtown Easton. Housing
strengthens downeown Easton as a destination, enhances adjacent neighborhoods, fosters
demand for other uses such as convenience/service retail, and reinforces the CBD as a viable
business address with a proximate labor supply and consumers with disposable incomes.
New, market-rate housing must successfully compete in the markerplace 1o attract both
owner and renter houscholds to downtown. At a minimum, any new housing will require
high-quality unit amenities and finishes as a means of capruring a greater share of this market
segrent, As called for in the Acton Plan (Chapter 4.0), qualicy-of-life issues ~ including
crime/securiry, cleanliness, panhandling and homelessness — must be addressed to improve
the overall markeuabilicy of the CBD. Morcover, expanding the number of jobs in downtown

Easton (the third target marker, Easton as a regional employment center) will contribute o
the overall demand for new housing.

As previously noted, anecdotal evidence and recent U.S. Census estimates suggest that
Northampton County is benefiting from outward population growth/movement from

the New York City meuopolitan area, in part as a result of lower-priced housing, In fact,
according to IRS data, between 1999 and 2004 more than 31,000 persons migrared to
Northampton County. Lehigh County residents comprised fully one-third of this total,
followed by five counties in northern New Jersey (18%), such as Warren, Hunterdon, and
Middlesex. Presuming this trend continues over the next five years, it could be expected to
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benefit Easton and the downtown housing market. Housing price points lower than other
locations in Northampron County o enhance marketability of the CBD are a key to this
strategy.

Forecasts prepared by ESRI Business Information Solutions project that the City of Easton
as a whole would gain about 650 new residents in the 45-59 year old cohort during the
2005-2010 period. This may bode well for the downtown housing market given that these
residents are cypically in their peak earning years and entering the "empry nester” stage of
their lives. The success of the Eastonian condominiums will be indicative of the potential for
additional downtown housing.

Presuming that the quality-of-life issues are successfully addressed, and thar specific strategies
are in place to identify candidate buildings, provide an appropriate package of financial
and/or regulatory incentives (particularly for undercapitalized developers or property
owners), and artract the interest of prospective developers and residents through a coherent
marketing straregy, the market analysis suggests that 175 to 250 units (about 50 units per
year on average) appear to be supportable over a five-year period in a combination of new
construction and historic rehabilitation projects. Market potentials are likely to include a

combination of rental/for-sale product oriented to young professionals and for-sale units for
empty nesters.

Market Opportunity: Enhanced Visitation

Easton is blessed with an array of visitor and cultural attractions that serve as anchors for the
downtown. As discussed, major facilities include the Two Rivers Landing complex, which is
home to the Crayola Facrory and the National Canal Museum, and the State Theatre Center
for the Arts, a magnificent historic structure that anchors the Northampton Street corridor
outside of Centre Square. Smaller venues include Lafayette College’s Williams Center for the
Arts, the Northampton Counrty Historical and Genealogical Society library, and others. In
addition, Easton is located ar the center of the Delaware and Lehigh Canal National Heritage
Corridor, established in 1988 to preserve and interpret the rich history of the six-county
region.

A small city such as Easton is quite fortunate to generate such significant visitor traffic — on
the order of 400,000 or more persons per year — to its CBD. The challenge, however, and

a key recommendation of the action plan, is to initiate a multi-pronged strategy thar 1}
addresses the quality-of-life issues identified elsewhere in this plan and 2) crafts a clear and
cohesive marketing package to “sell” the city's existing visitor and cultural atractions in the
performing arts. The consultant team does not believe that Easton needs any additional
visitor attractions; rather, it should market what it has more effectively. As the qua]irrof-]i&
issues are resolved, visitors (such as patrons to the State Theatre and Crayola Facrory) will feel
more comfortable spending time in the downtown. Extending the visitor's length of stay will
enhance market demand for supporting services such as restaurants and better-quality retail

and, over the longer term, promote some additional overnight visitation that benefits the
city's lodging facilities,
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Market Opportunity: Regional Employment Center
As previously noted, Northampton County is expected to add about 12,500 new jobs in

various sectors over the next 10 years. The largest gains are forecast in Services, Government,
and Retail Trade.

The office demand analysis conducted for this plan suggests two potential scenarios. In the
first, known as a Fair Share Scenario, downtown Easton maintains its current share of county
employment {approximately 4%). This scenario suggests that about 500 new jobs will be
created in the downtown over the next five years, which could be expected to translate into
demand for approximately 75,000 to 100,000 sq. ft. of commercial office space.

In an alternative scenario, known as the Induced Demand Scenario, momentum generated
by ongoing and continued successful revitalization initatives in the CBD will increase

the downtown’s share of regional employment. Based on national experience in small city
revitalization, this scenario suggests that CBD's fair share will grow, perhaps substantially.
A reasonable expectation would be 750 to 1,000 new jobs, which translates into demand
for approximately 150,000 to 200,000 sq. ft. of commercial office space in the form of new
construction and/or renovations of existing buildings. Absent significant intervention (such

as a new government agency locating in the CBD), however, it is unlikely that the induced
market potentials could be achieved in the short-term in Easton.

Market Opportunity: Supporting Retail and Restaurants

New housing, enhanced visitation (more visitors and longer stays), and increased
employment will generate support for addirional retail and restaurant activity in the CBD.
Concurrent strategies thar address quality-of-life issues as well as the provision of specific
financial and regulatory incentives should enhance the CBD’s marketability and overall
drawing power for additional retail development over time as well.

As previously noted, it is estimated that increases in houscholds and household incomes

in Easton could be expected 1o generate an additonal $34 million in new buying power
over the next five year, supporting up to 135,000 square feet of retail space. A successful
marketing and tenant recruitment strategy for downtown restaurants should seck to caprure
a minimum of 20% of this new retail spending. This could be expected to result in an
additional $6.5 to $7.0 million in new spending dowmntown, translating into roughly 25,000
to 30,000 sq. fr. of new space. (In addition, successful implementation of the economic

development initiatives outlined in this plan could also be expected to result in improved
sales among existing retailers).

Physical Opportunities (Map 11)

Private Development Opportunities

The urban form of Easton’s CBI) shapes the opportunities thar exist for private sector
development to meet demand for the different uses identified by the marker analysis.

Much of the CBD is located within the Downtown Historic District, which limits exterior
alterations to buildings but provides an arrractive context for development that occurs as
infill or adaptive reuse. Recent or pending development projects can generate momentum
for addidonal investment, Because Easton is a fully developed city, the most likely candidares
for development are previously developed properties that are vacant or utilized for low-level
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uses such as surface parking and storage. Referred to as uses most susceptible to change,
these properties are identified on Map 11. As described below, the largest concentrations are

found along the southern and northern edges of the CBD outside of the Downtown Historic
Distnct

Because the neighborhoods to the north of Northampton Street are densely built, most
development in the northern portion of the CBD will take place through the renovation

of existing properties. The Eastonian condominium project is the most highly visible

current example of adaptive reuse in the downtown, but several other properties along
Northampton Street and around Centre Square are also undergoing renovation. Furure
large-scale residential or mixed-use conversion opportunities exist with properdes such as the
Hotel Lafayerte and the Verizon Building on North Fourth Street. The recent closure of the
Rite-Aid on Centre Square provides the opporrunity to develop market-rate housing at an
outstanding, highly visible lacation.

There are also a few vacant properties and surface parking lots on the north side of
downtown that are available for infill construction. The largest vacant lot nordh of
Northampton Street is the Governor Wolf property on Larry Holmes Drive between

Spring Garden and Church Streets, This property is proposed to become an intermodal
transportation hub with commercial and residential uses as well.

The urban fabric south of Northampton Swreet, particularly along the Lehigh River and
Larry Holmes Drive, reflects past urban rencwal efforts and the decline of manufacturing in
Easton. Designated as the Riverside Drive Development District, this area contains many
surface parking lots and large, underutilized parcels that could be redeveloped for new

uses. The natural setting near the confluence of the two rivers makes this part of the CBD
desirable for new residential construction. However, floodplain constraints would make
development difficult but not impossible as ground floor commercial uses or concealed
parking could be used to elevate residential units above the 100-year flood elevation.

Additional development opportunities exist in the southwest quadrant of the CBD. Surface
parking lots provide the opporrunity for new construction of residential or office properties.
Some existing buildings could also be renovated or demolished to make way for mixed-

use residential and rerail development (e.g., the Marquis Theater and other single-use
commercial properties near Larry Holmes Drive between Third and Fourth Streets). New

office space in this area could take advantage of the municipal parking garage between Pine
and Ferry Streets.

With the Williams Visual Arts Center, Lafayette College has made significant investment
along North Third Street which should catalyze further investment along the northern edge
of the CBD. Snyder Street and Bushkill Drive contain many underutilized properties with
development potential that can capitalize on their adjacency to Bushkill Creek. Lafayette
College is preparing a master plan for property acquisition and redevelopment along the
south (Snyder Street) side of the creck. This pattern of underutilized properties extends along
Bushkill Creek west to the Simon Silk Mill Property, which is a prime candidate for adaprive

reuse. The distance of this properry from the CBD, however, limits its potential as 2 catalyst
for downtown investment,.
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Public Amenity Opportunities

Amenities that could be developed through public sector action to support private
investment include visua! improvements to major CBD entrances (gateways) and corridors
(streetscapes), as well as parkiand, recreational trails, and community gathering spaces.

