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Connect ing a Com m unity       
Thr ough Col labor at iv e Econom ic Dev elopm ent 



• Introduction + Background 
• Process + Engagement 
• Recommendations 
• Measuring Progress 
• Lessons Learned 



INTRODUCTION 





City of Lancaster, PA 



Lancaster, PA 
• 4 Squar e M iles 
• Population of 60,000 
• 40,000 employ ees  
• 8,000 college students 
• 1 M illion v isitor s/ y ear  



Downtown Lancaster 



300+ Merchants, Services, 
Restaurants, + Cultural Attractions 



160+ Places to Shop 



100+ Culinary Choices 



90+ Art Venues 





1998 ‘LDR’ Plan 





Over $1.5 Billion in 
investment 
Between 2007 + 2015 



Retail, restaurant, cultural, + 
service businesses 

130+ Net NEW, 
~60 Expanded 
Between 2007 + 2015 

BUSINESS 



Businesses relocating / expanding 
in Greater Downtown represent 

1,000 New Workers 
Between 2010 + 2016 

OFFICE 



250+ Completed 
New Units, 
350 Planned 
Between 2010 + 2016 

HOUSING 



  



The Plan 
• 15-Y ear  Hor izon 
• 4 Br oad Str ategies 
• 25 Recommendations 

› 12 Shor t-Ter m 
› 9 M edium-Ter m 
› 4 Long-Ter m 
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Focus Areas 

8 “Commercial Hubs” 
1. Dow ntow n Cor e 
2. E. K ing Str eet 
3. W . K ing + M anor  Str eets 
4. S. Duke Str eet 
5. S. Pr ince + Queen Str eets 
6. Har r isbur g A v enue/ NW  

Gatew ay  
7. Tr a in Station A r ea  
8. New  Holland A v enue 



Concurrent Efforts 
Jeff Speck’s Downtown Walkability 
Analysis (2015) 

Mayor’s Commission to Combat 
Poverty (2015) 



Aspirations 
• A ttr act + r eta in talent . 

• Cr eate jobs that pr ov ide a  l iv able w age .  

• Lev er age educat ional  inst i tu t ions for  a  
sk illed w or kfor ce.  

• Pr ov ide equi table oppor tun i t ies for  a ll.  

• Cultiv ate ex ist ing businesses to gr ow .  



Aspirations (cont’d.) 

• Encour age tar geted econom ic dev elopm ent  
oppor tun i t ies to str engthen neighbor hoods + 
incr ease pr oper ty  v a lues.  

• Pr ov ide the env ir onm ent  to th r iv e for  small 
businesses and entr epr eneur s.  

• Be a nat ional  m odel  for  ur ban econom ic 
dev elopm ent .  



PROCESS+ ENGAGEMENT 







Listening Sharing Confirming 



Outreach Toolbox 
• Face-to-Face 

Touchpoints 
• Netw or ks 
• Sur v ey s 
• M edia/ Digita l 

Outr each 
 



Stakeholder Engagement 
Ov er  1,000 stakeholder s inv olv ed 

 
 100+ M eetings/ For ums — Lar ge & Small 
 1-on-1 Inter v iew s 
 Focus Gr oups 
 Public Sur v ey s 
 Roundtables 
 3 Public M eetings 



Coming to the 
Community 
• Br ing the 

meeting to them 

• Centr a l public 
meetings 

Community / M er cha nt M eeting 

Public M eetings/ Focus Gr oups 



Establishing Trust 
• Champions 

• Ex isting Community  
Resour ces 



40% Hispanic 
30% Speaking Spanish at Home 

 





Socia l 
M edia  

Radio 
Br oadcast 
(Bi-Lingual) 

 

Hybrid  
Analog + Digital 

Outreach 



Surveys 
• Online Sur v ey  
• ZIP Code Sur v ey  
 



 



Engagement Results 
By  the Num ber s: 
33 Merchants 
59 Steering Committee/Working Group Members 
79 Commercial Hub Meeting Attendees 
80 Workshop Participants 
121 Public Meeting Attendees 
164 Focus Group Participants 
480 Surveys 

~2% of 
Lancaster ’s 
Popu lat ion  



Results  
• Str ategies 

Rooted in  
Com m unity  

• Ow ner sh ip  /  
Implementation 
Par tner s 

 

(cont’d.) 





