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Introduction

Welcome to the community assessment for
the Town of Bayfield, Colorado. Downtown
Colorado, Inc. (DCI) is proud to offer
affordable, quality assessments for all
Colorado member communities to build

and maintain vibrant commercial districts,
town centers, and downtowns in our state.
Qualifying communities in Colorado have the
opportunity to apply for assistance through
DCI and receive a reduced rate thanks to the
in-kind contribution of consultants from DCl’s
professional membership base.

The DCI community assessment gathers
community leaders and stakeholders to
develop a structure and process for the
community to support local businesses and
a vibrant commercial district. The process
results in a road map to guide community
leaders in providing services and training to
help local businesses thrive.

To ensure quality and affordable services, DCI
assembles a team of professional consultants
experienced in their discipline, including
designers and architects, marketing and
branding specialists, land use and urban
planners, redevelopment and real estate
specialists, economic developers, and finance
experts, to work in communities over the
course of two days to contribute to this final
report. The assessment team members value
the invitation to learn about and assist your
community, and worked diligently to provide
relevant and realistic input toward the
betterment of your community.

Executive Summary

In the Fall of 2014, the Town of Bayfield
requested a community assessment

from Downtown Colorado, Inc. (DCI). The
assessment visit was held on March 16 and
17, 2015 with the purpose of identifying
community issues and opportunities, as well
as to provide tools, insights and direction

to help Bayfield achieve its community
revitalization goals. The assessment was
partially funded through a grant from the
State of Colorado, Department of Local
Affairs, Energy and Mineral Impact Assistance

Program. HDS Freight Services, an international
shipping company with offices located in
Downtown Bayfield, donated $500.00 toward the
effort as well.

Prior to this visit, the Town of Bayfield planned
the agenda, identified key stakeholders for focus
groups, and provided extensive background
information about the history and status of
Bayfield’s downtown revitalization efforts and
any issues facing the community.

DCl organized an assessment team with
combined experience in organizational
management, marketing and promotions,
branding, economic development, land-use
planning, transportation planning, urban

design, resource development, and financing
mechanisms. Upon arrival in the community,
team members were given a presentation on the
community history, current issues, and a tour of
the town. Afterward, the team conducted focus
groups with elected officials, town staff, service
providers, business owners, and interested
residents. The focus groups allowed the team

to meet directly with stakeholders and hear
multiple perspectives about the issues facing
the downtown and the community as a whole.

It also provided a chance for team members

to ask the community about the perceptions,
strengths, weaknesses, and opportunities related
to Bayfield.

On the second day of the assessment, DCl’s team
members gathered to discuss their observations
and formulate recommendations. That evening,
team members presented their findings in the
form of a PowerPoint presentation followed

by a question-and-answer session open to

the community-at-large. The following report
provides a brief history of the community, a list
of observations gathered from the community,
and provides action recommendations for short
and long-term implementation in four areas:
Organization and Management, Promotions and
Marketing, Economic Development, and Physical
Improvements and Design. The report appendices
contain an action matrix and any documents
produced for this assessment. The community
will additionally receive and have access online
to a toolkit that will assist the community in
implementing the provided recommendations.
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Bayfield is a town with a population of 2,493,
located in Southwest Colorado, 18 miles east of
Durango and 50 miles west of Pagosa Springs
on Highway 160. Bayfield was incorporated in
1906 after the Bay family and the Schiller family
each donated land to found a supply town for
regional agricultural business. The name of

the town was decided on a coin toss; had the
coin landed the opposite way, it is said that the
town would have been named “Schillerville”.
The Bays were active in the town’s community,
school, and church affairs until they relocated
in the early 1920s.

Today, residents work hard to preserve a
strong sense of community and a family-
friendly atmosphere. Although the town has
a reputation as being a bedroom community
for Durango, it is growing in self-sufficiency
and now has three commercial districts:

the Bayfield Business Center to the north of
Highway 160 along with Downtown Bayfield
and the Bayfield Industrial Park to the south.

