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Strategic Planning for Downtowns
Strategic planning is an organization’s process of defining its 
strategy, or direction, and making decisions on allocating its 
resources to pursue this strategy, including its capital and people.
In order to determine where it is going, the organization needs to 
know exactly where it stands, then determine where it wants to go 
and how it will get there.  The resulting document is called the 
“strategic plan”.

Source: Wikipedia



Why Conduct a Strategic Plan?
 Accountability
 Changes in the marketplace
 Downtown is different, your BID is not
 Changes within your Board
 Changes within City Hall
 BID renewal
 Need to diversify/find resources
 Need to resolve conflicts that won’t go away
 Need to change outdated operating procedures



Elements of a Strategic Plan
External Scan
 Review market conditions, trends
 Best practices
 Determine stakeholder priorities
 Interviews
 Roundtables
 Stakeholder Surveys
 Social media



Elements of a Strategic Plan
Internal Scan
 Review work programs, budgets, 

database 
 Assessment sensitivity analysis
 Interview staff, board members
 Board workshop at beginning 

and end



Elements of a Strategic Plan
Business Plan for Implementation
 Findings from internal & external scans
 Vision, framework, work program
 Organizational implications -- structure 

and resources
 Priorities, sequencing, responsibilities
 Benchmarks



Strategic Plan Outcomes
 Buy-in from the board, leadership
 Buy-in from civic partners
 Should provide focus, direction, 

priorities
 Create alignment and consensus 

for the future
 Should re-energize, re-charge, 

create enthusiasm



Contact Information:  
Brad Segal, President, Progressive Urban Management Associates, Inc. (Denver, CO)
brad@pumaworldhq.com
303-997-8754
www.pumaworldhq.com

mailto:brad@pumaworldhq.com
http://www.pumaworldhq.com/
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Iconic, international 
destination; 

economic and 
cultural anchor

31 merchants,12 cart 
vendors, and 30 
street performers

Approximately 
8 million 

annual visitors

6th most instagrammed place in the world!
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Pier Management Entities
• City of Santa Monica – owns the Pier property; Office of Pier 

Management oversees day-to-day operations & coordinates 
with myriad City departments [economic development, 
parks, public works, planning, police…]

• Santa Monica Pier Corporation – provides marketing & 
special events for the Pier

• Pier Lessees Association – represents all merchants operating 
on the Pier 

• Pier Vending Cart Association – represents all vending carts 
operating on the Pier



Challenges:
• Economic success +/-

• More resources needed for clean & safe

• Non-permitted vending on the rise

• Stakeholders concerned the Pier experience could 
erode

• Issues extend beyond the Pier, impacting beach, 
parking lots, and nearby properties 
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Need for a strategic plan to guide evolution of Pier 

management over the next 5-to-10 years.



Strategic Plan Framework:
• Assess current and future market 

influences

• Engage a variety of Pier stakeholders

• Evaluate new/existing revenue options

• Develop a range of options from “least 
change” to “most change”

• 4-to-6 month timeframe
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Preferred Option: Program

• 3-to-5 year pilot

• Establish a Clean & Safe Ambassador 
Program

• Shift from overtime detail to 
dedicated police on the Pier

• Addresses non-permitted vending 
through Pier code enforcement and 
other means
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Preferred Option: Management
• Formation of a Business-Based 

Improvement District (BID)
• $2 sq./ft. for Pier Businesses and Pier 

City facilities
• New Improvement District Advisory 

Committee
• Fee-payers [merchants & City]
• Pier Corporation
• Other contributors(e.g. Santa Monica 

Travel and Tourism)

• No need to create a new 
organization
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Preferred Option: Funding Sources and Budget
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PROGRAM FUNDING SOURCES AMOUNT

Dedicated Police & Code 
Enforcement

Reallocation from existing City/Pier budgets

Clean and Safe Ambassadors

Parking Surcharge (10% - 25%) $900,000

BID Assessment ($2/sq. ft.) $300,000

Aligned Civic Organizations $300,000

TOTAL $1,500,000



Takeaways:
• The process helped to highlight the 

importance of the Pier to Downtown 
and the City

• New sources of revenue identified

• The City and private sector (Pier 
merchants/vending) both needed 
“skin in the game”