RECOMMENDATIONS 



Expanding Success: 
Traditional Economic Development 

STRATEGY 1  



Strategy 1| Recommendations 
» 1A  | Inv estment Sites 
» 1B | M ar ket Distr ict 
» 1C | Dev elopment Clear inghouse 
» 1D | Business Registr ation Pr ogr am 
» 1E | Building the M ar ket 

» 1E1 | Façade Gr ant Pr ogr am 
» 1E2 | Façade M aster  Plan 
» 1E3 | Building Infr astr uctur e Gr ants 
» 1E4 | Lancaster  High-Speed Inter net 

» 1F | Land Bank 
» 1G | Community  Land Tr ust Subsidiar y  
» 1H | Plan Funding Pr ogr am 

 
» = In-Pr ogr ess 

1 | Expanding Success | Traditional Economic Development 



16/40 (40%)  
of the Plan’s “investment 
opportunity sites” are either under 
development or newly developed 



DOWNTOWN CORE-
PRIMARY 
1A : Bulov a  Site 
1B: City  Cr ossings Lot 
1C: Souther n M ar ket 
1D: Sw an Hotel Cor ner  
1E: Queen and V ine Site 
(LNP) 
1F: M ar ket Distr ict Sites 
1G: Upper  Floor  
Redev elopment 
(Thr oughout 
Dow ntow n) 
 
DOWNTOWN CORE – 
SECONDARY  
2A : HDC Pr oper ty  Infill 
2B: Pr ince Str eet 
Gar age Site 
2C: Queen and Chestnut 
Infill (NW  Cor ner ) 
2D: RRTA  Gar age A ir  
Rights 
2E: Nor th Queen Str eet 
Reta il Commer cia l 
2F: W est V ine/ W est 
Far num Site 
2G: Penn Squar e M ix ed-
Use Oppor tunity  
 

HARRISBURG AVENUE/ 
TRAIN STATION AREA 
3A : Nor thw est Tr iangle 
3B: Tr a in Station Nor th 
(K eller  A v enue 
Pr oper ties) 
3C: Tr a in Station W est 
3D: Tr a in Station South 
(M cGov er n A v enue 
Pr oper ties) 
 
NEW HOLLAND AVENUE 
4A : Plum and W alnut 
A nchor  
4B: Ross Str eet Gatew ay  
4C: New  Holland Infill 
4D: Bur le Office Par k  
Infill Dev elopment 
 
WEST KING/MANOR 
STREETS 
5A : M anor  Str eet 
Infill/ Pr oper ty  
Enhancements 
5B: Consolidated 
Par k ing Resour ces 
(Ty p.) 
5C: W est K ing Infill 
Dev elopment/ Pr oper ty  
Enhancements 

5D: Upper  Floor  
Redev elopment 
EAST KING STREET 
6A : Ex celsior  Building 
6B: East K ing Infill 
Dev elopment 
6C: Façade/ Pr oper ty  
Enhancements 
 
SOUTH PRINCE/SOUTH 
QUEEN STREETS 
7A : The Ir onw or ks 
7B: South Pr ince Infill 
Dev elopment 
7C: Façade/ Pr oper ty  
Enhancements 
7D: Rebman’s 
Redev elopment 
 
SOUTH DUKE STREET 
8A : Conestoga Plaza  
8B: Conestoga East 
8C. Conestoga Nor th 
8D: Residentia l Infill 
Oppor tunity  
8E: South Duke Squar e 
8F: South Duke Infill 
Dev elopment 
8G: Outdoor  M ar ket 

INVESTMENT OPPORTUNITY SITES 



Development Financing Advancements 
City Land Bank  

$1 Million (over 4 yrs.) 
New Market Tax Credits  

$19 Million to City development projects since 2016 
City Revitalization & Improvement Zone (CRIZ) 

$3.55 Million in 1st Year of State Program 
Biannual Banker Briefings 
Quarterly Finance Squad Meetings 
 



South Duke & Chesapeake Str eets 

1A | INVESTMENT SITES 
South Duke Street (Conestoga Plaza) 



South Duke & Chesapeake Str eets 

1A | INVESTMENT SITES 
South Duke Street (Conestoga Plaza) 



192 New Hotel Rooms Downtown 

1A | INVESTMENT SITES 
Hotel Lancaster Renovations + Marriott Hotel Expansion 



1A | INVESTMENT SITES 
101 N. Queen Mixed Use 

(EX ISTING) 



(UNDER CONSTRUCTION) 

1A | INVESTMENT SITES 
101 N. Queen Mixed Use 



(UNDER CONSTRUCTION) 

1A | INVESTMENT SITES 
101 N. Queen Mixed Use 



‘Tobacco Avenue’ Mixed Use Redevelopment/Adaptive Reuse 

1A | INVESTMENT SITES 
Plum & Walnut Anchor 

(PROPOSED) 



‘Tobacco Avenue’ Mixed Use Redevelopment/Adaptive Reuse 

1A | INVESTMENT SITES 
Plum & Walnut Anchor 

(EX ISTING) 



‘Tobacco Avenue’ Mixed Use Redevelopment/Adaptive Reuse 

1A | INVESTMENT SITES 
Plum & Walnut Anchor 

(PROPOSED) 





Embracing the Collaborative Economy: 
Cultivating Entrepreneurs (Creative + Tech) 

STRATEGY 2  



Strategy 2 | Recommendations 
» 2A  | Entr epr eneur s For um 
» 2B | Lancaster  Cr eativ e 

Spaces Initiativ e 
» 2B1 | Lancaster  Innov ation Center  
» 2B2 | Har v est Par k  Lancaster  

(Food Hub) 
» 2B3 | The Lancaster  A r ts Lab 

» 2C | Neighbor hood Healthy  
Food Initiativ e 

 
» = In-Pr ogr ess 

2 | Embracing the Collaborative Economy| Cultivating Entrepreneurs 





2B | CREATIVE SPACES 
Pubforge Tech-Working Space 



2B | CREATIVE SPACES 
Candy Factory Co-Working Expansion 



Leveraging the Brand: 
Marketing Lancaster City 

STRATEGY 3  



Strategy 3 | Recommendations 
» 3A  | Locate Lancaster  Residentia l 

Initiativ e 
» 3B | Locate Lancaster  Economic 

Dev elopment Initiativ e 
» 3C | Building the City  Br and for  

Tour ism thr ough LOOP (Lancaster  
Office of Pr omotion 

» = In-Pr ogr ess 

3 | Leveraging the Brand| Marketing Lancaster City 



3 | Leveraging the Brand| Marketing Lancaster City 



September 20, 2016 
“This small town in Amish Country 

is the new Brooklyn” 

March 15, 2017 
“City on the Rise” 

January 20, 2017 

“A Pennsylvania Restaurant That’s 
Hot in More Ways Than One” 

March 3, 2017 
“Lancaster, Pennsylvania is much 

cooler than you think” 

October 6, 2016 
“Nine Reasons Why Lancaster, PA 

is the New Portlandia” 

2013 

4th Most Exciting Small City in the U.S. 

3 | Leveraging the Brand| Marketing Lancaster City 



Quality of Life: 
Reinforcing Commercial Hubs 

STRATEGY 4  



Strategy 4 | Recommendations 
» 4A  | Foster  Commer cia l Hubs w ithin 

Neighbor hoods (Economic 
Dev elopment) 

» 4B | Str eet Netw or k and Impr ov ed 
A ccessibility  

» 4B1 | Tw o-W ay  Str eet Conv er sions 
» 4B2 | Cir culator  
» 4B3 | Bicy cle Netw or k 
» 4B4 | Gatew ay s and Str eetscapes 

» 4C | Commer cia l Hub Par tner  
Or ganizations 

» = In-Pr ogr ess 

4 | Quality of Life| Reinforcing Commercial Hubs 



4 | QUALITY OF LIFE 
Neighbors United (Northeast) Bicycle Ambassador Expansion 



4 | QUALITY OF LIFE 
Southwest Lancaster Neighborhood Revitalization Strategy 



4 | QUALITY OF LIFE 
Southeast Lancaster: S. Duke Street Enhancements  



4B3 | BICY CLE NETW ORK  

4B | STREET NETWORK + IMPROVED ACCESSIBILITY 
North Mulberry Two-Way Conversion, Bike Lane, + Green 
Infrastructure 



4B | STREET NETWORK + IMPROVED ACCESSIBILITY 
Lancaster Bicycle Network (Under Construction) 



4B | STREET NETWORK + IMPROVED ACCESSIBILITY 
Lancaster Bike Share (Late 2017 Launch) 



BUILDING MOMENTUM 
Measuring Progress / 



June 2015  
(Plan Completion) September 2017 

In 27 Months . . .  



21/25 (84%)  
of the Plan’s recommendations 
are in-progress 



(This is a 15-Year Plan!) 

21/25 (84%)  
of the Plan’s recommendations 
are in-progress 



 

OUTCOMES Planned By 2030  
1. Incr ease the per  capita  income to 70% that of 

Pennsy lv ania . 

2. Cr eate 300 new  hotel r ooms. 

3. See 2,500 new  r esidentia l units of a ll 
ty pes/ pr ice points. 

4. A chiev e 100,000 SF of new  + r enov ated 
r eta il/ r estaur ant space. 

 



 

OUTCOMES Planned By 2030 
5. Fill 300,000 SF of office + flex  space. 

6. Realize $1 billion in pr iv ately -led inv estment. 

7. See ongoing pr iv ate inv estment that w ill 
outw eigh public inv estment in economic 
dev elopment. 

(cont’d.) 



PROGRESS Toward Outcomes 

35% 
105 ROOM S 

8% 

200 UNITS 

155% 
155,000 SF 

76% 
228,000 SF 

31% 
$310 M  

86% 
258 ROOM S 

28% 
700 UNITS 

161% 
161,000 SF 

142% 
426,000 SF 

57% 
$570 M  
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180%

Per Capita Income
Increase to 70% of

PA's

300 Hotel Rooms 2,500 Residential
Units

100,000 SF of
Retail/Restaurant

Space

300,000 SF of
Office/Flex Space

$1 Billion in
Privately Led
Investment

Actual Progress* Anticipated Progress**

GOA L 
BY 2030 

* “Actual” r eflects only pr ojects r ecently completed and cur r ently under  constr uction. 
** ”Anticipated” r eflects pr ojects r ecently completed and cur r ently under  constr uction, and also assumes planned and conceptual development pr ojects will come to fr uition. 
 



“Realize $1 Billion in Private Investment” 
Pr iv ately -Led Inv estment in Dollar s, by  Commer cia l Hub 
(V ar ious Phases of Dev elopment) 

$212,406,719 
$185,480,849 

$62,473,000 

$21,700,000 
$12,020,000 $9,385,000 $2,381,450 

$0

$50,000,000

$100,000,000

$150,000,000

$200,000,000

$250,000,000

- Outside of
Commercial

Hubs -

CBD Harrisburg
Avenue/NW

Gateway

New Holland/E.
Walnut

S. Duke S. Prince/S.
Queen

W. King





LESSONS LEARNED 



Lesson 1 | Seek Input 
SUCCESSES: 

 Bolster engagement with numerous, diverse touchpoints 

 Leverage trusted community members as champions 

 Elevate residents + foster plan ownership via engagement 

 Recognize + complement other efforts, making connections 

 Bring the meetings to the community 
 
 
 
 



Lesson 1 | Seek Input 
TO REMEMBER: 

 Have patience when listening to community voices that are 
new at the table 

 Demonstrate progress at each milestone 

 Set the stage without being repetitive to “regulars” 

 Explore a deeper, targeted engagement approach for Hispanic 
population (bi-lingual promotion is important, but insufficient) 

 
 
 
 
 



Lesson 2 | Social Equity 
SUCCESSES: 

 Include Commercial Hubs for a more equitable, holistic plan 

 Define the limited scope but acknowledge peripheral concerns 

 Balance the goals of Economic Development with larger 
issues of poverty, unemployment, etc. 

 Emphasize the importance of connections 
 
 
 



Lesson 3 | Logistics 
SUCCESSES: 

 Identify aspirations + outcomes to measure success to gain 
credibility 

 Demonstrate commitment with transparency + diligence  

 Delegate + share responsibility for implementation 

 Remain resilient in the face of changing administrations 



Lesson 3 | Logistics 
TO REMEMBER: 

 Limit + balance the size of committees for manageability  

 Invite diverse representation for project committees 



Lesson 4 | Think Outside the Box 
SUCCESSES: 

 Think beyond “traditional” Economic Development and tap 
the creative 

 Demonstrate the relevance of quality of life 
recommendations—without which, not much else will succeed 

 Shift away from “big projects” to leveraging those projects 
into ongoing economic development 



QUESTIONS + ANSWERS 



Tr ipp M uldr ow , PLA , A ICP 
tr ipp@ ar nettmuldr ow .com 

Tom  M cGi l low ay , PLA  
tmcgillow ay @ mahanr y kiel.com 

M egan Gr iffith, A ICP 
mgr iffith@ mahanr y kiel.com 

 

M ar shal l  Sn iv ely  
msniv ely @ teamlanc.or g 

John Her shey  
jher shey @ r gsassociates.com 
 

mailto:tripp@arnettmuldrow.com
mailto:tmcgilloway@mahanrykiel.com
mailto:mgriffith@mahanrykiel.com
mailto:MSnively@teamlanc.org
mailto:jhershey@rgsassociates.com
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