The town recently lost its third largest
employer, a local construction company, making
its current largest employers the Bayfield
School District, Lewis True Value Mercantile,
and the Pine River Valley Bank. The Town of
Bayfield has experienced a steady population
increase since the beginning of 2000 and as this

Bayfield’s areas of commerce

growth trend continues, the opportunity for
retail grows with it. Currently, the town boasts
a good mix of businesses. The restaurants in
town have proven to attract local and visitor
clientele and include a newly opened brewpub,
Bottom Shelf Brewery. AJ’s Pizza is especially
popular in the summer due to its family friendly
atmosphere and proximity to Joe Stephenson
Park, which features a skate ramp as well as
baseball, soccer, football and track fields that
attract large crowds for both youth and adult
sports.

Bayfield is downstream of Lake Vallecito and
the robust river that it sits on offers fly-fishing
and kayaking opportunities. A grant from
Great Outdoors Colorado (GOCO) has helped
the town acquire land that provides more
connectivity between Downtown Bayfield and
river recreation activities on the Pine River.
Bayfield attracts many younger families who
are drawn to the family-focused lifestyle,
strong school district, and award-winning
library. Special events, such as the Fourth of
July celebration, Heritage Days, and Spring
Festival bring in visitors from surrounding
areas. As Bayfield plans for growth, the town
is ready to move forward with a plan of action
that will strengthen its current assets and work
towards the goals of business attraction and
retention, increased community engagement,
and connectivity.
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Focus Group Observations

The following observations were made during
the orientation, focus groups, and touring held
during the community assessment:

Sense of family, safety, and quiet are
characteristics of Bayfield that are highly
valued by the community.

The residents of Bayfield have a strong
sense of pride in their community and
desire the town to have an independent
brand and not be seen as just a bedroom
community or stop on the way to some
other place.

The Town of Bayfield has a strong focus on
providing for its locals, such as the robust
recreational programs offered.

Bayfield is holding strong events that

are unique, encourage the community to
gather, and celebrate the local heritage.
There are many organizations and
leadership working to improve Bayfield,
however their efforts are not currently
coordinated or well communicated to
other groups.

It is difficult to engage community
members in the efforts to improve and
revitalize Bayfield.

Bayfield prefers to communicate by word
of mouth, but many locals are unaware of
the assets available locally.

Youth are a strong focus and driver in
Bayfield, however outside of sports there
is little opportunity for their involvement
in the community.

Bayfield has a strong foundation in and
ties to agriculture around which the
community enjoys gathering.

Bayfield residents strongly appreciate
their parks and natural recreational
opportunities.

Mill Street is the heart of Bayfield and
holds its history and character. The kernel
of personality present in the downtown
could be unified and amplified to make
Bayfield stand out and invite more activity
in the town’s core.

Beyond Mill Street, there are other areas
of Bayfield important to its residents.
However, there is little signage or multi-
modal connectivity to tie all these pieces
together.

Assessment Team
Recommendations

This assessment focuses on activating
stakeholders and resources in a comprehensive
approach to capture and direct existing
activities into the following topic areas that are
vital to revitalizing downtowns:

e Management: Primarily focuses on
resource management including human
resources, partnerships, and finances.

e Marketing and promotions: Primarily
focuses on branding and messaging,
communication, and events.

e Economic development and restructuring:
Primarily looks at opportunities to collect
data, enhance services for business, and
identify and catalyze underutilized assets.

e Physical improvements and design:
Primarily looks at beautification,
infrastructure, parking, and connectivity.

The observations gathered from the community
have been categorized into these topic areas.
Recommendations specific to the Town of Bayfield
follow each observation. When implementing

any of these strategies, and especially when
considering branding or business development,
Bayfield should draw from its focus on family and
use the concept of support, encouragement, and
growth of ideals to nurture and cultivate what
exists locally.
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The first section of this report focuses on
organization, which includes developing
collaborative efforts, recruiting and managing
volunteers, fund-raising for the organization,

and developing operational strategies based on
those adapted from the National Main Street
Approach. Organization involves getting everyone
working toward the same goal and assembling
the appropriate human and financial resources to
implement a downtown revitalization program.
The three principal components of organizing a
downtown revitalization program are:

e Public and media relations
e Volunteer development

e Fundraising

Public and media relations are important both to
understand what the community wants and needs
as well as to “get the word out” about the goals
and direction of the Town. Public relations can be
challenging in small, rural communities. It becomes
exponentially more challenging for “bedroom”
communities with busy families and households
who have numerous employment commitments
and financial demands. Public gathering places
and lifestyle accommodations (indoor and outdoor
activities, eating and drinking establishments, etc.)
are important community spaces where public
interactions may be maximized, and even where
volunteer recruitment can happen. Focusing on
special interests and special projects can engage
and enliven the community to participate in

a positive and effective community and local
economy-building process.