The 1995 Center City Reviralization and Corridor Linkage Strategy (LDR, 1995) proposed
comprehensive urban design improvements throughout the CBD to promote revitalization.
Targeted improvements based upon analysis conducted for this Economic Development Plan
are shown on Map 11 and integrated into the action plan presented in Chapter 4.0.

2.4 Key Issues

In addition to the physical and socio-economic conditions and trends summarized above,
three key issues emerged carly and repeatedly during the planning process as being critical to
the economic future of the CBD. These issues are:

¢ Organizationaliinstitusional capacity for implementation: Easton has made significant
progress in building its economic development capabilities during the last year through
restructuring of the former Easton Economic Development Corporation into the Greater
Easton Development Parmership (GEDP), Moreover, commercial revitalization will be
supplemented with the designation of Easton as a “Main Street” community. However,
concerns have been raised by stakeholders regarding the availability of local resources
(staff and funding) to support these, and other, economic development initiatives,
Of particular concern is the financial/fiscal condition of the Ciry of Easton, which
obviously will have an important role to play in specific implementation strategies.
The capacity issue suggests the need for the implementation program to leverage both
public and private partnerships, identify creative sources of funding and incentives (both
directly from the City of Easton as well as the various economic development entities
in the Lehigh Valley, such as the Lehigh Valley Economic Development Corporation),
and focus on key, early-on actions that can be accomplished and that help to build
momentum for subsequent clements of the Economic Development Plan.

*  Quality-of-life factors that affect economic development: Three related issues — crime,
poverty/homelessness, and the perception thar the CBD is an unsafe place — are
consistently identified by stakeholders as threats or obstacles to the revitalizaton
of downtown Easton. While these issues are beyond the direct purview of the
Economic Development Plan and GEDP’s mission, they must be engaged as partof a
comprehensive community effort if the CBD is to be successfully revitalized. It should be
noted that some progress is being made to address these issues through various initiauves,
such as the West Ward’s Elm Street/Comprehensive Services Program. Significant
work remains 1o be done, however, and will require coordination among various city
departments as well as effective leadership from the city administration and other levels
of government as appropriate.

o Marketing/public relatsons: This issue largely relates to counteracting the poor image
of Easton that has developed over the years and which is reinforced by press coverage
that tends to focus on negarive events. Improving the overall image of the Cicy of
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Easton, and in particular its Central Business District, is key to successhul revitalization.
Discussions with stakeholders during the planning process have focused on “getting the
word out” through the press and other media on positive developments in the city, such
as the many projects that are moving towards fruition and the positive trends revealed
by the demographic analysis. A proactive, coordinated, and ongoing marketing strategy
is needed to improve Easton’s image and promote the city to prospective businesses,

residents, and visitors.
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Table 18: City of Easton Business Listings, 2005.

Number
Annua! Sales of
NAICS Category Volume Employees

Whaotesale Trade $328.013,000 379
Retail Trade $210,752,000 1,150
Manufacturing $129,005,000 564
Construction $83,169,000 257
Information $72,689,000 528
Professional, Scientific & Technical Service 471,574,000 379
Health Care & Social Service $53,355,000 752
Cther Services $52,605,000 BOE
Finance & Insurance $50,964,000 232
Accommodation & Food Service $25,882,000 449
Real Estate $18,005,000 6B
Administrative, Support, Waste Mgmt, Remediation $13,292,000 90
Arts, Entertainment & Recreation $9.849,000 83
Transportation/Warehousing $5,045,000 34
Educational Services $£1,038,000 867
Utilities $639,000 3
Public Administration £0 1,522
Total $1,125,876,000 8,255

Source: ESRI Business Information Systems, infol/SA and Economics Research Associates, 7005,

Table 19: City of Easton Business Listings, 2005,

Number
Annual Sales of
NAICS Category Volume Employees
Wholesale Trade 29% 5%
Retail Trade 19% 14%
Manufacturing 1% 7%
Construction 7% 3%
Infarmation 6% 6%
Professional, Scientific & Technical Service 8% 5%
Health Care & Socizl Service 5% 9%
Cther Services 5% 11%
Finance & Insurance 5% I%
Accommeodation & Food Service 2% 5%
Real Estate 2% 1%
Administrative, Support, Waste Mgmt, Remediation 1% 1%
Arts, Entertainment & Recreation 1% 1%
Transportation/Warehousing 0% 0%
Educaticnal Services 0% 1%
Utifities 0% 0%
Public Administration 0% 18%
Total 100%: 100%

Source: ESRI Business information Systems. InfolJSA and Economics Ressarch Associates, 2005,

Existing Conditions and Trends
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Table 20: Downtown Easton Business Listings, 2005,

Number
Annual Sales of
NAICS Category Volume Employees
Wholesale Trade $121,813,000 167
Retail Trade $110,874,000 694
Manufacturing $11,002,000 5%
Construction $30,516.000 117
Information $65,035,000 513
Professional, Scientific & Technical Service $36,010,000 217
Health Care & Social Service $30,233,000 498
Other Services $9,959,000 268
Finance & Insurance £31,056,000 180
Accommedation & Food Service $£16,890,000 314
Real Estate 19,008,000 49
Administrative, Support, Waste Mgmt, Remediation $2,488.000 36
Arts, Entertainment & Recreation $6,669,000 80
TransportatioryWarehousing $954,000 7
Educational Services $610,000 8
Utilities $639,000 3
Public Administration $536,000 1,494
Total $484,292,000 4,696

Source: ESRI Business Information Systems, InfolSA and Economics Research Associates, 2005.

Table 21: Downtown Easton Business Listings, 2005.

‘Number
Annual Sales of
NAICS Category Volume Employees
Wholesale Trade 25% 4%
Retail Trade 23% 15%
Manufacturing % 1%
Construction 6% 2%
Information 13% 1%
Professional, Scientific & Technical Service 7% %
Health Care & Social Service 6% 1%
Other Services 2% 6%
Finance & Insurance 6% 4%
Accommodation & Food Service 3% 7%
Real Estate 2% 1%
Administrative, Support, Waste Mgmt, Rermediation 1% 1%
Arts, Entertainment & Recreation 1% 2%
Transportation/Warehousing 0% 0%
Educational Services 0% %%
Utilities 0% 0%
Public Administration 0% 32%
Total 100%: 100%

Source: ESRI Business Information Systems. InfollSA and Economics Research Assodates, 2005.

Existing Conditions and Trends

51



Conditions and Trends

Existing C




10. Downtown Easton Vacant Space

M,
Ta
%
%,
L

b —m———

AN ST 7 w;ﬁi A Z5

| Downtown Easton Vacant Space

TYPE

M Industrial/Flex

@ Land

Exisling Conditions and Trends

&l



ing Conditions and Trends

Exist



Lot e R R PR I U8 3500, FA L

3.0 CBD VISION AND STRATEGY

3.1 Background

As described in Chapter 2.0, the Cirty of Easton and its CBD have considerable assets

on which to build a reviralization strategy: a strategic location at a major gateway o
Pennsylvania with easy access to the New Yotk City/northern New Jersey market; 2
magnificent natural setcing at the confluence of the Delaware and Lehigh Rivers; established
visitor attractions such as the State Theatre, Crayola Factory, and Narional Canal Museum;
Lafayerte College; a dedicated city administration, professional staff, and citizens working
to make Easton a berter place; and a rich heritage, including an historic downtown with

a strong sense of place. Moreover, a number of current private and public development
initiatives are generating momentum for positive change. Counterbalancing these assets

are several issues that have hindered ongoing revitalizaton, including crime and poverty,
visual blight and disinvestment in key locations such as gateways to the downtown, a poor
regional image, an unclear sense of direction regarding economic development, and a lack of
institutional capacity 1o promote and fund significant revitalization activities,

The January 2006 Economic Development Review of he City of Easton by Keystone Municipal
Services, Inc. asserts that the ciry lacks a clear statement of where it is headed and what ics
vision is of the future. A primary purpose of the CBD Economic Development Plan is to
establish such a vision for the downtown, one that integrates current assets, stakeholders’
expectations for the future, and a realistic assessment of what is possible given real estate
market conditions and trends. This vision establishes the “mandate” for the future of the
CBD (i.e., what does Easton want its downtown ro be?) and provides direction for acdon to
achieve the desired future (i.e., how do we get there?). It can be used as part of a “story” of a

revitalizing city that can be conveyed to prospective developers, visitors, residents, and others
to attract additional investment to Easton.

Previous planning efforts have proposed a vision and supporting strategies to promote
revitalization of Easton’s downtown. A Strategy to Make Downtown Easton a Destination,
prepared by Abeles Phillips Preiss & Shapiro, Inc. in 1993, identified the following Vision

Elements:
* A Quality Sening (Historic District, Cenrre Square, Warerfront, Hiils, Park);
» Anractions (Crayola Kids Center, State Theatre, Canal Heritage Corridor); and
* Diversity (Lafayetve College, Artist Live/Work, County Offices) result in

* A major tourist-oricnted, specialty-shopping district (specialty stores, restaurants,
hotels, and restored local and regional patronage).

The Center City Revitalization and Corridor Linkage Strategy, prepared by LDR International,
Inc. in 1995, reaffirmed the clements of the 1993 plan vision while intreducing the following

ideas:

* Increase the CBD's residential base through the conversion of existing buildings to
residential uses, new inhll development, and incorporarion of opporrunities for new
lodging facilities.
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¢ Implement comprehensive urban design improvements (access and circulation,
signage, streetscapes, parks, etc.) to promote revitalization,

Most recendy, the Economic Development Review of the City of Easton posited that the Ciry’s
strategic location and a strong housing market in the Northeast Corridor mean “...thac
Easton’s future may lie in regenerating its building stock and land for residential purposes.”

3.2 Economic Development Vision

The proposed economic develepment vision for the future of the CBD builds on, rather
than reinvents, these previous planning efforts. Its basic premise is thar the key to economic
success is to repopulate the downtown across several complementary markets that provide
patronage for local businesses. Simply stated, the Vision is:

A Central Business District that capitalizes on its assets — a strategic location, magnificent
natural sesting, visitor astractions such as State Theatre and Two Rivers Landing, and rich
history and heritage — to reinforce its role as a regional destination that attracts new residents,
visitors from inside and ousside the Lebigh Valley, and workers.

Following a trend common to revitalizing downtowns across the country, the intent is to
encourage a diverse mix of uses thar strengthen customer activity and associated demand for
retail and services day and night, seven days a week. Based on the study’s market analysis,
housing investment appears to have the strongest potential to “jump-start” downtown
revitalization, with the Eastonian Hotel condominium conversion an important barometer
of the depth of potential market support for addirional new housing and momentum for
further private sector development. Prometing visitation — the second market targeted by
the Vision Statement - is an ongoing strategy that has been in large part oriented towards
heritage tourists attracted to the Delaware and Lehigh Canal National Henitage Corridor;
the Vision suggests that this effort be targeted not only to atiract tourists from outside the
region, but also to leverage critical assets such as the Crayola Factory and State Theatre with
an emerging (but fledgling) restaurant scene to position downtown Easton as a preferred
destination for Lehigh Valley residents. Employment (the third target market) is intended to
strengthen Easton’s traditional function as a regional center of commerce and Northampton
County government seat. This strategy seeks to capitalize on a viable commercial building
stock by marketing the city's artributes including, for example, business costs (such as
commercial rents) that are lower in Easton than elsewhere in the region. '

~ CBD Vision and Strategy
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3.3 Strategic Initiatives

Three strategic initiatives targeted towards specific markets are proposed to increase the
downtown population so as to strengthen opportunities for existing retailers and generate

demand for additional quality retailers, destination restaurants, and other supporting
services:

1. Promote new market-rate housing;
2. Increase visitation to existing attractions; and

3. Reinforce Easton as a regional employment center.

The Action Plan presented in Chapter 4.0 is structured around these three strategic

Initatives.
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4.0 ACTION PLAN

4.1 Overview

This chapter lays ourt a framework for coordinated action by the GEDPE, the City of Easton,
and other public and private partners to achieve the economic development vision described
in Chapter 3.0. The proposed actions are organized into three general timeframes: short-term
{year one), mid-term (years two to four), and Jong-term (year five and beyond).

Short-term actions focus on four critical areas that need to be addressed to lay the
groundwork for implementation of a coordinated economic development strategy in
subsequent years. These include artention to quality-of-life issues that are significant threats
to the downtown’s overall revitalization, building institutional capacity for implementation,

marketing Easton and its CBD to both existing and potential users/markets, and initiating
“catalytic” development projects.

Mid-term actions are organized around strategic initiatives designed to increase the
downtown's population across three target markets:

1. Market-rate housing,
2. Increased visitation; and

3. Increased CBD employment.

Key capital investments (c.g., prioriry gateway and strectscape improvements) in support of
the chree target markets are included in the mid-term actions.

Long-term actions are considered important to the long-range futuse of the CBD, but
are likely to be deferred until the mid-term strategic initiatives have been successfully
implemented. These strategies include waterfront development (including the provision
of additional public parkland and creating opportuniries for private development) and
establishment of passenger rail service to New York Cicy/northern New Jersey.

The action plan incorporates a recommended phasing strategy for addressing the three
geographic focus areas of the CBD Economic Development Plan, as follows:

1. First and foremost, address the Northampton Street corridor and quality-of-life issues
in particular to support existing investment being made in the downtown core, such

as the Eastonian condominium project, and to reinforce key anchors such as the Stace
Theatre and Two Rivers Landing/Crayola Factory.

2. Second, address the Bushkill Creek corridor to leverage ongoing and pending

investments being made by Lafayette College and the Commonwealth of
Pennsylvania and link them to the Northampton Suweet corridor and downtown core.

3. Address the Delaware and Lehigh riverfronts, which are underuilized assets, over the
longer term.
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It should be noted that the action plan is not intended as a rigid frameweork, but rather

as a flexible guide for decision-making that can be adjusted to respond to changing
circumstances, market and economic conditions, and development opportunitics as they
arise. For example, the recommended phasing strategy does not preclude pursuing riverfront
development opportunities that could arise in the short 10 mid terms, provided they are
consistent with the direction set by this plan, Section 4.6 provides guidance for wacking
implementation progress and making periodic adjustments to the action schedule.

4.2 Short-Term Actions (Year One)
Al Quality of Life

Take smmediate steps to address quality-of-life issues. A theme heard consistently
throughout the planning process is that crime, poverty, and the perception that

the CBD is unsafe are threats ro the successful revitalization of downtown Easton.
While these issues are beyond the purview of the Economic Development Plan, it is
imperative that they be addressed if the momentum generated by current development
projects and revitalization initiatives is to be sustained. As noted, these efforts should
target those blocks surrounding existing and new investment, such as the State Theatre

and Eastonian condominium project. Recommended components of this strategy
include:

* Increased presence and focus on crime/security by the City of Easton Police
Department (e.g., specially designated foot patrols);

¢ Enhanced code enforcement and maintenance by the City, to comprehensively
address nuisance uses, deteriorated properties, street cleanliness, public health,
ec;

* Development of a more attractive physical environment along Northampron
Street and in the downtown in general through the GEDP's Main Streer
Program; and

» Involvement of other partners, including the business community, Easton Area

- School District, and the faith-based community (to address social issues in the
CBD).

As part of the strategy, the GEDP (initially through its Main Street program} could
establish a downtown “ambassador” program modeled after Center City Philadelphia’s
successful community service representatives program. Under this program, uniformed
personnel patrol Center City streets, operate specialized cleaning machinery and
manually sweep sidewalks, act as additional eyes and ears for the police, and serve

as goodwill ambassadors to the public. It is important 1o note that a sustainable
source of funding will be nceded to support this program (the Center Ciry District in
Philadelphia is a Business Improvement District [BID] supported by a special services
tax on property owners}. Over time, expansion of the downtown tax base due to
commercial redevelopment should enhance opportunitics to evolve from the existing
Main Street program toward creation of a BID, providing a dedicated revenue saeam
0 fund such “clean and green” programs as well as other cricical initiatives such as
marketing and business/tenant recruitment,
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A2 Capacity Building
Capacity building refers to ensuring thar sufficient organizational, financial, and
human resources are in place to implement the CBD Economic Development Plan,
An array of economic development organizations and entities exists across the Lehigh
Valley, offering a range of economic development programs and incentives, They
include municipal community development and/ot redevelopment departments;
special interest groups such as the Easton Arca Industrial Land Development
Company; regional entities such as the Lehigh Valley Economic Development
Corporation (LVEDC) and Greater Lehigh Valley Chamber of Commerce;
governmental agencies such as Northampton County and the Commonwealth of
Pennsylvania; and others. Given the limived staff resources available to the GEDP,
parwmerships involving these entities will be a necessary part of implementation.

Perhaps the greatest challenge facing GEDP as it leads efforts wo revitalize Easton’s
CBD is the need to secure funding and other resources for implementation in an
environment across the Lehigh Valley that is at once extremely competitive and
limited. This challenge is further complicated by the difficult fiscal position of the Ciry
of Easton at this time. Therefore, the work required to secure incentive packages (such
as gap financing, revolving loan funds, etc.) that are both adequate in size and self-
sustaining will be crucial to the overall success of revitalization efforts. Another critical
link in these capacity building initiatives is the successful creation of public-private
partnerships for specific catalyst projects.

In addition, GEDP, as the lead economic development entity for the Easton area,
must work with the city to ensure that the redevelopment and revitalization process

in Easton is as streamlined and cfficient a process as possible. This should include
providing “one stop shopping” for developers and investors committed to Easton.
Capacity building should begin in the first year of plan implementation by addressing
four core elements:

Organization and partnerships

Development regulations and procedures

Dara collection and monitoring

Incentives

These efforts will help lay the foundation for the three strategic initiatives to be

pursued in the mid term, each of which has a capacity-building component as
described in Section B below.

A.2.1 Organization and Partnerships — define roles and responsibilities in carrying
out the plan, including partnership opportunities for specific projects. GEDP’s
stated mission is “to be the catalyst for vibrant, successful economic development
throughout the Greater Easton Area.” As such, it will be responsible for leading
implementation of the CBD Economic Development Plan. Numerous other
agencies and organizations will need to be involved as partners with GEDP and
in leading specific actions if the plan is to be successfully implemented. Section
4.5 provides an initial identification of potential organizational partners for the
actions identified in this chapter. Ongoing follow-up with thesc organizations




will be necessary to enlist their support in moving forward with plan
implementation. To begin this process, it is recommended that GEDP convene
an economic development summit with all potential partners to present the plan
and discuss roles and responsibilities in implementation. This summit will also
provide an opportunity to coordinate the CBD Economic Development Plan
with other economic development initiatives across the ciry, such as Lafayerte
College’s Bushkill Creek Corridor project.

As an example of a potential partnership arrangement, the cawlyst housing
opportunity identified as a mid-term actdon could be “jump-started” through
formation of a public-private partnership with a qualified developer, with the
Easton Redevelopment Authority acquiring candidate parcels and GEDP and it
parmers providing gap financing, or state and local tax abarements used to ensur
overall project feasibility if the project is located in 2 Keystone Opportunity Zos
(KOZ). The direction for such a partnership would be set in the short term by
Action A.4 below {Catalytic Projects).

A.2.2 Development Regulations and Procedures - revise land development regulation:
and streamline the development process to facilitate economic development in -
CBD. The city's Zoning Ordinance and land development regulations shoul.
be revised as appropriate to accommodate mixed-use redevelopment. includi.
provisions with a degree of flexibility to accommodate conversion of upper-{i
commercial space to residential uses as well as other tools that enhance over..
project feasibility (e.g., parking waivers, density bonuses, etc.). In addidon,
regulatory requirements that present obstacles for conversion to artists’ loft:
ot live-work studios should be modified {see Action B.2.3 below). The city’s
pending update of its Zoning Ordinance is timely to address these issues. As
part of the update, development review procedures should be examined for
opportunities to streamline approvals and remove obstacles to desired types of
development. Establishment of the GEDP office in partnership with the city and
other economic development agencies 1o serve as a “one-stop shop” in Easton for
economic development would further expedite this process. Currenty, GEDP's

office is located next to the Easton office of the Greater Lehigh Valley Chamber
of Commerce.

A.2.3 Data Collection and Monitoring — establish a commercial property database
and an ongoing process to obtain critical market data. An initial ¢ffortin chis
regard has been completed by Lafayette College, working in partnership wich
the city’s Planning Department (see Section 2.1). This preliminary inventory
should be expanded into a comprehensive database, including customer surveys
of commercial activity in the CBD, and updated on a regular basis (one to
two times a year), At a minimum, the database should track the following (as
available}: retail sales performance/productivity; spending patterns of downtown
employees, shoppers and visitors; and market conditions such as commercial
building vacancies, absorption/leasing activicy, changes in rental rates, etc. The
process should include annual or semi-annual updates and monitaring to keep
the database current. The surveys should be compiled by a lead agency, such as
the Chamber of Commerce or Lafayette College, and used as a marketing ool
and as an integral part of a larger economic development strategy to inform

Action Plan




business recruitment opportunities and to provide current marker informadon
to prospective tenants or businesses. Moreover, understanding sales performance
and the degree of capitalization of Easton’s downtown retailers are two measures

considered critical in identifying future market potentials for rerail development.

Based on experience in smaller communitics across the United States, annual

or semi-annual marker surveys of downtown office and retail activity are
typically undestaken as a joint effort berween commercial brokers, the Chamber
of Commerce, a local economic development entity (like GEDP), and/or a
downtown business organization. These efforts should be viewed as a marketing

tool and as a key component of a larger economic development strategy for the
Ciry of Easton,

A.2.4 Incentives — identify financial and other incentives to be used to “jump-start”

revitalization projects. There are numerous economic development and
incentive programs available in Northeast Pennsylvania, such as the Lehigh and
Northampton Counties Revolving Loan Fund, the Lehigh Valley Small Business
Loan Pool, the SBA 504 Loan Program, the Enterprise Zones and Keystone
Opportunity Zones, and the Local Economic Revitalization Tax Assistance

(LERTA) tax abatement program, among others, Section 4.7 provides a summary
of available funding mechanisms.

Notably, the consultant team heard during the stakeholder interviews that the
city has limited financial wherewithal to promote economic development. As

the lead economic development agency, GEDP must work with its parmer
organizations, including the city, to identify and secure adequate streams of
incentives funding — probably significandy beyond the ciry’s existing Community
Development Block Grant (CDBG) allotment and zero-interest loan pool - to
jump-stast the revitalization initiatives outlined in this plan {based on detailed
project and plan review). Working in parcnership with appropriate economic
development entities across the Lehigh Valley, GEDP and the city should

identify existing incentive programs (grants, low-interest loans, etc.) and commit
a guaranteed level of funding and/or other incentives for qualified projects

that promote revitalization in the CBD as a means of reducing investment and
developer risk, particularly for the short- and mid-term projects identified by this
plan. Over the longer-term horizon, of course, as momentum is gencrated by
successful revitalization initiatives, it could be expected that the size and depth of
potential incentives could be reduced.

Given the currently limited funding levels, the following are examples of
incentives that the city could offer to promote specific redevelopment projects:

* Regulatory incentives such as density bonuses, reductions in parking
ratios/requirements, and expedited permit approvals

* Property tax abatements (e.g. LERTA}, business tax abatements, and/or
exemptions such as rax-exempt bonds and tax-exempt bridge bonds to
attract (or retain} downrown office and retail tenants
Donation of publicly-owned lands or tax foreclosed properties
Land acquisition/assembly and land banking
Development fee waivers

Action Plan
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Flexible development standards

“Bricks and mortar™ projects such as infrastructure, provision of public
amenities (streetscape, landscaping, open space, riverfront improvements,
exc.), and/or construction of public parking facilities (can be funded

as part of long-term capital improvement projects through General
Obligadon bonds)

While not died to a specific project, improved wayfinding and signage programs
to help patrons locate downtown parking and culrural artractions will be
important to reinforce the downtown's appeal as a destination and contribute w
the success of catalytic projects. Parking supply and demand in the downtown
will need to be monitored as economic activity increases and additional parking
developed through public initiatives if required.

A3 Mnrkcting

Develop a unifsied marketing and communications strategy to reach the three target
niarkess: residents, visitors, and businesses. A potential impediment 1o downtown
revitalization is the poor image of Easton that has developed over the years and which
is reinforced by press coverage that tends ro focus on negative events. Therefore, 2
proactive marketing campaign is needed 1o improve the image of the city as a whole
and the CBD in particular. The first step in this campaign is to develop a unified
strategy and framework for more detailed efforts tailored towards the three target
markets (residents, visitors, and businesses) as described below for the mid-term
strategic initatives. The strategy should:

* Identify a compelling theme or message 1o convey Easton as a city on the
upswing {e.g., “Experience the Renaissance”, “Rediscover Easton” as an exciting
place to live, work, and visit, etc.);

» Highlight and connecr current projects and initiatives to demonstrate progress
and build momentum;

« Publicize the public-private partnerships that have been created to build
momentum and highlight the city's commitment to revitalization; and

s Confirm target markets (e.g., young professionals and empty nesters as
segments of the residendal population) and media ouders that can be used ro
reach these markets, Focus group sessions inside and ourside of the region can

be used to help understand what is needed to artract prospective visitors and
residents to Easton.

Current marketing programs are regional in scale, with the Lehigh Valley Convention
and Visitors Bureau promoting visitation and the LVEDC promoting business
development in the Lehigh Valley as a whole. The challenge is to implement a
marketing and communications strategy specifically tailored to Easton and the three
target markets (potential new residents as well as visitors and businesses) within the
context of these broader initiatives. As part of this strategy, the GEDP and its partners
should immediately begin outreach efforts with the regional media to communicate
the positive changes that are occurring in downtown Easton. Specific activities could
include informational meetings with media representatives; authorship of press releases,
articles, and editorials; special events, etc. The city’s monthly newsletter can be used
to reach residents regarding the progress that is being made. In addition, a dedicared
website should be established 1o highlight positive developiments, attractions, and
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events. This site can be hosted on the city’s existing website (which already highlights
Easton’s attractions and events) or set up as new GEDP website and linked to other

Lehigh Valley websites.

Catalytic Projects
Identify and conduct detailed financial feasibility studies for catalytic residential and
mixed-use projects. “Caralytic projects” are those projects that will have the greatest

effect in generating momentum for additional private investment. As such, they should
meet onc or more of the following criteria:

Occupies a key downtown location (e.g., facing Centre Square)
Replaces a deteriorated building or building that otherwise significandy impacts
the visual character of the downtown

Replaces a use that negatively affects surrounding properties and the image of
the downtown as a whole

¢ Isof a type, scale, and quality of development that will make a major
contribution vo downtown revitalization

The following steps should be taken in the short term to initiate the catalytic projects:

» Identify potential sites or specific projects thar would meet eligibility

requirements for appropriate grants and incentives per Action A.2.4
{Incentives);

¢ Conduct detailed feasibility studies, including financial and economic impacrt,
to understand the potential costs and benefits to the city; and

Secure guarantees of appropriate levels of city (or other economic development
entity) monies earmarked for specific projects.

In addition, this stage may involve negotiation of Memoranda of Understanding
{MOU) on a project-specific basis 1o enter into a public-private partnership(s)
depending upon the degree of owner/developer interest, It is critical thar these
initiatives convey both commitments on the part of the city and GEDP as the lead
economic development entity to specific projects as well as carly-on momentum to
generate interest in subsequent private investment.

Based on the analysis conducted for this plan, candidate projects include the

recently vacated Rite Aid parcel on Centre Square, the Hotel Lafayette and/or Hotel
Hampton buildings, or other properties that have similar potential 1o generate positive
momentum for downtown revitalization. GEDP’s role on these projects, working in
concert with its partner organizations and the selected developers, will be to structure
the partnership and magnitude of incentives (as required) based on the findings of the
detailed analyses oudined above. Acting through the Easton Redevelopment Autheriry,
the GEDP and the city may choose to acquire a key catalyst site(s) for redevelopment.

4.3 Mid-Term Actions (Years Two to Four)

B.1

Strategic Initiative: Market-Rate Housing

B.1.1 Projecs Development — initiate catalytic residential/mixed-use projeces in vhe
downtown core, These projects will be based on resules of detailed market and
financial feasibility studies (Action A.4) with the target of developing 100-150
new housing units focused in key locations such as the 100, 300, and 400 blocks
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of Northampton Street. The primary objectives in choosing these locations are
to:

* Doverail with ongoing private revitalization initatives (e.g., the
Eastonian);

* Redevelop key sites, vacant properties, or nuisance uses that are impacting
existing or new investment (catalytic project criteria identified above for
Action A-4); and

* Expand the downtown population to enhance other business activities,
including new retail and restaurants that are needed to supporr key
downtown anchors such as the State Theatre and Two Rivers Landing,

While the primary objective of these projects is 1o develop market-rate housing,
the ground floors should be reserved for retail uses to promote commercial
activity in the downtown.

In addition to the proposed catalytic projects in the downtown core, plans are
moving forward for redevelopment of the Silk Mill complex in the Bushkill
Creek Corridor with probable implementation in the mid-term time frame.
While market-rate residential development in this location will benefir the ciry
as a whole, it will have no direct impact on the CBD because of the separation
berween the site and the downtown core. Thus it is important that this project
include physical and programmatic connections to encourage residents to view
downtown Easton as an attractive destination.

B.1.2 Capacity Building — provide incentives for identified catalytic projects. As noted

above for the short-term actions, it is expected that incentives will be necessary
to “jump-start” the catalytic projects, particularly for undercapitalized developers
and/or “mom & pop” property owners. Incentives may be provided to “write
down” the costs of individual projects proposed by the private sector if they

meet specific eligibility criteria or, alternatively, the selected site(s) could be
publicly acquired and offered to potendal developers. In the lacter scenario, the
GEDP and its partners would need o prepare Request for Qualifications to pre-
qualify candidate develope{s), prepare Request for Proposals (RFP) including
expectations for development, and select approved development team(s) based
upon the RFP response. Based on the results of the feasibility analyses, candidare
incentives will be identified as part of a negotiated Development Agreement with
the sclected development team(s). The Development Agreement should clearly

specify incentive terms.

B.1.3 Marketing — market the catalytic projects. GEDP and associated partner

organizations should be prepared to assist where necessary the selected
development team as it initiates its own project-specific markering. Also, they
will need to ensure that key market information (c.g., target market segments,
demographic dara, etc.) is made available to the development tcam to support its

effores. The concurrent marketing strategy (Action A.3 above) should have as onc
of its focus areas this (and other) rarger markers,
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B.2 Strategic Initiative: Increased Visitation

This strategic initiative should focus on strengthening and supporting existing key
visitor artractions (State Theatre, Two Rivers Landing, etc.) and the linkages berween
them. It has three major components:

Recruit destination retail stores and restaurants to increase the CBD's appeal to

residents of Easton, the Lehigh valley, and beyond, and to entice visitors to stay
longer and spend more moncy;

Explore establishment of an artist recruitment program to increase Easton’s

attraceiveness as a visitor destination while contributing to qualiry of life for
residents and the local economy; and

Implement a coordinated marketing program to increase visitation to the CBD.

B.2.1 Retail Recruitment — initiate a retail recruitment stravegy to attract destination

retailers and restaurateurs. This strategy should be designed 1o create a renail
cluster in the 300 and 400 blocks of Northampton Street surrounding the State
Theatre, which is 2 primary demand generator of potential customers.

As noted in Section 2.3 of this report, presumed increases in both the number
of households and houschold incomes in Easton could be expected to generate
an additional $34 millicn in new buying power over the next five years. It is
estimated that this added buying power could support up to 135,000 square
feet of retail space, irrespective of locadon. A successful marketing and tenant
recruitment strategy for downtown restaurants should seek to caprure a
minimum of 20% of this new retail spending. This could be expected to result
in an additional $6.5 to $7.0 million in new spending downtown, translating
into roughly 25,000 to 30,000 sq. ft. of new space. (In addidon, successful
implementation of the economic development initiatives ouclined in this plan
could also be expected to result in improved sales among existing retailers).

A minimum target to achieve critical mass is eight to ten restaurant operators
across a range of price points and menus, occupying a minimum of 20,000
square feet of street-level space in high visibility/corner locations or storefronts
with sufficicnt width to maximize tenant/retailer exposure, The Easton
Redevelopment Authority (or a parking authority as appropriate) should lead,
with GEDP assistance as required, efforts to provide proximate, secure, and weli-

lit parking lot(s) or a parking strucrure as demand warrants to support the recail
recruitment strategy.

In the short term (i.e., over the next one to two years), the consultant team
believes that opportunitics for new rerail and restaurant development in the CBD
will be limited, as market conditions do not favor retail expansion until a larger
critical mass of residents, visitors, and workers is created. Over dme (j.c., two+

years), demand for the retail recruitment strategy could be induced if specific
incentives are tailored, as noted below.

The retail/restaurant recruitment strategy should consider a family-style, sit-down
restaurant as an appropriate venue for the street-level space in the Alpha Building
on Centre Square upon the relocation of the Crayola Store o Two Rivers
Landing. As noted, a cluster of high-quality restaurants should be targeted for
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the 300 and 400 blocks of Northampton Street surrounding the State Theatre, to
include a mix of price points and menu choices designed to support the theatre
as well as the proposed renovation of the VFW building into another cultural
attraction, reportedly as a museum to house the extensive collection of a private
art collector. This would include, at a minimum, a white tablecloth/fine-dining
establishment, a Tapas or other themed ethnic restaurant, an espresso/dessert
café, and a good-quality, sit-down facility offering American/continental cuisine.
The objective is to create “critical mass” with a sufficient number of operators
across a range of food and beverage themes and menus to avoid duplication and
competition with existing restaurateurs locared in the downtown.

B.2.2 Artists Recruitment — Explore creation of an “artists’ relocation program.” Many

communities similar to Easton have focused on arts and crafts as a communicy/
economic development strategy. The Banana Factory in Bethlehem, for example,
supports two galleries, 28 studio artists, and a variety of community arts
programs. Other cities such as Paducah, KY and Cumberland, MD are actively
working ro attract artists to move to their communites to increase visitation,
improve quality of life, and promote local economic activity.

Downtown Easton has a number of attributes that are appealing to potential
artist residents, including an attractive setting with urban amenities, available and
affordable space, and easy access to the New York metropolitan arca. A Strategy

to Make Dounsown Easton a Destination, prepared by Abeles Phillips Preiss 8
Shapiro, Inc. in 1993, recommended “more artist (and other} live/work space”

as one of five key projects. The stated concept was to promote “loft conversions,
row house renovation, (and) office building reuse for shared living and work
quarters for artists, architects, and like-minded professionals.” While less progress
has been made in implementing this recommendation than other key projects
proposed in the 1993 plan, the opportunity remains 1o build a thriving ares
community in Easton.

A similar, highly successful initiative that could serve as a potential model

for Easton is the Lowertown Arts District in Paducah, KY. This program, a
public-private partnership, provides low-cost financing for the rehabilitation of
significantly deteriorated properties in the district. Since its creation in 2000,
approximately 60 or so artists have relocated. While this number is not yet
considered to have reached critical mass, it should be noted that accompanying
the artists are art galleries that, over time, are enhancing the appeal of downtown
Paducah as a destination. A similar program in Easton, given its proximity to
New York, should be evaluated. Components of this pragram could include:

* Identification of vacant or underurilized buildings and spaces within the
downtown that lend themselves to conversion to space for artists as part
of the property database recommended by Action A.2.3 above, possibly
forming an artist’s “sub-district” within the downtown;

* An active marketing program targeted towards artists in the New York
metropolitan area and elsewhere, including an Easton Artist Relocation
Program website (see www.paducahargs.com for Paducah's websire),
special events such as the “Easton Loft Seminar” conducted for artists in
1985, and placement of advertisernents in arts/crafts magazines and other
media geared rowards the artist community;
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® Incentives attractive to artists (Paducah’s program offers lowes-than-
market interest rates and other financial incentives through a partnership
with a local bank, group health insurance packages, joint marketing and
promotional opporrtunities, technical assistance with business plans, and
tax incentives for property improvements); and

» Initiadon of a demonstration artists’ live/wark project as a catalytic
preject.

As part of this program, the city should evaluate its zoning regulations to remove

any barriers to conversien of downtown buildings to artists’ lofts or live-work
studios (see Action A.2.2 above).

A lead organization (e.g., the Arts Community of Easton) and source of seed
funding will need to be identified to initiate an arzists’ rtloca:iol:;rmgmm in
Easton. Additional feasibility (c.g., financial) studies will also likely be required
in advance of negotiating actual agreements with prospective applicants,
including the demonstration artists’ live/work project. The Silk Mill complex
has been mentioned as a potential location for such a project, offering space
available for adaprive reuse in a distinctive setting. However, its physical
separation from the CBD may limit its ability to generate additional visitation to
downtown artractions and businesses without strong physical and programmatic
connections.

B.2.3 Visitor Marketing — implement a campaign to increase visitation to existing

attractions, Building on the ongoing marketing cfforts of local atrracdons such
as the Statc Theatre and the Crayola Factory at Two Rivers Landing and regional
organizations such as the Lehigh Valley Convention and Visitors Bureau and
Delaware and L:high National Heritage Corridor, a working pa:rm:rship should
be established to craft a coordinated strategy specifically designed to attract more
visitors to Easton and its CBD. Components of this strategy could include:

¢ Seek editorial coverage in appropriate travel magazines, and build
relationships with regional travel writers in the Pennsylvania/New
York/New Jersey marketplace with “full-court” press articles about the
numerous activities and atcractions in Easton. Aside from expanding
press coverage about Easton, a primary goal of this initiative is to
build relationships with the wavel industry and to enhance the overall
reputation of Easton and the organizations and attractions that draw
visitors to the city. This initiative should be of high quality and sufficient
detail to ensure inclusion in travel and tourism literature prepared by the
Commonwealth of Pennsylvania; city magazines covering the major citics
throughout the Northeast, such as Philadelphia, Washington, D.C., and
New York City; and the “weckend” sections of both first- and second-tier
daily newspapers such as Hartford Courant, Baltimaore Sun, New Jersey
editions of the Star-Ledger, Providence Journal, and others,

* Retain a firm that specializes in “rack card analysis™ to conduct anoual
surveys of Zip Codes of visitors to Easton to understand visitor behavior
and market dynamics and to inform directions in the marketing serategy.
In additon, this firm should oversee a coordinated distribution and
management of trave! cards on each of the city’s key attractions. These
rack cards should be distributed in high-traffic locations such as highway
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information centers on key interstates and the Pennsylvania Turnpike,
and other locations within a 50- to 100-mile driving radius of Easton.

Conduct familiarity (“fam”) tours with the Lehigh Valley Convention and
Visitors Bureau and similar regional organizations within a 50- to 100-
mile driving radius to promote existing attractions, lodging properties,
and meeting/conference facilities in Easton, thus ensuring that the city

“gets on the radar screen” of organizations involved in visitor and tourism
development.

Coordinate this marketing strategy with the existing and exvensive
marketing efforts of the State Theatre, the Crayola Factory and National
Canal Museum at Two Rivers Landing, and the Delaware and Lehigh
National Heritage Corridor. The non-profit organization running the
State Theatre, for example, expends significant effort and a large part of
its annual advertising budget to “sell” Easton. A coordinated marketing
strategy involving both the public and private sectors should be designed
to share marketing costs such that the burden is not disproportionately
borne by any one organization. This strategy would complement the
branding and identity strategies underway at Two Rivers Landing, It is
critical that the city play a coordinating role between these marketing
initiatives and its own role in downtown revitalization, This could
include, for example, ensuring that a wayfinding and signage program
adequately conveys specific information on downtown's cultural anchors,
coordinating police presence such as foot patrols on evenings when the
State Theatre has an event, or ensuring that the city’s municipal parking
garage is fully staffed at appropriate times to cover downtown events.

Integrate and market recreational trail development along Bushkill Creek
as proposed in the 2003 Bushkill Creek Corrider Enhancement Study

with outdoor recreational opportunitics in the larger region, such as

the Delaware Water Gap National Recreation Area and the Jacobsburg
Environmental Education Center. The objective is to tap into the regional
market for active and passive recreation while enhancing downtown
Easron's attractiveness as a place to live. Depending on the extent of
programming, this initiative will increase the number of day visitors to
Easton, resulting in likely benefits for the ciry’s restaurants, rewail sector,
and existing attractions.

Sponsor “episodic” events — such as annual ethnic or neighborhood
festivals held in downtown Easton — to reinforce with the rargeted
regional audience/marketplace whar Easton is and what it has to offer.
Known as “evergreen events,” these events are intended to integrate these
muldple attractions with other clements of the city’s economy, such as
reailers. In so doing, multiple objectives are met, including collective
marketing (particularly beneficial for smal! retailers or “mom & pop”
operations), and linking events sponsored by individual attractions (e.g.,
coloring contests at the Crayola Factory or scasonal performances at the
State Theatre) to communiry-wide event such as a “Best of Easton” food
festival involving the city’s restaurants. Centre Square could serve as a
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special event venue if redesigned to improve its function as a communicy
gathering space (Action B.4.3), Over the long term, a redesigned
waterfront park could also be used for this purpose (Action C.1),

Partner with Phillipsburg, NJ to increase the critical mass of visitor
attractions/events and distribute program costs.

B.2.4 Capacity Building — establish the capacity needed to implement the retail
recruitment, artist recruitment, and visitor marketing strategies. The specific
capacity-building steps will vary according to strategy:

The restaurant cluster concept will likely require sizable financial
incentives to enhance its chances of carly success as the quality-of-life
issues identified in this plan are addressed and resolved. Incentives to
induce demand may include rent write-downs, tenant fit-out allowances,
capital equipment grants or loans, provision of parking, and the like.

To build capacity for artracting supporting retailers to Easton, any
marketing efforts (including tenant recruitment) must be guided by a
plan that identfies a specific marketing niche. For example, a “home
artisan” concept to identify and attract tenants is a possibility in thac it
could build upon existing retail anchors such as Dyke’s Lumber. This
concept could include specific merchandise categories focused on home
renovation and repair and design, similar 1o what has been created over
the past 15 years in the 16:62 Design Zone in the Lawrenceville section
of Pittsburgh (sec www.1662designzone.com). This program is funded
by the Pitsburgh Partnership for Neighborhood Development and,

in part, through the Urban Redevelopment Authority of Pittsburgh's
Cirywide Main Sueet Program and the Commonwealth of Pennsylvania
Department of Community and Economic Development.

The artist recruitment strategy will be a muldi-pronged approach
involving GEDP, the City of Easton, the Easton Redevelopment
Authority, appropriate regional economic development agencies, and

the cultural/arts agencies of the Commonwealth of Pennsylvania. With
support, the Arts Communirty of Easton could become the lead agency.
Numerous partner organizations may be considered as potential funding
sources, As part of the initial evaluation of the feasibility of this program,
GEDP should take the lead in evaluating potential deal structures/
funding mechanisms in association with partner organizations and
assistance from real estate and arts consulrants,

The visitor marketing strategy should build on and coordinate the
existing efforts of regional and local agencies and arttractions involved
in marketing, with the Lehigh Valley Convention and Visitors Bureau a
logical candidate to lead the strategy.




Economic Development Plan for the Easton, PACBD

B.3 Strategic Initiative: Increased CBD Employment

A variety of strategies should be pursued to reinforce Easton’s role as a regional
employment center. Most notably, these strategies will require thar various levels of
government — city, county, and state - commit to public policies focused on this
outcome. For example, this could include a County Executive Order that key county
agencies such as the court system be retained in downtown Easton. The objective is to
retain existing {and attract future) key anchor tenancs that, in rurn, will attrace various
private sector professional services tenants, such as legal, accounting, insurance, and
real estate. As part of this effort, the city and GEDP should work with the county to
increase interaction between the counry complex and downtown businesses (e.g., by
making employees and jurors aware of the dining and retail opportunities available in
the CBD).

B.3.1 Undertake an industry cluster analysis. In order to define what types of office
tenants could be attracted to Easton in the future, a joint effort should be
launched involving the LVEDC, GEDPF, the city, county and state governments,
and other economic development partner organizations as appropriate to share in
the cost of conducting an industry cluster analysis. The purpose of this analysis
is to identify opportunities in specific employment growth sectors as a basis for
recruiting office-using business and professional services tenancies designed o
strengthen downtown office/commercial building occupancies. Integral to this
effort is an understanding of future space needs and programming requirements
of existing {and potentially future) government agencies and departments located
in downtown Easton, which are the logical near- and mid-term anchors for
sirengthening the downtown office market. For example, as the county's court
system grows, demand for professional office space oriented to professional and
business services firms (legal, accounting, etc.) will grow as well. As demand for
professional and business services firms grow, spin-off demand will be generated
for supporting activities such as printing, off-site document records and storage,
and supporting convenience and service retail (banks, dry cleaners, coffee shops,

etc),

B.3.2 Marketing ~ develop and implement a business recruitment strategy. An outcome
of the industry cluster analysis will be a candidate list of potential employment
growth sectors (by North American Industrial Classification System [INAICS]
codes) that are forecast to grow in two identified dme periods (0-5 years and
5-10 years). Working in conjunction with the partner organizations, a business
recruitment strategy should be prepared to reach candidate businesses and firms
in selected NAICS sectors within specific geographic locations (e.g., Northeast
Pennsylvania, north Jersey, metropolitan Philadelphia and New York, erc.). A
variety of means can be used to reach prospective businesses and, for prospects
where interest is viable, a negotiation process to identify candidate locations/
buildings, space requirements, potential financing incentives and other terms
should be undertaken. Specific business types will be identified as an outcome of
the industry cluster analysis.

Business recruitment efforts should also be directed towards existing downtown
businesses to determine their needs with che objective of ensuring that they
remain and grow in the CBD. For example, attention to the quality-of-life issues
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identified throughou this report will likely play a large part in the decision of
existing businesses to remain {(and expand) in the downtown.

B.3.3 Capacity Building — build the organizational capabilities and incentives

needed to promote increased downtoun employment. The initiatives identified
above will require coordination between multiple public agencies and privare
players, including the city, county and state governments as well as GEDP, the
Lehigh Valley Chamber of Commerce, and relevant economic development
organizations such as the Easton Area Industrial Land Development Company.
Others not known ar this time may also participate. A fundamental element of a
business recruitment strategy includes a clearly defined package of incentives “in
the tool kit” with a wide degree of flexibiliry as well as consistent applicadion to
ensure their strongest possible effectiveness in awracting prospective businesses
and tenants that are considering Easton. It is of critical importance that these
incentives and other tools have sufficient “staying power” to enhance their use

as a marketing tool as well. The mid-term business recruitment strategy should
focus on the establishment of business and professional recruitment incentives
such as gap financing, rent writedowns, and tenant fit-out assistance to induce
demand, with a target range of 25,000 ro 50,000 sq. ft. of office absorption over

years two to four. Specific business types will be identified by the industry cluseer
analysis,

B.4 Supporting Capital Investments

Public sector capital investments should be targeted to reinforce quality-of-life
improvements, improve the attractiveness of the CBD for residents and visitors, and

support identified catalytic projects. The following projects are recommended as key
investments to be implemented in the mid-term timeframe:

B.4.1 Nerthampton Street/3™ Street — implement streetscape improvements connecting

to Lafayette College's 3 Street corridor revitalization. A partnership between the
City of Easton, Lafayerte College and Northampton County has implemented
streetscape improvements to N. 3% Street near Bushkill Creek. These
improvements should be extended down 3™ Street into Centre Square and along
Northampton Street. Elements such as historic light fixtures, brick sidewalks,
and hanging flower baskets would encourage pedestrian activity and guide
visitors between attractions such as the State Theatre, Two Rivers Landing, and
the Williams Visual Arts Center. The GEDP through its Main Street Program

is a logical entity to sponsor these improvements with the partcipation of other
partners,

B.4.2 Bushkill Creek Corridor — Implement recreational improvements connecting

to Lafayette College’s 3 Street corridor revitalization initiatives. The
Commonwealth of Pennsylvania has committed a $3 million grant for new trails
and recreational improvements that will link the western end of the Bushkill
Creek Corridor with the investments being made along N. 3" Street. These

trail improvements should connect seamlessly with the existing rrails along the
Delaware and Lehigh Rivers and evenrually with the improved waterfront park
proposed by Action C.1 below. As noted above (Action B.2.3), the Bushkill
Creck recreational improvements will improve quality of life for downtown
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with regional outdoor recreational opportunities. Lafayette College’s recent
investment in and current development plans for the N. 39 Street/Snyder Street
area will funcdon as a lynchpin between the Bushkill Creek Corridor and the
CBD, particularly if improvements are extended along 3 Street to Centre Square

residents and can help attract visitors to the CBD if marketed in conjunction I
per Action B.4.1. I

B.4.3 Centre Square — Redesign as a community gatheringlactivity space, Centre
Square is a landmark public space situated prominently ar the intersection of the
main thoroughfares through the CBD. Despite the rich history of the square
~ the Declaration of Independence was read aloud here in 1776 and it has
hosted a farmers’ market since 1791 — the square today functions primarily as
a traffic circle. The over-engineered system of stoplights and wide waffic lanes
creates confusion for drivers and unsafe crossing conditions for pedestrians.
Impravements to Centre Square can transform the space into an attractive
destination for residents and visitors.

The Soldiers and Sailors monument stands majestically in the center of the
square but the rest of the space is not well suited for civic and social gatherings. |
The interior of the square is cluttered with planters, light poles and electrical

boxes. Dense foliage and high-backed brick benches make it difficult to sec

into the square. Walking paths through the square are set at diagonal angles

to Northampton and Third Streets and do not correspond to the crosswalks,

making it inconvenient for pedestrians to traverse the square. In order to

function as a safe, civic gathering place, elements such as the brick benches and

electrical boxes should be removed. By replacing much of the space occupied
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B.4.5 US 22/N. 3™ Street Gateway - Implement gateway improvements and cleanup.
The US 22 gateway on N. 3" Sureet is characterized by industrial uses, a
confining highway embankment, and an uninviting overpass. Similar to the
railroad bridge on $. 3" Street, this overpass would benefit from cleaning,
lighting, and other improvements coordinated with the proposed streetscape
improvements to N. 34 Street (Acton B.4.1). This is especially important
to support increased interaction between the CBD and Lafayette College.
Streetscape improvements along Snyder Street/US 22 between Bushkill Creek
and the Delaware River would improve the image of this gateway as well.

4.4 Long-Term Actions (Year Five and Beyond)
C.1 Waterfront Dﬁdopmnt

Develop a riverfront park along the Delaware and Lebigh Rivers, connecting to the
Bushkill Creek corridor recreational improvements: The confluence of the Lehigh and
Delaware Rivers forms a beautiful scenic vista at the doorstep to the city, bur this asset
is underutilized. Today, the waterfront is divided from the CBD by a high-speed bypass
road with parking lots ta the west and a narrow park thac is difficult to access along the
riverfront to the east. In the short term, signalized crosswalks should be installed on
Larry Holmes Drive near the US22 Bridge and ar the confluence of the two rivers to
provide access to the riverfront. Larry Holmes Drive should continue to serve as a ruck
route to bypass Centre Square, but travel speeds could be reduced in order to make ix

a more inviting environment, Low cost speed-reduction (waffic calming) techniques
include the legalization of on-street parking and curb bump-outs.

Over time, Larry Holmes Drive could be redeveloped as a riverfront boulevard with
trees, a landscaped median, historic light fixcures, and other sueetscape improvements.
On the landward side, mixed-use development could replace the marginal uses and
surface parking lots as is underway with development of the Intermodal Transportation
Facility on the Governor Wolf property and is proposed for the underutilized
properties at the Lehigh River Gateway by Action C.2. On the water side, the existing
park could be transformed into a pedestrian promenade with multi-use paths to replace
the currently hidden trail along the river, with activities such as special events and

food service overlooking the water. The objective should be 1o create a continuous
waterfront park from the S. 3@ Street gateway along the Lehigh and Delaware Rivers,
connectng to the recreational trails along Bushkill Creek (Action B.4.2). This

improved riverfront park could become a “showpicce front yard” for the CBD and the
City of Easton,

C.2 Lehigh River Gateway Redevelopment

Target underutilized properties in the vicinity of Larry Holmes Drive for residential/
mixed-use redevelopment: The S. 3™ Street/Larry Holmes Drive intersection at the
southern end of the CBD is framed by a hote! of marginal quality and low-level,
automobile-oriented commercial uses. These single-story, single-use buildings do little
to project the image of the historic downtown that exises only a block to the north. In
the long term, the properties at this major gateway to the CBD could be assembled
and redeveloped as an attractive mixed-use neighborhood (c.g., ground foor retail with
residential and office uses above). Floodplain issues could be addressed by elevating
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residential uses above the 100-year flood elevation with parking and nonresidential uses
below. Additionally, the property on the west side of S. 39 Street between Washington
Street and the Lehigh River could be redeveloped as a waterfront park that anchors

the end of the Larry Holmes Drive “riverfront boulevard” (Action C.1). The elevated
rail line that traverses the property could be integrated into the park design to evoke
Easton’s industrial heritage. The Lehigh River Gateway Redevelopment could be
moved to the mid-tesm timeframe if significant developer interest emerges.

C.3 Passenger Rail Service

Establish passenger rail sevvice from New York City/Northern New Jersey to Easton:
Easton’s proximity to New York and Northern New Jersey is a valuable asset that
should be preserved and enhanced. Easy access to Interstate 78 and frequent bus service
berween Easton and New York make the city a more desirable locadon for residendal
development. In order to maintain and improve this important transportation corridot,
which is experiencing increasing congestion due to growth in the region, Easton should
work to re-establish passenger rail service berween the Lehigh Valley and the New York

arca.

Passenger rail service in the 1-78 corridor will provide many benefits for Easton and the
region. Rail will offer fast and reliable journey times chat are artractive for commuters
and employers. Easton residents will gain reliable access to employment opportunides
throughout the region. Likewise, rail service will be an asset chat attracts workers and
jobs to downtown Easton. Finally, passenger rail service will make Easton a more visible
and accessible tourism destination for New Yorkers and others with disposable income
secking a weekend getaway via an alternative means of transportation.

While the actual implementation of rail service is a long-term action, there are
immediate opportunities for Easton to get involved in the planning process. The North
Jersey Transporuation Planning Authority recently commenced the I-78 Corridor
Transit Study. The first phase of the study will investigate whether park & ride facilities
and improved bus service can mitigate the need to widen the highway, Phase 11 of the
study will determine the feasibility of extending the NJ Transit Raritan Valley rail line
to Phillipsburg/Easton. Easton can work with the Lehigh Valley Planning Comemnission,
PennDOT, the Lehigh and Northampton Transportation Auchority (LANTA), and the
Town of Phillipsburg — all of whom are represented on the project’s steering commirres
— to promote rail service to Phillipsburg/Easvon.

4.5 Action Plan Responsibilities

In order for the action plan to be successful, the roles of the various agencies involved in
revitalization of Easton’s CBD will need to be clearly defined and parmerships established
that leverage the resources and abilities of the agencies to the maximum extent possible.
Acrion A.2.1 recommends that GEDP convene an economic development summit

with all potendal partners to present the plan and discuss roles and responsibilities in
implementarion, Table 22 provides a starting point for this discussion by identifying
potential lead entitics and supporting partners for the action plan items.

Consistent with its mission, the GEDP is envisioned as a catalyst for downtown revitalization
by initiating actions such as a unified marketing strategy and development projects that
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ultimately may be carried out by others with the appropriate capabilities and resources.
Nevertheless, it is evident from the comprehensive scope of the action plan that GEDP

will require increased staffing and resources in order to lead and coordinate the overall
effort as well as numerous individual actions. This may include consideration of a Business
Improvement District as a sustainable source of funding to replace the five-year Main Street
Program as revitalization increases economic activity in the downtown. The City of Easton
must also provide leadership and {despite fiscal consiraints) be prepared to commit resources
to 1) aggressively addressing quality of life issues in the CBD and 2) providing incentives

to facilitate caralytic development projects. The LVEDC, Commonwealth of Pennsylvania,
and others will also play an imperiant role through funding programs and technicat or
administrative support. For example, the LVEDC, which has provided financial support

for GEDP including funding for this plan, will need to continue its support by targeting
economic development resources towards the priorities identfied in the action plan.

Northampton County, which also contributed funding for this plan, should be prepared 1o
support specific economic development initiatives.

While not specifically noted in the Action Plan Responsibilitics table, involvement of the
private and non-profit sectors will be essential to successful implementation. Public/private
parterships with developers will be necessary 1o move forward with the catalytic projects.
Downtown businesses, financial institutions, the faith-based communiry, social service
organizatons, and others all have roles to play in various actions ranging from addressing
quality-of-life issues to supporting physical improvements in the CBD.

4.6 Plan Monltoring

If the CBD Economic Development Plan is to continue to be valuable and uscful aver
time, it is important to develop methods to monitor its effectiveness and keep it current
as implementation moves forward, circumstances change, and new information becomes
available. The Action Plan focuses on building capacity for implementation during the
first year, coupled with addressing crucial quality-of-life (Action A.1) and marketing/
communicartions (Action A.3) issues. Capacity building includes:

» Securing agreements on the roles and responsibilities of the various organizations and

the partnerships to be used in implementaton, starting with a downtown economic
development summit (Action A.2,1);

Revising the city’s development and land use regulations and procedures 1o facilitate
desired types of development (Action A.2.2);

Developing a complete property database and an ongoing system to obtain cridical
market data (Action A.2.3); and

Identifying financial and other incendves {Action A.2.4) to be used to “jump-start”
selected catalytic projects (Action A.4).

At the end of the first year GEDP should review the progress made in implementing the
above actions and define a work schedule designed 1o achieve the three strategic initiadves
(market-rate housing, increased visitation, and increased CBD employment) over the
subsequent four years, using the mid-term actions outlined in rhis plan as guidance,

The work schedule should define the specific actions to be taken (including the selected
catalytic projects), responsible parties, and incentive/funding sources based on the results
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of the capacity-building activities during the first year. It will likely include additional

or ongoing actions needed to build capaciry, as well as continuing programs to address
quality-of-life issues and communicate positive developments in the CBD to residents of
Easton, the region, and beyond. Subsequent plan monitoring should track progress made in
implementing this work schedule as follows:

1. Annually assess progress made on each specific action during the previous year.
2. Measure progress in achieving the strategic initiatives based on defined indicators.

3. Develop a revised work schedule of actions to be carried out over the next five-year
period based on the previous two steps.

4. Conduct a more comprehensive assessment of progress made and update the CBD

Economic Development Plan every five years, or more frequently as circumstances
dictate.

To the extent possible, statistical indicators should be used 1o measure progress in achieving
the strategic initiatives. The plan suggests several mid-term planning rargets tied to these
initiatives, including 100-150 new housing units, 8-10 restaurant operators {a minimum of
20,000 sq. f.), and 25,000-50,000 sq. ft. of new office space. These targees will need to be
revisited and additional indicators of economic and market performance developed based on
the market data tracking system developed during the first year, Visitation, which is typically
tracked by organizations such as the Delaware and Lehigh National Heritage Corridor as
well as by individual attractions, can be used to monitor progress in achieving the “Increased
Visitation” strategic iniiative.

4.7 Funding Sources

Potential funding sources for reviralization and redevelopment inidatives in Easton’s CBD
will vary by source, amount, and type of project as well as public policy objectives and
authorizing legislation enacted by the City of Easton, County of Northampron, LVEDC,
the Commonwealth of Pennsylvania, and the federal government in economic development
initiatives such as Enterprise Zones. There is a comprehensive array of business financing
programs available, ranging from education/training assistance to environmental support
services to redevelopment incentives. Many programs are focused on industrial development,
but several programs administered through the LVEDC may be used for specific downtown
redevelopment projects. Examples of potential funding sources for specific revitalization
initiatives in Easton's CBD include:

Land sale or land lease proceeds from the sale of publicly-owned land
Municipal/state grants such as thosc offered by the Pennsylvania Economic
Development Financing Authority {(PEDFA) taxable bond program

Special below-market rate second mortgages

Tax Increment Financing (TIF) approaches

Special assessment districts

Revolving loan funds such as HUD's Section 108 loan guarantces

Other financial inidatives such as pooled loan reserves, tax abatements {¢.g., as
available through the Local Economic Revitalization Tax Assistance Act, or LERTA),
bank community development corperations, federal New Market Tax Credits, etc.

* Historic preservation tax credits available for renovation of eligible historic buildings
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*  Grants for heritage development projects available through the Delaware and Lehigh
National and State Heritage Corridor

o  Other approaches, as determined

For example, the LVEDC administers a regional loan pool for firms looking to locate or
expand in Easton, Bethiehem and Allentown for emerging growth companies, commercial
real estate, business expansion and retention and entrepreneurial businesses. Funding can be
used for land and building acquisition, building renovadon, or machinery and equipment.
The minimum loan pool amount is $100,000 with a maximum ceiling of $2 million. The
loan pool may be used to finance up to a maximum of 40% of total project costs.

It may be useful to have the LVEDC, in partnership with GEDP, serve as a clearinghouse for
the many financing programs offered through various public agencies in the Lehigh Valley.
GEDP's role, in partnership with the city, would be to assist eligible applicants in targeting
appropriate financial incentives and to guide the applicant through the process.
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Table 22, Action Plan Responsibilities

A1 Quality of LHe Clty GEDP
A2.1 Organizational Capacity Building GEDP LVEDC, EAILD, ERA,
GLVCC, County
A.2.2 Regulalory Capacity Buidirg City GEDP, County
A.2.3 Data Collection and Ihkmilnrmi LVEDC GEDP, GLVCC, Lafayelis
A.2.4 Financial / Régulatory Incentives City, GEDP PA, LVEDC
A3 Unified Marketing Strategy GEDP LVCVB, LVEDC, Crayola
Factory, DELNHC, State
Theaire
A4 Catahyilic Project initiation GEDP City, LVEDC, GLVCC,
EAILD, ERA
B.1.1 Markei-Rate |-|-aulk‘ﬂ: Project Development GEDP City, ERA
B.1.2 Markel-Rate Huushg: Capacity Buw GEDP City, ERA
B.1.3 Market-Rale Housing: Marketing GEDP City, LVEDC, GLVCC,
Lafayetie
B.2.1 Visitor Enhancement: Retall Recruitment GEDP City, ERA, GLVCC
B.2.2 Visitor Enhancement: Artisl Recruitment ACE GEDP, City. ERA
B.2 2 Visitor Enhancement: Marketing LVCVEB Crayola Factory,

D&LNHC, State Theatra,
City, GEDP, LVEDC
B.2.4 Visitor Enhancement: Capacity Building GEDP City, ERA, Crayola
Faclory, DALNHC, State
Theatre, ACE, LVCVB,

County
B.3.1 Employment: Industry Cluster Analysis LEVDC Chamber of Commerca,
EAILDC, GEDP, County,
PA
B.3.2 Employment: Markeling GEDP GLVCC, EAILDC, LVEDC
8.3.3 Employment: Capacity Building GEDP City, GLVCC, EAILDC,
LVEDC, PA, County
B.4.1 Northamplon 5t. / N 3™ 5t Strestscape GEDP City, Lafayelte, PA,
Improvemeants PennDOT, County
B.4.2 Bushkill Creek Corridor Recreational City Lafayette, PA, DALNHC,
Improvements County
B4.3 Centre Square Redesign GEDP City, PennDOT, County
B.4.4 S 37 5t/ Lehigh River Bridge Gateway GEDP City, County
Improvements
B.4.5 US 22/ N 3" 5 Gateway Improvements GEDP City, County
C.1 Walerlront Development: Riverfront Park City PA, County, DRJTBC
C.2 _Lehigh River Gateway Development GEDP City, EAILDC, ERA
ca Fasungar Rail Service NJTPA, LVPC PennDQOT, City, LANTA

Nore: See page 85 for a key to acronyms used in the table.
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Table 22 Action Plan Responsibilities (cont.)

Acronyms

ACE = Arts Community of Easton

City = City of Easton

County = Northampton County

D&INHC = Delaware and Lehigh National Heritage Corridor
DRJTBC = Delaware River Joint Toll Bridge Commission
EAILDC = Easton Area Industrial Land Development Company
ERA = Easton Redcvelopment Authority

GEDP = Greater Easton Development Parmership

GLVCC = Grearter Lehigh Valley Chamber of Commerce
Lafayerze = Lafayerte College

LANTA = Lehigh and Northampton Transportation Authority
LVCVB = Lehigh Valley Conventon and Visitors Bureau
LVEDC = Lehigh Valley Economic Development Corporation
LVPC = Lehigh Valley Planning Commission

NJTPA = North Jersey Transportation Planning Auchority

PA = Commonwealth of Pennsylvania

PennDOT = Pennsylvania Department of Transporration
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