• Laid the foundation for future 
expansion of services beyond the Pier

|   Strategic Planning for Downtowns



Contact Information:  
Elana Buegoff, Pier Administrator, City of Santa Monica (Santa Monica, CA)
Elana.Buegoff@SMGOV.NET
310.458.8763 

mailto:Elana.Buegoff@SMGOV.NET


Old Pasadena Strategic Plan
Steve Mulheim, President & CEO, Old Pasadena Management District (Pasadena, CA)



Original Impetus

• 20 years of success, but what next?

• Increasing competition

• Changing retail dynamics

• Confirm buy-in for change



Strategic Plan Process
Over 500 participants

Review Existing Plans & Studies

Community Outreach
• Stakeholder meetings & focus groups (8)
• Online survey (466 respondents)
• Staff and board workshops

Evaluation of Organizational Capacity
• Budgets, work programs, organizational documents
• “Best practices” review from peer cities/districts



Competitive Advantages

• Authenticity/Walkability

• Retail Mix

• Technology/Creative Businesses

• Metro Gold Line Stations

• Housing

• Increased Foreign Tourism



Vulnerabilities

• Competitive Pressures             
(Downtown LA, Highland Park…)

• Retail Disruption (Amazon)

• Retail Mix – Vulnerability of Dominant Brands

• Parking – Ease of Access



Outreach Summary

• Build upon, diversify, and expand the district’s unique 
retail mix 

• Improve parking technology

• Activate parks and alleys – more special events and 
entertainment

• Strengthen the Old Pasadena brand through 
narratives 

• Expedite the City’s planning and development review 
process



Conclusions

• Add a new dimension to Old Pasadena’s destination appeal to remain 
competitive with surrounding LA metro area districts, shopping centers 
and downtowns.

• Capitalize on the district’s unique network of alleys and parks to 
strengthen Old Pasadena’s niche by creating an experience unlike any in 
the Greater Los Angeles marketplace.

• New focus on place-making and activation within the district’s unique 
public spaces.

• Retail recruitment and retention efforts need to target one-of-a-kind local 
and national retail concepts, including more chef-driven restaurants.

• Make parking easier to find, convenient and predictable.



Strategic Plan Framework

ECONOMY Initiatives that aim to enhance the District as a center of opportunity to attract additional retail, jobs, 
creativity, and innovation.  Parking management is part of this bundle, viewed as supporting economic 

vitality as opposed to simply being infrastructure.  Economy actions focus on providing support 
services to help retail and businesses thrive.

EXPERIENCE Initiatives that aim to continue to make the District safe, clean, and attractive.  Experience actions focus 
on additional programming of public spaces with a variety of events, both large and small, as well as 

enhancing the arts and cultural attractions of the district.

ENIVORNMENT Initiatives that aim to enhance the connectivity and walkability of the District and activate the existing 
alleys and parks.  Environment actions focus on enhancements to the public realm and 

opportunities to make the District more welcoming for all, particularly residents of Pasadena.



Strategic Plan Framework

ECONOMY EXPERIENCE ENVIRONMENT

1. Retail 4. Clean & Safe 7. Connectivity & Walkability

2. Parking Management 5. Programming & Events 8. Activate the Parks  & Alleys

3. Jobs & Innovation 6. Arts & Culture 9. Neighborhood Amenities



Lessons Learned

• Allow adequate time

• Get as much stakeholder feedback as possible

• Neutral 3rd party to lead the process

• Encourage big ideas and imagination, but 
manage expectations



In Progress

• Part-time research & special projects 
position expanded to full-time

• Re-envisioned events

• Re-visit streetscapes plan

• Public art & murals

• Alley improvement plans

• Parking garage improvements

• Research of 501c3



Contact Information:  
Steve Mulheim, President & CEO, Old Pasadena Management District (Pasadena, CA)
steve@oldpasadena.org
626-356-9725
oldpasadena.org
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