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Section IV: Implementation Strategy

Introduction

The high level vision and the many, many redevelopment opportunities
described in this Plan provide Ripon with an almost unlimited potential for
spring boarding its downtown into a full-functioning, regional destination.
However, achieving these results will require a well-coordinated effort
between all of the major community and economic development interests
operating in the community. While Ripon is fortunate to have several strong
development organizations with recotds of success, the time is now to bring
these entities together to begin working in a more collaborative fashion to
truly leverage the expertise and resources that each has to offer.

This Implementation Strategy starts with an outline of the type of
organizational structure needed to spearhead the various recommendations
within this Plan. Following that, all of the economic and site development
opportunities described throughout the Plan are consolidated into six core
implementation categories, followed by a discussion of seven priotity projects
with the greatest short-term feasibility and an outline of a funding strategy.
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Implementation Structure

Taking action on the ideas and recommendations included in this Plan
requires that Ripon have an implementation strategy that organizes the
processes for initiating and managing development projects and downtown
improvements. In order to initiate projects and respond to development
proposals in a manner that advances the vision for the downtown, Ripon first
needs an organizational framework with open lines of communication and
clear delineation of responsibilities among the various community and
economic development entities already at work in the community.

Ripon is fortunate to have a number of active groups in the community with
interest in advancing quality development in the downtown and throughout
the City. However, each of these organizations has its own unique interests
and areas of focus, so it is critical that all of these organizations communicate
with one another. In 2002, the Ripon community organized a summit to
determine how these entities should be organized and to better coordinate
who should be responsible for what. The outcome of this process was a
more clear delineation of missions for each group working on development
issues in Ripon and an elimination of overlapping responsibilities. However,
the community still lacks clear lines of communication, authority between
these groups, and a detailed understanding of how specific development and
public improvement projects should be managed.

Key Organizations

Ripon Main Street, Inc.

Main Street is a 501(c) 3 non-profit organization that maintains and improves
the downtown by attracting visitors and businesses, enhances the design
quality and appearance, and provides service to businesses and property
owners. The primary mission of a typical Main Street organization follows
four objectives - organization, promotion, design, and economic
restructuring. Ripon’s Main Street fits within this model but is more active
and takes on more responsibilities than is generally the case. On a day-to-day
basis, most of Main Street’s work focuses on coordinating, organizing and
servicing downtown businesses, assisting with downtown revitalization
projects, and doing some promotional and event planning work. Main
Street’s budget includes income from the City’s Business Improvement
District and revenue from the Hotel tax. Main Street is led by a 15-member
Board of Directors and a full time executive director. Main Street’s primary
expenses include events, property improvements, and marketing materials.

Ripon Community Development Corporation (RCDC)

The RCDC is a non-profit organization focused on recruiting businesses to
locate in Ripon’s industrial parks, maintaining existing businesses, and
growing a strong and stable workforce in the community. The primary focus
of RCDC is the existing and new industrial parks owned by the City where
the RCDC markets property to companies and negotiates the early stages of
deals. Although the RCDC’s focus is primarily outside of downtown, it
nonetheless has a strong interest in quality downtown business and housing
development. The RCDC is a 501C6 organization funded by the City of
Ripon and by contributions from businesses. Principal expenses include the
services of a full time executive director and administrative and marketing

GO RIPON!
Downtown Ripon Strategic Plan
November 8, 2007

support materials.
ol

. Ripon

Wisconsin



Ripon Chamber of Commerce
The Chambet’s mission is to grow and maintain a healthy business
community. On a day-to-day basis, the Chamber organizes numerous

Key Organizations: community events, conducts community visitor marketing and promotions,
and operates the Little White Schoolhouse, which is the historic birthplace of
e Ripon Main Street the Republican Party. The Chamber is a member-based organization with

funding provided by membership dues and a portion of the City’s hotel tax.
The organization is administered by a member board comprised of its
members, a full time executive director, and a full time promotion
coordinator.

e Ripon Community
Development Corporation

e Chamber of Commetce Ripon College

Located adjacent to the downtown, Ripon College is an active partner in the
downtown planning process with a stake in downtown development. The
College recently relocated its president’s office to the historic Carnegie
Library building at the south end of Watson Street as indication of its level of
commitment to further cementing the relationship between the College and

e Ripon College

e  City Council/City Staff

e City Plan Commission the downtown. The College is very interested in participating in additional
downtown improvements that are integrated with the College and that can
e Community Development enhance the community’s and College’s profile to potential and existing
Authority students and faculty.
City Council/City Staff

The Ripon City Council has no unique authority in the downtown relative to
the rest of the City. However, their authority over items such as operating
and capital budgets, purchase and sale of city property, and establishment of
Tax Increment Finance Districts and Business Improvement Districts, makes
them a key partner in all major downtown projects. The City operates under
a council-administrator form of government, with the City Administrator
serving as the chief operating officer and mayor effectively serving as the
president of the council. The mayor and eight-member Council have
ovetlapping, two-year terms and four-year terms respectively.

City Plan Commission

The Plan Commission is responsible for the general physical development of
the City as the primary author and keeper of the City’s Comprehensive Plan
and the primary review and recommending body on significant development
requests including conditional uses, planned unit developments, and re-
zonings. The seven-member Commission is appointed by the City Council
and is comprised of four citizens, the city engineer, a council member and the
mayor.

Housing and Community Development Authority

The CDA acts as an agent of the city in planning and carrying out various
community development programs and activities. As currently configured,
the CDA has no final decision-making or bonding authority (both of which
are permitted under state statutes), but makes only recommendations to the
City Council and the Planning Commission on specific development projects.
The CDA is staffed by the City Administrator and membership consists of
seven residents, two of which are members of the city council.
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Project Categories

Ripon Economic Action & Development Implementation
(READI) Team

In order to coordinate and fully utilize the resources of the groups listed
above, Ripon should create the Ripon the Ripon Economic Action and
Development Implementation (READI) Team to prioritize and coordinate all
implementation efforts, oversee projects, and channel information to
participating organizations (see organizational structure graphic). As
implementation projects are launched, the READI Team will route
information and assign responsibilities for project management to sub teams
consisting of representatives of the listed stakeholder groups organized
according to areas of interest and expertise.

The proposed structure is not so much based on creating a new entity as is on
creating a mechanism to better coordinate the activities of the existing
organizations. Although the details of the organization will need more
discussion among the participants and within the community at-large, the
general concept would be to have the READI Team be a committee
consisting or one representative from each of the organizations shown in the
Organizational Structure Graphic. Together, the representatives will
prioritize community and economic development projects within the
downtown and throughout the City, and then divide the related
implementation activities among themselves based on the resources, expertise
and capacity available within each of the member organizations.

Project Categories:

1. Major Development/
Redevelopment Projects

2. Public Improvements
3. Downtown Merchant
Recruitment, Operations,

and Management

4. Events and Visitor
Marketing

5. Housing Development

6. Business and Workforce

The plan identifies over eighty individual potential projects related to both the
physical design of the downtown and the broader economic development
strategy concepts. The following list classifies each of these potential projects
according to six categories. Once the READI Team is established, each of
these six categories should have an assigned sub team which would be
responsible for managing all projects within their assigned category.

1. Major Development/Redevelopment Projects

These ate projects initiated by either the READI Team or private developers.
Plans for these projects should be the result of active negotiations between
private interests and community interests with the projects managed through
a READI sub team consisting of public and private sector tepresentatives. In
order to achieve the maximum benefit from redevelopment projects, the
community needs to have a unified voice ensuring the project is integrated
into the long term vision for the area.

Identified Potential Projects:

a) Maintain local and pedestrian-oriented businesses on Watson; direct uses
more dependent on higher traffic to Blackburn

b) Relocate industrial and warehouse uses to the new industrial park but

Development retain office workers in upgraded buildings downtown
¢) Renovate second floor apartments and condominiums along Watson
Street

d) Infill townhome or condominium development along Ransom Street

e) Infill townhome of condominium between Blackburn and Mill Pond

f)  Encourage mixed-density housing in the Brewery Creck development
@) Create historic bed and breakfast/hotel on Watson
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h) Upgrade/replace the Best Western Hotel with boutique hotel

i)  Encourage redevelopment of underutilized sites on the west side of
Blackburn Street

j)  Locate market driven, auto-oriented businesses to west side of Blackburn
Street

2. Public Improvements

These are improvements to public areas such as streets, sidewalks, parking
areas, civic buildings, and parks. As such, the City will continue to play a lead
role, but it is critical that these be properly coordinated and phased with all
other downtown projects through the READI Team. Of the recommended
improvements listed below, the first six (a-f) are projects that have already
been discussed atre in some stage of planning. Because these projects have
already been identified as needed and planning is underway, these
improvements should be given some priority over other projects.

Identified Potential Projects:

a) Enhance Highway 23 intersections at Jefferson and Jackson Street

b) Enhance Seward Street and East Fond du Lac Street streetscapes

©) Replace Watson Street light fixtures with energy efficient/residential
friendly fixtures, reuse existing light fixtures along side streets and
parking areas.

d) Improve visual and pedestrian connection between the Square and
Library

e) Continue to update Watson streetscape

f)  Enhance Blossom Street streetscape

g) Redesign the Square into a multi-use public space for hosting high school
and college homecoming parades, holiday parades, campaign stops, and
special events as well as providing parking on a daily basis

h) Add streetscape enhancements along Watson consistent with historic
buildings

i)  Upgrade public parking areas and alleys between Watson and Blackburn
and provide better signage directing visitors to the parking lots

i) Upgrade rear facades of buildings on the east side of Watson and create
secondary entrances facing the parking areas

k) Consolidate utilities, trash receptacles and service areas to improve
appearance and functionality

)  Clarify drivers’ choice between highway and downtown routes through
the City

m) Update downtown entry feature/sign

n) Add unified wayfinding signage

0) Encourage business exposure to Jackson Street

p) Enhance Highway 23 intersections at Metomen and Blackburn Streets

q) Add Ripon College entty feature/sign

r)  Develop Scott, E. Fond du Lac, Blossom and Seward Streets as
connections to Watson Street, directing vehicles to off-street patking
areas with signage.

s)  Enhance City Hall fagade, site, and streetscape

t)  Create visual terminus of Watson Street with significant architectural
element on City Hall

u) Create a cohesive “Civic Campus” including City Hall/Police/Library

v)  Consider Jackson Street enhancement/traffic calming

w) Continue to preserve, restore, and reuse historic structures on Watson
Street
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x) Upgrade alleys, public parking areas, and parking sighage between
Watson and Blackburn and improve rear facades and entries from public
parking areas

y) Enhance Blossom Street/Watson Street intersection

z)  Add gateways at pedestrian entries to Ripon College

aa) Improve pedestrian connections between campus and Watson Street

bb) Enhance College “presence” at terminus of Blossom Street

cc) Improve pedestrian connections between Mill Pond and Watson Street

dd) Enhance connection to Little White Schoolhouse Site

3. Downtown Merchant Recruitment, Operations, and Management
Successful downtown retail districts require coordinated efforts to market
empty storefronts to potential business owners, coordinate existing businesses
operations, and manage the overall downtown business environment.

Identified Potential Projects:

a) Coordinate regular merchant hours of operation and add at least one
extended hours night each week, preferably on the day with the strongest
retail sales.

b) Add outdoor dining and seating areas along Watson and behind buildings
on the east side of Watson

¢) Enhance Seward Street/Watson Street intersection. Consider the use of
interpretive signage oriented towatrds pedestrians to provide information
about the College and downtown.

d) Encourage more businesses that appeal to college students and children

e) Encourage more entertainment uses, outdoor sports, and recreational
uses

f)  Create a pool of trained workers who can fill in for various downtown
merchants to cover absences or expanded hours

2) Renovate second floor apartments and condominiums along Watson
Street

h) Encourage outdoor seating and activity areas

i)  Enhance the Village Green

4. Creating Events, Visitor Marketing, Developing Visitor Attractions
Attracting visitors requires a sustained and coordinated marketing program
consisting of promotional materials, working with state tourism officials,
creating and organizing large and small community events, and other activities
designed to reach out to several audiences including locals, day trippers,
tourists, and business travelets.

Identified Potential Projects:

a)  Establish regularly scheduled reenactments of the birth of the Republican
patty

b) Provide guided historical tours of the downtown and install markers and
interpretative signage for self-guided tours

¢) Expand on-campus summer programs for adults and alumni by Ripon
College

d) Expand music, art and literature offerings to the general public by Ripon
College

e) Consider third-party use of Ripon College facilities during the summer,
such as corporate retreats and family reunions

f)  Offer a visiting lecture series of prominent individuals in state and
national social movements
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@) Host regional, state and national events sponsored by the National
Forensic League

h) Create public art program with installations throughout the downtown

i)  Expand on the Little White Schoolhouse site to develop a Ripon
Welcome Center and museum/interpretative center on the history of
Ripon. Create displays on all aspects of Ripon’s history as a cradle of
new ideas including its role in the abolitionist movement, women’s
suffrage, entrepreneurialism, as well as the Republican Party.

j)  Coordinate with entities that promote “cultural tourism” (i.e. Wisconsin
Dept. of Tourism) to insure that Ripon is prominently featured.

k) Identify educational topical areas that could be appealing to educational
tourism groups such as Elderhostel.

)  Enhance the Cookie Outlet and relocate it to the downtown. Include a
visitor center with interpretive elements including media displays
providing a virtual tour of the production facility.

m) Create a gift shop located within a Ripon Welcome Center showcasing
locally produced products

n) Expand the farmers market with more local growers and include locally
produced food products (such as honey, meats, cheeses, sauces, etc.) in
the market

0) Work with UW-Extension to connect local restaurants with local growers
and develop menus featuring locally grown produce and food products

p) Solicit professional organizations to hold their ag/food related
conferences here or hold our own

q) Promote Ripon as the Gateway to the Green Lake resort area

5. Housing Development

Housing is a key component of any active downtown and is also a key
component of work force development. Given the limited range of housing
types within the community, downtown housing development needs to be
viewed with a larger lens of improving the City’s overall housing options as a
means to not only bolster activity within the downtown, but also to grow the
work force and expand the City’s business development opportunities as
well.

Identified Potential Projects:

a)  Develop high-end condominium housing targeted to Ripon alumni with
an amenity package closely tied to the college

b) Infill townhome or condominium development along Ransom Street

¢) Infill townhome of condominium between Blackburn and Mill Pond

d) Create upper end GREEN housing along Silver Creek/Mill Pond

e) Examine need for affordable housing; develop affordable housing as
identified in order to ensure available workforce.

f) Consider potential housing/hospitality uses on Ransom Street

6. Business and Workforce Development

This is the traditional economic development function focused on attracting
and retaining high quality employers and on building a strong workforce.
Although not directly related to the physical development of the downtown,
the condition of the downtown can significantly affect the ability of the
community to attract new companies.
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High Priority/Impact Projects

Identified Potential Projects:

a) Create a Center for Entrepreneurship and Small Business Assistance in
Partnership with the College using the GREAT program as a foundation.

b) Work with Ripon College Students in Free Enterprise to create business
plans for needed retail and services

¢) Market potential business ideas/plans to local entrepreneurs

d) Develop incubator for hand-crafted food products in concert with the
public market

High Priority/Impact
Projects:

North End Redevelopment
(Brewery Creek)

Downtown Alumni
Housing Concept

Gateway and Wayfinding
Signage

Cultural and Continuing
Education Programs at
Ripon College

Enhance Little White
Schoolhouse

Local Foods Visitor Center
and Retail Shop

Center for
Entrepreneurship and Small
Business Assistance

The list above identifies over eighty individual project ideas. Starting from
this master list of projects, the following seven projects were identified as
priorities that should lead off the implementation effort, once an appropriate
structure is put into place. These seven projects were drawn out of the
master list based on the following criteria:

e  High Visibility — A project that quickly produces clear “on the ground”
results. High visibility projects create a physical manifestation of the plan
and show the community that things are being accomplished.

e High Impact — These are catalytic projects that can pave the way for
additional development. One or two high impact projects can
fundamentally change the market in a way that makes a dozen or more
additional projects feasible.

e Limited Cost/Limited Political Resistance — These ate projects that
are likely to succeed and can be accomplished without excessive
expenditures, major property acquisition, or other potential pitfalls.

e Already Proposed/Sense of Urgency — These are projects that the
City or a private developer has already proposed or initiated but may
need to be refined in the larger context of this Plan. Likewise, these
projects have some sense of urgency in that their potential may be
lessened or evaporate altogether if action is not taken now.

Each of the priority projects identified below has at least one of these
characteristics and most of them have more than one. These projects also
represent a diverse mix of the implementation categories described previously
in this section and, therefore, will help to distribute the workload over all of
the READI Team member organizations. Although numbered, the following
projects are of equal priority and are listed in no particular order:

1. Development of a Mixed-Use Project at the North End of
Downtown (Brewery Creek)

The City is currently in the process of negotiating with a developer for
the redevelopment of this site as part of a request for proposals the City
issued eatlier this year. The City’s partial ownership of the site coupled
with the site’s obsolete uses and proximity to downtown make it a prime
redevelopment target. Accordingly, the City made an excellent choice in
selecting the site as one of the first major downtown redevelopment
initiatives. In light of the opportunities identified in this Plan, the project
needs to be taken to the READI Team immediately to ensure it fulfills as
many Plan objectives as possible. Through proper coordination, the
value-added nature of the READI Team approach should result in
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2. Develop Niche Housing Targeted to Ripon College Alumni
One of the development opportunities identified in this Plan is the
creation of unique housing catering to Ripon College alumni looking to
retire in a pleasant community and to reconnect with their alma mater.
Building a moderately-sized community of alumni housing with an
extensive amenity package designed to draw on the assets of the College
and provide a stimulating living and learning environment could be a
catalytic development that would ignite the downtown housing market
leading to future projects.

3. Install New Gateway and Wayfinding Signage

Creating gateway and wayfinding signage is a relatively low cost public
improvement that can be implemented quickly and can have an
immediate impact. Using the plan, the City and the PMT should identify
the downtown and community entrance points in need of gateway
signage and install attractive, uniform signs. Further, signage should be
added to cleatly point visitors towards preferred parking areas and to
highlight key historic sites or visitor attractions.

4. Launch New Cultural and Continuing Education Programs
through Ripon College

The College is one of the community’s key assets which can be leveraged
to benefit the downtown. Ripon College is a center of culture and
knowledge with a wealth of facilities, expertise, and institutions that can
add to the cultural and entertainment profile of the community. To the
extent possible, the College should assist the downtown by hosting more
concerts, creating new lecture programs with community and visitor
appeal, and creating new lifetime learning programs that could draw new
residents to the community.

5. Enhance the Little White Schoolhouse Attraction as a Tribute
to Ripon’s History as a Place of Ideas

The Little White Schoolhouse is Ripon’s most celebrated historical site
and visitor attraction and an integral part of the community’s identity. In
order to maximize the site as an attraction and as a statement of Ripon’s
identity, the visitor experience should include more interpretive elements
discussing the ideals of the early Republicans, the suffrage movement in
Ripon, the Abolitionist and Civil Rights movements, the Ceresco
Commune, and Ripon’s early entrepreneurs. Rather than simply being
the birthplace of the Republic Party, the Little White Schoolhouse and
adjoining grounds should be rebranded as a tribute to the ideas that
created of the Republican Party and a celebration of Ripon’s long history
as a place where new ideas are created and tested.

6. Create a Local Foods Themed Visitor Center and Retail Shop
This project combines a regional visitor information center with a
“Ripon Flavors” retail shop featuring locally produced specialty foods.
The shop should be created in partnership with Bremner-Ripon Foods,
Smuckers, Ripon Pickle, Seneca, area farmers, restaurant owners, and
Aneh’s Fine Foods. The shop and visitors center would be designed to
showcase and market Ripon’s local food products and introduce people
to the unique local food scene in the community. The shop could be
managed and operated by Ripon College business students organized
through the Students in Free Enterprise (SIFE)
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Funding Discussion

7. Create a Center for Entrepreneurship and Small Business
Assistance in Partnership with the College

Using the GREAT program as a foundation, create an Entrepreneurship
and Small Business Assistance Center to provide business support
services for downtown retailers and prospective downtown business
owners. Working with Main Street, the Chamber, and the RCDC, SIFE
students would provide labor to local businesses as well as business
consulting services to existing and prospective business owners. The
center also could be used to incubate new businesses in Ripon in targeted
niche industries.

When feasible, the READI Team should look for synergies between these
and other projects that can generate greater success and community interest
and support by integrating/combing them. For example, the priotity projects
five, six, and seven are all related to celebrating and leveraging Ripon’s
identity as a place of new ideas, entrepreneurship, and local foods. If
possible, co-locating these projects as a single center/integrated development
could create an exciting single project with widespread support.

Securing funding for projects requiring direct public expenditutes is often a
challenging component of downtown redevelopment planning. Many of the
funding tools often used to finance downtown improvements are already
established in Ripon including a downtown Tax Increment Financing district,
a Business Improvement District, and a hotel tax. Ripon can continue to use
these tools as the base of its redevelopment funding for the downtown.

Minor public improvements such as creating new signage can often be
completed at a relatively low cost. However, more extensive improvements,
such as resurfacing the public parking lots or doing major streetscape
improvements, can be significantly more expensive. These more expensive
public improvements in Ripon should be placed on a long-term track so that
they are initiated as they become financially feasible. Ripon’s current
downtown TIF was created in 1988 and the district includes most of the
parcels within one block of the Watson Street corridor between Jackson and
Seward. Amending the TIF boundaries (or creating a new TIF) to include
more of the land north of Jefferson and west of Watson, as well as the parcels
between Blackburn and Houston, could add to the potential revenue flowing
from the TIF. In addition, encouraging downtown development within the
existing TIF and within an expanded TIF that includes more of the periphery
of the downtown will add to the value within the district creating funds that
can potentially be invested into downtown improvements. Further,
negotiations with developers can be used as a way to obtain financing for
improvements in the immediate vicinity of projects.
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