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AGENDA DATE:
February 27, 2007
TO:
Redevelopment Agency Chairperson and Boardmembers


Metropolitan Transit District Board of Directors

FROM:
Housing and Redevelopment Division, Community Development Department


MTD Transit Development Department

SUBJECT:
Redevelopment Agency / Metropolitan Transit District Mixed-Use Project Planning Strategy and Feasibility Analysis
RECOMMENDATION:
That the Redevelopment Agency (RDA) Board and the Santa Barbara Metropolitan Transit District (MTD) Board of Directors receive a presentation on the preliminary conclusions of the RDA/MTD Mixed-Use Project Planning Strategy and Feasibility Analysis.
EXECUTIVE SUMMARY:
The RDA and MTD have received preliminary conclusions from a Planning Strategy and Feasibility Analysis (Analysis) for a potential mixed-use project in the 1000 block of Chapala Street.  The Analysis includes an evaluation of the most appropriate location for the MTD transit center and concludes that it is best suited in its current downtown location. Six different potential development alternatives for the site were evaluated based on input from the public, the RDA and MTD Boards, City advisory bodies, and staff. Project components, including public and private parking, a new transit center, affordable and market-rate housing, office, retail, and public open space, were included in varying intensities in the scenarios to test their feasibility. The costs, benefits, and economic feasibility of each alternative were evaluated and will be presented in detail at the meeting.
DISCUSSION:
Background
The RDA and MTD have recognized an opportunity to pursue joint development of a mixed-use project in the 1000 block of Chapala Street, currently developed with City Parking Lot #3 and the MTD transit center (see Attachment 1). In November 2005, the RDA and MTD executed a Participation Agreement for the preparation of a Planning Strategy and Feasibility Analysis to identify and evaluate various potential redevelopment scenarios for the site.  Urban Studio and their sub-consultants, Allan D. Kotin & Associates and Patti Post & Associates, were hired to complete the analysis.
Several public meetings were held to present the consultants’ scope of work and seek input from City advisory bodies.  On May 31, 2006, the project concept was discussed at a joint meeting of the City Planning Commission and Historic Landmarks Commission.  That evening, the RDA and MTD staff, and the Santa Barbara Downtown Organization hosted a public meeting to receive input on the project from stakeholders and interested parties.  On June 8, 2006, a public discussion took place at a joint meeting of the City’s Transportation and Circulation Committee and Downtown Parking Committee.  On June 27, 2006, similar information was provided at a joint meeting of the RDA Board and the MTD Board of Directors.
In the past two years, Agency staff has had numerous discussions with the owners of the adjacent Saks Fifth Avenue valet lot and the Greyhound depot parcel and encouraged them to participate in the Analysis. To date, we have been unable to secure the participation of either of those property owners.
Purpose and Scope of the Analysis

The purpose of the Analysis is to evaluate a variety of potential redevelopment alternatives for the site and highlight their costs and benefits, which will be factored into decisions about project components and economic feasibility. The information gathered from this Analysis will be used to formulate a Request for Proposals (RFP) to solicit interest for the future development of the site. The scenarios are very conceptual and are not meant to be analyzed in detail as a site plan for development. They identify a mix of general land use types in varying intensities simply to understand their feasibility. While site plans and computer-generated 3-D models of each alternative are provided for illustrative purposes, they are not intended to represent what may actually be built on the site. 
The intent of the Analysis is to determine whether a joint venture to redevelop the properties with a mixed-use project is feasible before the RDA and MTD proceed any further into the development process. The Analysis will also help both entities understand the level to which the project will need to be subsidized by public funds and assist in the evaluation of proposals from developers interested in designing and constructing the final project.  
The scope of the Analysis includes an evaluation of the most appropriate location for the MTD transit center, a land-use planning strategy that addresses the appropriateness of various project components on the site, and economic feasibility analyses for each alternative. The scenarios include a new transit center, mix of public and private parking, affordable and market-rate housing, and various commercial, office, and public uses. The additional cost to incorporate sustainable building materials and practices is also included for each alternative. 

The scenarios were developed based on project criteria expressed at the public meetings and input from RDA and MTD staff. Factors considered critical to the project include: 1) upgrading the transit center to meet future capacity needs and improving operational efficiency; 2) maximizing affordable housing - including market-rate housing only to the extent necessary to achieve project financial feasibility; 3) providing street-level retail to enhance the streetscape and help subsidize the project, and; 4) providing public open space. 
Alternative Sites for the Transit Center

The MTD currently serves more than 6,000 daily passengers at its downtown transit center. The facility was built in 1974 and designed for transit operations that involved fewer than 20 vehicles.  With nearly 100 vehicles being operated by MTD today, the facility is inefficient and inadequate for current operational needs. 
One aspect of the Analysis is an evaluation of alternative sites for the transit center to determine the most appropriate location for the facility. The alternative sites considered are the railroad station and the commuter parking lot on the corner of Carrillo and Castillo Streets. An analysis of a third alternative site was originally considered; however, an adequately-sized site in an appropriate location could not be identified by staff or the consultant team. The sites were evaluated based on several criteria, including operational efficiency and traffic flow; access, proximity, and visibility; ability to meet future transit needs; impact on travel times; regional transit connections; passenger amenities; replacement parking feasibility; additional on-site development opportunities; and cost. 
Railroad Station

The railroad station is not an optimal site for the transit center.  While that location would enhance bus/rail connections, it would negatively impact local transit efficiency and cannot accommodate the number of bus bays needed to meet future needs. The site is constrained by the freeway and railroad tracks, and many streets in the area are not designed to accommodate heavy bus travel.  The station lies outside the governmental and business center of the city, so most passengers destined for downtown would need to transfer to another bus.  Routing most bus lines through the station would also have a detrimental effect on passenger travel times due to its distance from downtown and roadway constraints in the vicinity.  
Carrillo/Castillo Street Commuter Parking Lot

The Carrillo/Castillo Street commuter lot could accommodate the 16 bus bays needed for a transit center, and the existing public parking spaces could be replaced in an underground structure.  The site is close to the freeway; however, access to and from Carrillo Street would be limited, especially for westbound buses exiting the site. The one-way traffic flow on Castillo Street would not hinder buses entering the site, but buses may block traffic flow when exiting the site to get into the left-hand turn lane to head west on Carrillo Street.  Also, bus traffic would increase along Figueroa and Anapamu Streets in order for buses to access the site in a one-way direction from Castillo Street.  The site is four blocks from State Street, which would decrease the visibility of the transit center compared to its current location, and passengers with a downtown destination would have to walk or possibly transfer to another bus at the facility.  
Existing Transit Center Location
The existing transit center location is optimal for many reasons. The site is near major transportation corridors, is highly visible in the downtown area, and, with the inclusion of the adjacent RDA-owned property, can accommodate the facility expansion needed to meet future needs. Operational efficiency and traffic flow would generally remain the same, but the configuration of the facility would be easier and safer for passengers to use. 

Based on input gathered from the public meetings and the results of the alternative sites analysis, staff and the consultants assumed that the MTD transit center would remain in its current location.  Therefore, each of the redevelopment scenarios in the Analysis incorporates the transit center as a project component.
Development Alternatives
The six development alternatives are conceptual in nature, identifying general land uses, transit center configurations, and mixes of housing type and size, to understand their economic feasibility (see Attachment 2). For the purposes of this study, the exact location or configuration of project components on the site is not as critical as understanding their cost and how they may affect the feasibility of the project.

All alternatives include replacement of the public parking spaces on the site in an underground parking garage and an enlarged and upgraded transit center. The alternatives also incorporate the eastern-most lane of Chapala Street into the transit center function, from Carrillo Street to Anapamu Street.  
Four alternatives are situated on the 1.8-acre site owned by the RDA and MTD. Two alternatives include the property on the corner of Carrillo and Chapala Streets, currently occupied by the Greyhound depot, increasing the project site to nearly two acres. Potential development of this corner property was evaluated, with the owners’ approval, in the event that it becomes available for incorporation into the project in the future.
Alternative #1 considers 127 units of low-income rental housing, a transit center with eight on-site and eight curbside bus bays, retail and office space, and 287 total parking spaces.  This alternative provides one parking space per dwelling unit, the minimum required by the Zoning Ordinance. The primary purpose in studying this alternative is to identify the level of public subsidy required to maximize low-income rental housing on the site. The intensity of development assumed in this alternative is considered generally consistent with development in the surrounding area. 
Alternative #2 considers 119 units of low-income rental housing and 51 units of for-sale price-restricted condominium units (middle and upper-middle income level), a transit center with eight on-site and eight curbside bus bays, retail space, and 330 total parking spaces.  This alternative provides one parking space per dwelling unit, the minimum required by the Zoning Ordinance. This alternative was studied to identify the economic effects of providing a mix of rental and restricted for-sale units. Also, the overall intensity of development was increased for this scenario to understand its effects on the per unit cost of construction. 
Alternative #3 considers 81 units of low-income rental housing and 33 units of for-sale market-rate condominium units, a transit center with eight on-site and eight curbside bus bays, retail space, and 274 total parking spaces.  This alternative provides one parking space per dwelling unit, the minimum required by the Zoning Ordinance. The purpose of including market-rate condominium units in this scenario is to identify the amount to which the units may subsidize the low-income rental units.  This alternative also analyzes the additional cost of providing the two unit types in separate buildings, which may be necessary from a property management standpoint, specifically with respect to the operation of the condominiums units’ Homeowners’ Association.
Alternative #4 considers 155 units of low-income rental housing, a transit center with three on-site and eight curbside bus bays, retail space, and 258 total parking spaces.  This alternative provides 0.63 parking spaces per dwelling unit, approximately 57 spaces less than what is allowed by the Zoning Ordinance. It maximizes the low-income rental housing component and explores a parking reduction for the residential units.  Therefore, this scenario represents a potential project that would likely have restrictions on the tenants of the units, perhaps to downtown workers or seniors. This alternative also evaluates the feasibility of providing the transit center function along the street rather than internal to the site. The result is the provision of 11 bus bays, which is inadequate for MTD’s future needs. For that reason, the economic feasibility of this alternative was not analyzed in detail. 
Alternative #5a includes the corner parcel and considers 115 units of low-income rental housing and 27 units of for-sale market-rate condominiums, a transit center with eight on-site and ten curbside bus bays, retail space, and 302 total parking spaces.  This alternative provides one parking space per dwelling unit, the minimum required by the Zoning Ordinance. This alternative was studied to evaluate the potential benefits of including the corner parcel in the larger project, and the extent to which market-rate condominiums would subsidize the cost of low-income rental units. Inclusion of the corner parcel provides additional ground-floor commercial space, and potential greater efficiencies in overall site layout and underground parking arrangement.
Alternative #5b includes the corner parcel and considers 176 units of low-income rental housing, a transit center with six on-site and ten curbside bus bays, retail space, and 336 total parking spaces.  This alternative provides one parking space per dwelling unit, the minimum required by the Zoning Ordinance. Inclusion of the corner parcel allows for a thorough analysis of a double-loaded bus bay configuration parallel to Chapala Street, and provides elements similar to Alternative #5a in terms of additional ground-floor commercial space and a large underground parking area.
Preliminary Feasibility Analysis Conclusions
Preliminary conclusions on the feasibility of each alternative will be presented at the meeting, with supporting data.  In general, the Analysis reveals that all alternatives studied will require some level of public subsidy, ranging from $5.1 to $19.9 million for the project as a whole. 

The Analysis considers project costs associated with design, fees, permits, construction, marketing, and financing.  Potential sources of funding include a tax-exempt construction loan, Low-Income Housing Tax Credits (LIHTC), grants and loans earmarked for transit-related development projects, and profit on the sale of market-rate housing units. Also included in the analysis are long-term operational costs (e.g., maintenance, utilities, property management) and rental income from housing units and commercial space.
The degree to which the project could offset the cost of developing affordable housing and an improved transit center is primarily dependent on the amount of market-rate for-sale housing provided.  The feasibility of the project could also be enhanced to some extent by maximizing lease space for ground-floor retail uses and leasing commercial office space within the project, in both cases maximizing achievable lease rates.  If the Boards deem it necessary and appropriate, it is possible to specify in the RFP some of the desired uses for the commercial space. For example, the Community Environmental Council (CEC) has continually expressed an interest in having commercial space within this project committed to them early in the process (prior to the RFP). In addition to administrative space, CEC indicates that they would provide educational opportunities and community programs. CEC would also consult with the RDA and MTD on making the project as sustainable as possible. It should be noted, however, that the Agency has done no solicitation of interest among community-serving organizations. An alternative is to identify in the RFP our general interest in making commercial space in the project available for community-serving uses and to let the development teams that respond to the RFP propose square footages and specific organizations for such uses. 

The Analysis also evaluates physical site constraints and concludes that a transit center with a double-loaded bus bay configuration parallel to Chapala Street is not feasible unless the entire length of the block face is dedicated to bus parking. This would require use of some portion of the corner parcel currently occupied by the Greyhound bus depot. The Analysis also shows that inclusion of that corner parcel into the project provides more space and efficiency in the arrangement of parking underground, possibly eliminating the need to excavate for a second level of underground parking, and provides more ground-floor lease space for retail uses on a prominent street corner.
Next Steps

After responding to comments received on the preliminary conclusions of the Analysis, staff anticipates presenting the conclusions at a general public meeting and a joint meeting of the City Planning Commission and Historic Landmarks Commission in mid-April. At that time, we also plan to request input on the components of the RFP that will be released to solicit interest in the project from professional development teams.
Following those public meetings, staff will return to a meeting of the RDA and MTD Boards requesting authorization to release a joint Redevelopment Agency/Metropolitan Transit District Request for Proposals.
ATTACHMENTS:
1.
Aerial Site Photograph

2.
Alternatives Matrix

PREPARED BY:
David Gustafson, Assistant Community Development Director/Housing and Redevelopment Manager/RLB
SUBMITTED BY:
Paul Casey, Deputy Director

APPROVED BY:
City Administrator's Office




MTD General Manager

�








	REVIEWED BY:
	__________Finance
	__________Attorney
	

	
	Agenda Item No._________________ 