A governing board and standing committees make
up the fundamental organizational structure of

a volunteer-driven program. Volunteers are best
organized and developed with a paid, full-time

or part-time program director. This structure not
only divides the workload and clearly delineates
responsibilities, but also builds consensus and
cooperation among the various stakeholders.
While a paid downtown coordinator may not
currently be feasible, it is something to strive for in
the future.

Notwithstanding this fundamental description

of a typical downtown organizational structure,
numerous variations exist throughout the State
of Colorado as well as nationwide, and are driven
largely by local circumstances. In some towns,
for example, the chamber of commerce is strong
enough to add an organizational component
designated to focus on the downtown. Other areas
develop some form of special district to dedicate
resources and focus on downtown. In others,

the Town Council may be the governing board to
facilitate and organize efforts.

Regardless of the organizational structure chosen,
the most successful communities accomplish their
desired outcomes by developing a solid
organizational component early in the process to
oversee and manage their downtown revitalization
efforts. If the community does not create this
coordinating function early on, the program will
have difficulty accomplishing the desired outcomes
and will be at risk of fading away before it has a
chance to succeed, despite the best intentions of
all concerned. Placing organizational development
in the highest priorities of early revitalization
activities is not the most exciting part of the
process, but it is the most critical. The community
must absorb and contemplate what is feasible to
accomplish with these efforts based on the
capacity and resources of the community and
various organizations. When facing many diverse
priorities, success will come through a team
approach and shared responsibilities.



Observation: There are many organizations
actively working to improve the community.
There is room for increased coordination and
partnerships among existing efforts that will
cultivate the potential of current desires and
initiatives.

Recommendations:

e Clarify the roles of the various
organizations. Refine Town Trustee liaison
roles and strengthen partnerships with the
School District and La Plata County to work
together and engage various community
interests that already have a lot of
momentum.

e Bayfield is a beautiful community inside
and out. People are doing what they
do, and doing a good job of loving and
supporting their community and families.
Harness this energy by narrowing the
focus and actions of each group and
organization, identifying overlapping
areas for partnerships, and assigning
and agreeing to specific action items will
help the community collectively achieve
its goals. Suggested roles that could be
explored for Bayfield’s organizations are
listed in Appendix 2.

Observation: Organizations and community
members are strapped for time and resources, but
there are meaningful and informative meetings
happening in the region that can serve initiatives
without duplicating efforts.

Recommendations:

e Bayfield has the option to join in a regional
initiative, supported by the Department
of Local Affairs, to develop a shared
staff position for communities working
to develop a more focused approach to
downtown. Consider how this initiative
and perhaps a VISTA Volunteer through
DCI might assist in moving forward with
recommendations in this report

e Capitalize on and participate in existing
meetings, creating additional meetings
only when needed. With limited resources
it will be important to avoid creating

more occasions to meet when there are
existing opportunities that can be utilized
to engage with other organizations and
volunteers.

It may be appropriate to facilitate a regular
meeting of agencies and organizations
involved in economic and community
development for the purpose of
understanding roles and action items and
affirming partnership opportunities, where
everyone knows “what is going on and
who is doing it”.

The Chamber may benefit from

continued regular and focused meetings
offering business tools and resources.
Collaborate with Region 9, Small

Business Development Center (SBDC) and
Workforce Center to provide a menu of
services, training and financing tools for
local businesses.

Enhance the current working relationship
with Region 9 Economic Development
District, examining opportunities for
services and networking. Attending the

La Plata County Economic Development
Alliance Meetings and participating in the
regional efforts for economic development
will provide opportunities for the Town
and Chamber to better understand their
role in the region while identifying focus
areas and possible regional partnerships.
Additional opportunity areas include
attending the Community Potlucks and the
Parks & Recreation Events where families,
Town and County residents, and business
owners can come together in Bayfield and
talk about the future of the community

and share their wants and needs.
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Observation: The Town has difficulty engaging
community members and bringing diverse
participation for volunteer efforts. The downtown
needs an impetus that the community can rally
around.

Recommendations:

e Engage citizens around their apparent passion l

for parks and recreation. Generate interest
and participation and solicit input for projects
by reaching out to the community while

they are enjoying the parks and activities.
Informally meeting outside on the sidelines
during or between games to quickly reach out
and share information on local government
priorities and solicit feedback.

e The GOCO Land Acquisition and river
access planning opportunity is an exciting
development and a great opportunity to
engage Town residents and businesses as
well as commuters and La Plata County
residents that call Bayfield home. Other
specific focus areas that can draw the interest
and engagement of community members
might be downtown revitalization, arts and
creativity, healthy families, and access to local
foods.

e Use small successes initially, such as designing
and constructing beautification elements
(e.g.: planter boxes with locally grown
plants and flowers) to incite passion and
engagement. These small successes can help
community members see possibilities while
bringing life to specific areas of the Town.

e A meeting specific to revitalization
objectives should meet regularly and focus
on identifying and following through with
specific action items and special projects.
This will allow participants to see a vision
and collectively participate in small successes
along the way. Participating stakeholder and
partners should hold each other accountable
to complete priorities in desired time frames.

e Volunteer efforts can be supported by
offering classes on volunteerism and following
through with volunteer appreciation. Partner
with the library to reach out and engage their
database of volunteers.

e Make public participation less intimidating
by developing a Leadership/Civic Academy.
Allow individuals interested in participating
in government, non-profit or business

management, or the community initiatives
to learn about all of the public and private
organizations, the processes and structures
that guide them, and current initiatives that
each group is working on in partnership

with the others. Interested individuals may
complete this training prior to running for
election or taking a leadership position in
order to ensure that sustainable partnerships
are developed beyond one personality,
administration, or conflict. Consider utilizing
Leadership La Plata resources for this
initiative.

Reach out to the younger generation to solicit
participation and input. Government leaders
may attend classes at the Bayfield schools

as part of the civic curriculum or consider
developing an advisory youth council.

Observation: Limited investment in downtown
(Mill Street) commercial development and
organization challenges the ability to finance
and organize community and business interests.
People can be very drawn to and inspired by
“Main Street” improvements, but it can often
be difficult to express the importance of costs of
improvements.

Recommendations:

Any effort to explore a sales tax increase to
support roadway enhancements could benefit
from community outreach and feedback to
inform the effort. Develop preliminary street
design criteria and create visual renderings

to illustrate the opportunities. Community



members will likely be more inspired by
investment in streetscape improvements,
beyond just street maintenance, and will be
more supportive of a tax increase knowing
that part will be committed to multi-modal
transportation solutions and beautification
initiatives for the community.

The various community organizations and
the Town will need to explore short-term
fundraising options to sustain these initiatives
and efforts. Some ideas may revolve

around sporting events (concessions, bake
sales, etc.), and special events (booth fees,
beverage/food sales, selling promotional
swag, etc.). The various partners should
explore their options for sustained funding,
and then pursue what works for the collective
effort. For more information on funding
strategies, see the Funding Mechanisms
section, page 15.

Longer-term, a defined organizational
structure will be helpful for the efforts to
thrive in an efficient, strategic and planned
manner. One opportunity is to explore an
Affiliate relationship with the Colorado Main
Street® Program. It is a relatively low cost
direct cash investment in the beginning,
although it will require administrative time
and resources that need to be strongly
considered and widely supported. This
program provides a framework, networking,
and a limited amount of funding annually

to advance economic development with
collaborative community planning.

Build greater participation from community
leaders and town staff in education and
training from Downtown Colorado, Inc.
Through this planning process and Bayfield’s
membership, the community can participate
in webinars, training, and educational
opportunities at home and around the state.
Another option for a defined organizational
structure is a downtown district. This will
require the participation and support of
downtown businesses and property owners.
Districts can bring significant interest and
resources to the community and need to

be carefully considered in advance for type,
structure, purpose, return, etc. Downtown
Colorado Inc. can assist with these discussions
and considerations to better understand the
opportunities that the Bayfield community
may consider.

Longer-term and more advanced participation

will require at least a part-time coordinator
to put a sustained and solid focus on
organization, promotions, design and
economic restructuring. A plan to create a
coordinator position to help link the pieces
of the puzzle and synchronize the work each
organization is doing around a common
vision could benefit the collective community
efforts. Work with DOLA and DCI to consider
how to participate in the opportunities

that are currently being developed around
increased staff capacity.
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Marketing and promotions assist in building

a vital downtown by creating and delivering

a positive image of the commercial district.

A clearly identified image encourages
consumers and investors to live, work, shop,
play, and invest in the commercial district. By
marketing a district’s unique characteristics

to residents, investors, business owners, and
visitors, an effective promotional strategy
creates a positive image. This image can then
be reinforced through advertising, retail
promotional activity, special events, and
marketing campaigns carried out by local
volunteers. These activities improve consumer
and investor confidence in the district and
encourage commercial activity and investment
in the area.

Observation: Community members and visitors
are not well aware of assets available locally.

As is often the case with a growing community
where many community members work outside of
town, many people do not shop in town. In these
cases, a concerted effort should be made to build
awareness about what is available and how local
purchases support local needs, like schools, roads,
etc.

Recommendations:

e Create collateral material and informational
announcements about the services and
products available in Bayfield. Develop a
simple map that groups businesses and
amenities together in meaningful ways and
that highlights the multitude of opportunities
available to both locals and visitors. This
presents a simple way to leverage the
potential of advertising location and
offerings.

e Continue holding and expand the “off the
beaten path” event to increase familiarity
of businesses among residents and local
employees. Bring attention to all the assets
of the town and encourage those interfacing
with visitors to share their knowledge of
the available amenities and locations in the
community.

e Explore the possibility of combining the
museum and the visitors’ center to bring
more traffic downtown while also sharing

local history. Consider partnerships that
would help staff the museum/visitors’ center
for regular business hours.

Observation: Most information in Bayfield is
spread through word of mouth. The message of
Bayfield needs to be amplified and formalized.
Informal communication can often be the biggest
culprit in people feeling like either there is nothing
happening or they are not invited. Word of mouth
is great if it is supported by the ability to search for
additional information online. In a review of the
Bayfield online messaging, we found that some
sites had incomplete information and were not
tightly knit together to leverage the strength of
each audience.

Recommendations:

e Stronger links between all social and official
community sites is a good step toward
creating a unified voice for Bayfield. The
link to the events calendar on the main web
site is broken so we were unable to assess
the effectiveness of its content. The events
calendar on the Senior Center newsletter is
the easiest to find, but as a tourist or local
wanting to know what’s going on in the
community, it is not the most intuitive place
to look. Creating a single calendar for all
events would bring much needed clarity to
the year round schedule.

e |tis great that the community has a Facebook
page, but it is difficult to find when using
instinctual search words like “Bayfield
Colorado Facebook”. Additionally, the “Things
to do in Bayfield” Facebook page could be
populated and linked to the official site to
increase awareness and connectivity. Being
more visual about the events (i.e. using
photos vs. uploading pdfs of agendas) would
also improve the marketability of the page.
For a Town this size, a goal of 500 Facebook
likes is achievable through short campaigns
and ongoing maintenance. Photo contests,
news, events and stories about the town will
increase readership.

e Bayfield could benefit from a holistic view
of their events throughout the year. DCI
recommends creating an event matrix to
analyze what events exist, what demographic
they target and what partners could
collaborate and coordinate together. An event



matrix sample is included in this report to
fill in by the community. Gaps in time, target
ages, seasons or outcomes can be easily
identified and rectified through this kind of
breakdown.

e Bayfield can leverage partnerships in
collaborative marketing arrangements.
Joint Town and Chamber communication
can benefit each other by helping build the
capacity of the Chamber and amplifying
the message of the downtown. Highlighting
events or people in the newspaper through
an agreement to purchase unused ad space
for ¥ the cost is a great way to draw attention
in a regional way. Additionally, focusing your
message on your people and their story will
captivate an audience more than dates and
times of events.

Observation: Bayfield has strong local pride

and can build on that to advance the economic
development of the downtown. The love of
community and engagement with youth sports
should translate into shopping locally to support
the schools and community initiatives.

Recommendations:

e Consider messaging to local residents that
highlights that a dollar spent in Bayfield goes
to support schools, roads, and services used
by the community. Simple phrases like, “Put
your money where your house is” or “Every
dollar spent in Bayfield supports Bayfield
Recreation and Education” can help to
reshape shopping preferences.

e Implement or adapt the 3/50 Project model
for a shop local campaign in Bayfield. The
3/50 Project asks consumers to think of
three local brick and mortar businesses they
do not want to see disappear, and to spend
$50 per month at these establishments to
ensure they remain in business. The goal is
to funnel revenue back into local business.
The 3/50 Project specifically provides built-
in resources for sharing the shop local
message to the broader community. For more
guidance on a shop local campaign, see DCl’s
Implementation Toolkit.

e Businesses could support more traffic by
maintaining consistent and convenient
hours that relate to their local customer
base. As a community with many people

driving to Durango for work, the town has an
opportunity to cater to their schedules and
capture additional revenue. A review of local
business hours would benefit everybody and
could be used in messaging to make sure
people understand the new commitment to
shop local.

Observation: Bayfield’s community brand could
use refreshing and is an opportunity to engage
the community. The community’s brand doesn’t
capture the depth of the community. Many
design elements can be shaped around a strong
community brand.

Recommendations:

e Hold a professionally led charrette with
stakeholders to develop an authentic
community brand, logo and marketing
materials. This could include a Vision Survey,
Tapestry Study, Community/Business Survey,
and Visitor Perception Survey with specific
regard to the brand of Bayfield. From there,
the community can create a brand positioning
platform with Logo, Tagline/Call to Action,
Website, Letterhead/Business Card, Full Page
Ad, Visitor Guide, Banner Program, Bumper
Stickers, etc.

The team took some time to offer outside
perspectives on the current brand. There is
currently not much in Bayfield’s logo that

sets it apart from other Colorado towns. It is

a recommendation for the Town to recognize

and acknowledge what makes Bayfield unique

and draw on that for inspiration for a visual and
narrative brand. The concepts below could be used
as a starting point to discuss potential new brands.
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Idea One: Heart
Tagline: “Heart of the Pine River Valley”

Building on the current slogan as a point of reference,
this brand could be done in a more artisan graphic
style. Play off the valley and harvest aspects of the
town to combine into a unique and memorable icon.

Idea Two: Americana
Tagline:“Quiet. Simple. Safe.”

Grounded in the small town feel of Bayfield, the
brand takes on a mid-century slower-pace-of-life
look and feel, using historic Bayfield photos, and
subtle incorporation of rural icons into signage and
wayfinding. Very vintage look and feel, with a focus
on the events that bring people together.

Idea Three: Agriculture
Tagline: “Bayfield of Dreams”

Taking the idea of agriculture, sheep, and even
baseball as a point of reference, this brand is done
in a more bright, colorful and modern graphic style.
A stylized livestock animal or another agricultural
symbol is the mascot for this brand, connecting to
different pictoral assets/experiences within Bayfield.
If based on a sheep, this brand could also play off
of the ‘Bayfield’ name, with the sheep calling out to
come visit. Whatever mascot is chosen, it should tie
in with agricultural events and economic drivers of
the town.

Once a branding platform has been clarified, it can be translated across physical elements in town
and communication pieces both on and offline. Physical elements such as streetscapes, parks, plazas,
landscaping, signs and gateways can manifest colors, themes and materials embedded in the brand.
It is important to push the brand through all current channels of communication so that the “old”
isn’t confused with the new. This includes website/social media, collateral materials, events and
celebrations.



Economic Development &
Restructuring

The focus of economic development and
restructuring is to assist in efforts to recruit,
retain and expand opportunities for investment
in the downtown. This is accomplished by
ensuring that investors and businesses are
aware of all of the resources available for
assistance as well as the benefits of choosing
to locate their business in downtown. This
includes the opportunities that may exist to
capitalize on promotional activities. It also
works to build strong relationships between
downtown businesses, residents, and users.

Observation: There is a strong history and base
of agricultural and recreational assets in Bayfield.
The community gathers and celebrates around
these areas. The agricultural heritage and legacy
represent a primary opportunity for business
growth and development.

Recommendations:

e Consider building around the authentic
Bayfield niche to grow existing assets and
expand the business mix in downtown
Bayfield. It is often easier to grow and
strengthen an existing business than it is
to start or attract a new one. There are
services and products being requested by the
community that are currently being offered
at a lesser quantity or quality than desired.
Attracting a hotel/motel and a grocery store
to the area have been considered, but efforts
have not yielded an overwhelming response
from outside entities. Consider how to grow
existing assets into business opportunities:

o A Bed &Breakfast or vacation rental option
provides lodging that allows the visitor to
experience the family character of Bayfield.
Find a way to support the efforts of existing
home and property owners with the
potential to add rental or lodging space to
their properties. Consider starting with an
inventory of existing lodging to share with
residents and on marketing materials in the
short-term.

o Connect existing grocery store to resources
and opportunities for enhancement of the
store or inventory. The Fresh Food Fund
is one example of a program that works
with grocery owners to bring in more fresh

produce and foods.

o Consider incentivizing a co-operative
market for health foods and fresh produce.
Working with the informal farmer’s
market would provide a foundation for the
program. Contact and communicate with
the food co-op in Salida and the health
market in Buena Vista to consider different
business models.

o Bring a new revenue source into the
Industrial Park when the fire station moves
out. The industrial park is functioning as
a civic center. Relocating civic jobs and
activities to the downtown would generate
more foot traffic on Mill Street. This would
also strengthen the industrial park as a
place for industry jobs and tax revenue
generation. Consider possible uses for the
vacated fire station space that can add to
the revenue stream of the town.

o Support farm to table options to supply
Bayfield establishments. There is a strong
desire from the community to have
fresh foods, and there are agricultural
producers in the area. It is not only a good
match, but there are currently a lot of
programs available to support farm to table
operations and increase access to fresh
foods.

o Upgrade the rodeo grounds for multi-use.
While the rodeo grounds are privately
owned, it would benefit the community
and the property owners to improve and
expand the use of this space, especially
with its proximity to downtown. Explore
options to attract equestrian tourism, build
on existing events, and develop year-round
uses. These ideas are discussed in more
detail under the Physical Improvements and
Design section.

The town seems to embrace livestock and

agriculture. Bayfield could leverage and

develop this niche in the area by investigating

opportunities around horses, cows, sheep,

agriculture, harvest, etc.

o Investigate National Livestock Producers
Association Sheep and Goat Fund. With
a little research, we found a fund that
supports livestock producers. There are
probably many that work with cows and
sheep. Explore options to support existing
and startup operations that will build on
this niche in Bayfield.

o Consider approaching underutilized green
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houses to foster a Bayfield nursery. Link
the local desire for fresh foods with the
plethora of underutilized greenhouses
in the community in the winter time.
Possibilities might include an indoor
community garden or small business
opportunity to grow and source local
produce.

o Support expansion of livestock and
agricultural products and events. Crafts and
products made locally and by hand would
attract the patronage of both locals and
tourists. Assist existing business owners
and residents in broadening their options in
Bayfield.

Observation: Bayfield youth are a primary focus
and driver of the community. The community
gathers and celebrates around youth.

Recommendations:

e (Create business and training opportunities
that invest in youth awareness of leadership
and entrepreneurship possibilities in Bayfield.
For example, create a youth council to advise
the work of the Town. Allow youth to run the
concession business to fundraise for their
community projects.

e Consider ways for the youth to learn about
Bayfield opportunities. The team was really
impressed with the groups working in Bayfield
and the number and diversity of innovative
and industrious projects going on. Hold a
Bayfield career fair for businesses and non-
profits to talk to youth about volunteer and
internship opportunities in Bayfield. