


18

Phase I: Mixed-Use Development EvolutionSource: Ron Straka
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Option 3: Current Configuration - Minor Renovations

Option 3:  Current Configuration—Minor Renovations

Source:O’Brien Architects
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Mall Site Development Program (SF):

Retail:   522,000

 Office:              0

Cinema:    34,000

Hotel:              0

Residential:             0

          Total             556,000

      Parking                 2,718 spaces—all surface parking

  

Description:

Development on the site is a typical suburban mall, reflective of its early 1980’s era.   Four anchor buildings 
are located at the north, south, east and west of the building, just two of which are currently occupied, by 
Sears and Dillards.  A United Artists cinema sits in the northeast quadrant of the mall, but would prefer better 
street visibility and access. The Mall is encircled by surface parking at a ratio of approximately 4.9/1000SF of 
building, standard for the building design. The building exterior is nondescript.  The Mall is hard to see from 
the surrounding arterials, particularly from the east along Ken Pratt, and suffers from very limited access and 
difficult to locate entries.

Analysis:

Though strategically located, the difficult access and visibility of the Mall is a major challenge for the property.  
Improvements to streets and signage would be a useful beginning.  The relatively large amount of small shops 
(180,000 SF instead of a more conventional 150,000SF) indicates an effort to fill space vacated by anchors.  
Over time, replacing anchors is a key revitalization strategy.  The exterior façade is difficult to improve, but 
landscaping, entry features and updated signing should be considered.  Inside the building, the interior corridor 
layout is somewhat dated, and despite recent efforts, needs additional attention to upgrade common areas and 
tenant spaces.

Compliance with Development Principles:

  Financial Viability     Depends on market

  Flexibility/development phasability over time  no

  Pedestrian Orientation    no

  Regional destination/”place”    somewhat

  TOD/mixed-use character    no

  Eco-friendly/green     no

  Connectivity for all travel modes   no
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IV. Public Investment Comparison
Based on the development options outlined above, estimate of the tax increment generation potential for each 
option is compared below.   

    

Tax Increment Generated over a 25 year Time Period / ($ millions)

The table above summarizes Leland Consulting Groups projections of tax increment over current revenue 
levels that the City can expect from the various development options.  (The calculations behind the summary 
numbers shown above are included as Exhibit 6.) 

The results show the clear short term and long term benefit to the City of the denser, Full Build-Out Option 
1.  On an annual basis, the City realizes nearly a $2 million increase over the Current Condition, and over 25 
years, the City nets over $80 million more.  This reflects both higher sales tax revenue from higher sales per 
square foot, and higher property tax from a greater amount of building square footage.

Simply adding an early-phase mixed-use element to the project, as described in Option 2, raises the expected 
sales /SF from $250 to $350 because of the amenity value of the “place” that is created.  This sales volume 
increase makes up for the loss of retail square footage adding nearly $ 1 million/year over the Current 
Condition Option 3, and totaling nearly $17 million over a 25 year period. 

While any development proposal to the City must be analyzed for its own tax increment generating capacity, 
and every tax increment commitment from the City is a negotiated solution, these models nonetheless 
indicate that there is financial justification for the concept of a public sector investment in creation of a mixed-
use district.  It should be considered a “benefit” to the community, not just a “bail-out” to the developer.  For 
instance, presuming the City limits the amount of sales tax available for a development project to 2%, and does 
not want to invest more than 50% of the total increment generated by a project, the City of Longmont would still 
have up to $73 million to invest in infrastructure, parking and other permitted project items to expedite a Full 
Build Out development.  Or again using the 2% of sales taxes and 50% overall cap guideline, the City would 
have up to $40 million to invest in a Mixed-Use Phase 1 project.  

While these calculations provide some sense of the magnitude of benefit redevelopment of Twin Peaks Mall 
represents to the City, any specific development proposal from Panattoni will necessarily require a specific 
analysis.  That analysis should rigorously examine the proposed plan to see if it conforms to the Development 
Principles, a proforma indicating the funding “gap” that justifies public investment, and a calculation of the tax 
increment potential of the project to see if it is an appropriate investment for Longmont.  Assuming all the other 
components are acceptable, it appears that the City will have the resources to invest if it so chooses.

Development   Development SF Ave.        Ave.   Total           25 Year        25 Year        25 Year
Options    Annual        Annual   Ave.           Total     Total             Total
    Property      Sales   Annual          Property      Sales            Tax
    Tax        Tax    Tax           Tax     Tax             Revenue
    Increment    Increment     Revenue       Revenue     Revenue
            (2% Cap)      Increment     Increment    Increment
              (2% Cap)

Option 1: 1,705,000 $2.7        $3.0   $5.7           $67.6     $75.7 $143.3
Full Build Out

Option 2: 603,000 $1.2        $2.4   $3.6           $29.1     $59.4 $$88.5
Phase I:
Mixed-Use

Option 3: 572,000 $1.1        $1.3   $2.4           $28.5      $31.9            $60.4
Current
Condition -
Minor
Renovations
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V. Recommendations and Conclusions
Design Recommendations:

The Full Build-Out option attempts to conceptually represent one approach to the community’s desired vision 
for the entire area.  It carries with it the following recommendations: 

Twin Peaks Mall

Create a memorable place in a Town Center exterior environmento
Emphasize the pedestrian experience with connective walkways  throughout the districto
Establish view corridors from the Town Center to the mountainso
Install a grid-like network of streets throughout the Mall siteo
Use the streets for on-street parking, either parallel or diagonalo
Organize the streets around  a central green gathering spaceo
Mix the uses of the Town Center with retail, office, housing, civic, hospitality o
Include no less than 500 residential units over timeo
Reuse the existing large format anchor spaces when feasibleo
Connect the Sears building to a major open space via a street or pedestrian street o
Connect the cinema to the central green space of the Twin Peaks Town Center o
Locate significant parking behind the cinema. If possible, eventually, share this with the o
FasTracks rail station.

Site taller buildings (up to 60 feet) at the center of the Town Center to create visibility and o
presence.  Smaller scale buildings can transition out toward the edges.

Parking (either surface lots or structured) should not be located in the center, but rather sited o
at the Town Center edges and behind buildings

Do a shared parking analysis to get the amount and type of parking just the right o
Tall retail signage or architecture may be required to help identify the Mall location, and is o
encouraged.  The cinema may provide a logical location.

District Edges and Connections

Add streets  and bicycle/pedestrian paths  to connect the district as a whole to Hover Road, o
Ken Pratt Boulevard, and Nelson Road, and the Boulder County Fairground. 

Install a major entry at Hover Road and Trade Center Avenue.  Make this a full movement o
traffic signal.  Create a street connection from this entrance to another major entry on Ken 
Pratt Boulevard.

Bring retail buildings to the street flanking both principal and minor entries off Hover and Ken o
Pratt

Install a pedestrian connection across Highway 119 to the FasTracks stationo
Provide a street connection north to the fairgrounds area o
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Creek

De-channelize the ditch to eliminate it as a site barrier to various adjacent developments.o
Line it with more natural elements like boulders to recreate a creek-like feature and open 
space development amenity.

Provide as many connections across the creek as possible, for pedestrians, bicycles, and o
vehicles.  Include a major connection to nelson Road.

Capitalize on the enhanced creek by lining it with streets, bike paths, great sidewalks, and o
residential buildings

Architecture

A diversity of urban forms and building design is key.  No one style, no one height.o
Building materials should be high quality, especially at street level.o
Give buildings at the south tip of the district architectural significance through height and o
design.  Hide service areas to reinforce the gateway function of the site.

Transit

Advocate and support location of a FasTracks commuter rail station in the district.o
Include connections in all planning efforts.  o
Until the rail is in place, provide a transit center within the Mall site.o

Sustainability

Submit the project for LEED Neighborhood Development (LEED ND) consideration, whether o
or not a designation is sought. The principles have direct applicability to this project and will 
help guide sustainable design and development.

Use “Eco-Friendly” as a guiding principle and brand for the project.  It is a powerful value in o
Longmont and will assist in marketing as well as financial feasibility.  

Implementation Recommendations:

While design of the Full Build-Out option was generally embraced by the workshop participants, realizing such 
a vision remains the principal challenge to be addressed.  Mixed-use is unquestionably the most difficult type 
of development for developers--under any condition-- for a variety of reasons: 

Designs are more complex because of multiple uses and higher design standards

Construction costs are higher because buildings must meet multiple building codes, offer more 
entrances, elevators, loading areas, etc. 

Parking is largely structured and very costly, fundamentally changing  project  economics in 
suburban districts
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Placemaking investments like sidewalks, plazas,  landscaping , open space and lighting often 
add as much as a 20% premium to the overall project cost

Placemaking must be done at the outset of the project to brand and establish district character.  
This front-loads the additional cost, increases the developer’s equity requirement , and delays 
developer profitability

Higher densities often elicit community concern and require drawn-out public processes that 
add expense at best, table a project at worst, and add unpredictability to budget and timeline in 
every case 

Streets and utilities either have to be installed to resized to accommodate greater development 
intensity

Perhaps most difficult of all, developers are asked to absorb the risk of doing development for 
building types which they do not understand.  Retail developers know retail design, leasing, 
financing and management.  Residential developers know residential design, leasing, pricing, 
financing, marketing and management.  Hotel, office and industrial development are equally 
idiosyncratic, with developers similarly specialized in their discipline.  But there are only a small 
percentage of developers with the experience and expertise in more than one use, let alone 
the multiple development types desired in a mixed-use project.  Accordingly, to do mixed-
use, a developer is faced with difficult alternatives:  selling a portion of the property to another 
developer, forming a partnership with another developer (giving up both profits and control), or 
investing the time and money to build internal capacity. 

For all these reasons, it is small wonder that developers shun urban mixed-use projects, particularly in the 
suburbs where single use projects are far more the norm. 

Recognizing the difficulty for developers, cities also face several challenges with mixed-use districts:

How to identify and qualify developers that are committed to and capable of mixed-use projects

How to design a concept plan that the community endorses, yet is only feasible  when 
developed by multiple developers in phases over a long period of  time 

What regulatory processes to institute to encourage and assist the” right” kind of development, 
and protect against the “wrong” development

How to determine when and how much public investment is appropriate for a desired project

How to structure such investments to assure developer performance 

How and what extent to involve the community to ensure the project meets citizen goals for 
quality design and development ,  yet does not impede development feasibility of desired 
projects

The workshop format used on Twin Peaks Mall endeavored to illuminate these issues and provide some 
direction to move redevelopment of the Mall forward.   Accordingly, the following recommendations are made 
to each party:
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City:

Proceed immediately with establishment of the Urban Renewal Plan and District.  It is a valuable 
tool and incentive to attract developers and/or assist property owners within the boundaries to 
redevelop their properties in line with the Full Build-Out option.  Once in place, it gives property 
owners the choice to either request tax increment or special district assistance from the City, 
but carries no obligation to apply or participate.  The current slow market provides an ideal time 
to get this important piece of infrastructure in place, and set the vision for the desired future 
development of the area. 

Amend the Urban Renewal documents to expand the boundaries of the district in line with the 
Full Build-Out concept plan and the District Plan.  The area should include the area bounded 
by Hover Road, Nelson Road and Ken Pratt Boulevard.  These boundaries were set based on 
logical planning and development fundamentals; all properties in the area warrant access to the 
District tools.

Establish a zoning overlay for necessary portions of the expanded Urban Renewal District to 
allow residential or mixed-use development.  Having the zoning in place is also a valuable 
incentive for mixed-use developers.  Existing uses should be grandfathered, but encouraged 
to evolve over time. Use a form-based approach rather than more traditional use-based zoning 
criteria to regulate the physical appearance and layout of buildings, but allow them to be flexible 
with uses as the market changes over time.

Create design standards and guidelines for properties redeveloping within the Urban Renewal 
District.  This will provide additional certainty to a developer and give the community comfort 
that future development will be compatible in design and quality with the desired district.

Provide Tax Increment Financing or Special District funding for projects that meet the 
zoning and design guidelines and help transform the area into a mixed-use district.  Funding 
should be based on a “but for” basis where public funds are invested only to fill the “gap” 
required to provide a market return to the developer (generally, 2% over the project cost of 
funds).  Document the terms of the agreement and developer requirements for funding in a 
Development Agreement.

Consider instituting a sales tax rebate program for qualified projects ready to move forward until 
the guidelines recommended above are in place.

Do a creek masterplan to design and price de-channeling and enhancement of the creek 
to make it a community amenity and focus.  It should coordinate with a district open space 
network/plan.  Implementation can be funded through a special district of benefited property 
owners and/or redevelopment developers.   

Consider locating a public use in the Twin Peaks redevelopment (such as community or 
recreational facility, library, arts center, etc.) to add additional uses and provide a creditworthy 
tenant to the project. 

Continue to advocate for the FasTracks station adjacent to the district.  Once secured, do 
a station area plan to insure strong pedestrian connections and guide development in the 
surrounding quarter mile.

Convene the property owners and stakeholders from the Twin Peaks Workshop several times 
a year to track redevelopment progress and encourage district leadership.  Explore the interest 
among the businesses and property owners to form a district organization to support business 
and quality redevelopment.   Eventually, a Business Improvement District may be appropriate.

Communicate the key aspects of the project to the community at large, the significance and 
uniqueness of this opportunity,  how it fits and benefits the entire community, the developer 
requirements for public funding, and the legitimacy of such investments in mixed-use projects. 
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Developer/Panattoni: 

Continue to manage and upgrade the property to prevent further decline of sales volumes and 
tax revenues.

Secure a new cinema anchor, and flank it with compatible in-line food and beverage and 
evening entertainment tenants.

Secure a strong second retail anchor, organic grocery or similarly attractive user, to build traffic 
and raise sales volumes.

To procure public investment, formulate a Phase I development plan that does not prohibit 
realization of the Full Build-Out concept.  The workshop option for Full Build-Out is a quick effort 
and while the development plan does not have to comply in every respect, it should comply with 
street and infrastructure connectivity, pedestrian orientation, urban design elements, parking 
treatments, and architectural quality.  Show how the proposed Phase I plan complies with the 
Full Build-Out program.

Provide proformas for the Phase I plan indicating the amount and use of public funds necessary 
to make the project viable for Panattoni.

Set a strategy for adding uses to the Twin Peaks Town Center over time.  Identify residential 
developers with an interest in mixed-use and the Longmont market to determine whether a 
partnership in some form is feasible.  Include both market and workforce housing developers.
Do the same investigation for office and hospitality partners.  

Make “green” development a fundamental principle of the project in site design, building design, 
operations and branding.  Use the LEED ND checklist as a guideline.

Investigate adding a public facility to the project.  Uses such as open space, fountains, skating 
rinks, libraries, community centers, etc. make a project unique and add new users.  On an 
interim basis, the existing big box space could be used to locate such a use.

Continue to meet with area property owners and stakeholders to explore redevelopment 
opportunities and partnerships in the district.
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Conclusion:

Citiventure is often asked to determine whether a mixed-use project is feasible.  The “Acid Test” criteria boil 
down to three items:

Market:

The real estate adage that “you can’t make a market” is true.  Countless communities have been 
seduced by appealing architectural renderings of tenants and designs that are just not supported 
by economic fundamentals, only to have the project fail sooner or later.  Even when developers 
are induced by public will and a genuine desire to do exceptional, they will fail if there is not latent 
demand available to be captured.

Land:

One of the biggest obstacles to creating mixed-use destinations is the ability to assemble a large 
parcel of land. Creating a unique sense of “place” requires a critical mass of activities, and if heights 
are limited as they generally are in smaller and suburban areas, this requires an even greater 
amount of ground.  Frequently, communities are frustrated in their efforts to create new districts 
and destinations simply for lack of a large assembled site.  Older regional mall sites—sometimes 
called “greyfields”—have accordingly become valuable assets because of their land size.  They 
are usually also surrounded by a strong arterial street system and residential density, both of which 
support redevelopment and additional intensity of use.

Leadership:

Mixed-use development is being pursued by communities all around the country, yet is surprisingly 
difficult to realize.  This is because, as discussed above, large mixed-use projects are exceptionally 
difficult with few developers willing to take the risk.  As developers consider potential projects in 
various communities, one of the most persuasive considerations of the opportunity is whether there 
is political and community will to do the project.  Leadership for projects of this type must come 
from a shared vision and desire to succeed from champions in all three sectors, the private sector, 
the public sector and the not-for-profit sector.  If a strong champion for the project cannot be found 
from each sector, the chances of the project ultimately succeeding are minimal.  Moreover, these 
champions must agree to work together on a basis of trust and collaboration. 

In practice, the developer is generally the private sector champion.  The public sector champion is 
ideally an elected official with strong influence over regulatory and public investment decisions—the 
Mayor being the first choice because it is presumed that the rest of Council and City staff will follow 
that lead.  The not-for-profit sector covers many important stakeholders, with neighborhood groups, 
chambers, environmental groups, and community foundations all included.  These groups are 
crucial to supporting the elected officials, convening, educating, and being a trusted, independent 
voice in the discussion.
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The potential for redevelopment of the Twin Peaks Mall and surrounding district on each of these measures 
can be thus evaluated:

Market:

While Longmont is not a large community, the demographics and household incomes in the area 
are good, and the site is well-located. On the other hand, the global financial and real estate 
markets for all types of development are in unprecedented disarray.  This indicates that while 
transformational redevelopment will undoubtedly be delayed, when the markets return, it is not 
unreasonable to expect a return to a healthy demand for a mixed-use activity center.  Overall, this 
indicator ranks medium to good for Twin Peaks.   

Land:

While Dillards owns their building and some surrounding parking lots, Panattoni still controls some 
60 acres of land. This makes Twin Peaks Mall a tremendous asset for the community and gives an 
enormous advantage to redevelopment.  Twin Peaks ranks good on this measure.

Leadership:

On this measure, the jury is still out on Twin Peaks.  Based on time and energy invested thus far, 
there seems to be genuine agreement from all three sectors that a quality redevelopment is highly 
desirable.  The private sector champion, Panattoni, seems capable and eager, which is not to be 
taken for granted.  Moreover, as a privately held development firm, they have much more flexibility 
to do mixed-use than most public companies in this environment. In terms of the public sector, 
both the Mayor and the Mayor Pro-Tem, and two representatives from the Planning and Zoning 
Commission actively participated in the workshop, among countless other hours spent on the 
project.  Similarly, City staff has worked diligently to support redevelopment, including establishing 
public investment mechanisms.  There are not classic residential neighborhoods surrounding the 
site, so the not-for-profit champion could come from many other places, but is still essential, and is 
yet to be identified.  That said, the community interest in the project is high, as judged by previous 
participation in the urban renewal vision process, and interest in the workshop.

The major issue seems to be agreeing on the build-out vision and a phased implementation plan, 
which this workshop was designed to help address.  From a straight real estate development point 
of view, this is technically not a difficult task.  It is only difficult if the players cannot come together 
with the intention of agreeing on a shared plan, and then working together in a trusted relationship 
to make it happen. Given all of the other strong elements of the project, if this issue can be 
resolved, Twin Peaks redevelopment has an excellent opportunity to succeed by all measures.
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VI. Exhibits

1. Workshop Agenda

  2. Workshop Attendees

  3. District Full Build-Out Plan

  4. Phase I : Mixed-Use Plan

  5. Current Condition Mall Plan

  6. Tax Increment Calculations

  7. Miscellaneous workshop concepts and diagrams
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Exhibit 1 : Workshop Agenda:
Location:

Hallmark Store, Twin Peaks Mall

Study Area Boundaries:
 Region:  Market influence area—Diagonal to Boulder, City of Longmont, etc.1.
City—downtown Longmont to Twin Peaks district2.
Development District: Rail corridor/Hover/Nelson-Price-Ken Pratt3.

Schedule:
Wednesday October 8

  8:00-8:30 Welcome, introductions, agenda
     Phil Del Vecchio
     Gordon Pedrow
     Marilee Utter

8:30-10:00 Tour area
  10:00-11:30 Project understanding
     Urban design context
     Community perspective/objectives
     Developer perspective/development “givens”
  11:30-12:30 Formulate development principles (working lunch)
  12:30-2:00 Formulate development alternatives
     No public money
     Intense mixed use
     1-2 intermediate alternatives  
  2:00-4:00 Working in separate teams, formulate preliminary development 
    program and conceptual design for each alternative
    Team 1 Chair:  Tim Van Meter, Van Meter Williams Pollack
     City Council—Karen Benker
     Planning and Zoning—Terri Musser
     City Planning Staff—Joni Marsh
     Will Damrath (Panattoni)
     Kory Cash (Circle Capital)

    Team 2 Chair:  Jack O’Brien, O’Brien and Associates
     Ron Straka, Urban Designer

City Council—Roger Lange
     Planning and Zoning—Jon Van Benthem
     City Planning Staff—Brad Schol
     Don/Parker Macey

    Unassigned (both teams)
     Marilee Utter, Citiventure Associates
     Phil Del Vecchio, City of Longmont
     Bill Cunningham, Leland Consulting Group

  4:00-4:30 Group reviews preliminary concepts
  4:30-5:00 Prepare for Open House

5:00-6:00 Open House/Comments from observers
  6:00-7:00 Review preliminary concepts/Open House Feedback
  7:00-8:30            Team dinner—offsite

Thursday October 9
  8:00-9:30 Group review of alternatives
  9:30-12:00 Separate team formulation of phasing plan for each alternative
     Panattoni prepares proformas

Leland prepares City revenue projections 
  12:00-1:30 Working lunch; group reviews all plans with feedback
  1:30-3:00 Final refinement by Teams 1 and 2
  3:00-4:30 Evaluation of alternatives
     Pluses, minuses, financial viability
  4:30-5:00 Prepare for Open House
  5:00-6:00 Open House/Comments from observers
  6:00-7:00 Team debrief and next steps
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 Exhibit 2: Workshop Attendees

Consultants:
Marilee Utter
Tim Van Meter
Ron Straka
Bill Cunningham
Jack O’Brien
Dick Anseth

Twin Peaks Mall Developer:
Will Damrath

City Staff:
Gordon  Pedrow
Phil DelVecchio
Joni Marsh
Brad Schol
Jim Golden
Nick Wolfrum

City Council:
Roger Lange
Karen Benker

Planning and Zoning Board:
Terri Musser
Jon Van Bentham

Property Owners and Stakeholders:  
Kory Cash
Parker Macy
Chrissy Grant
Dan Burkhardt
George and Nancy Hawthorne
Phil Marti
Beth Schmidt
Lembit and Joan Kallas
Michael Stroh
Elaine Nave
Kaye Fissinger
Don Macy
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Exhibit 3:  District Full Build-Out Plan

Source: Van Meter Williams Pollack
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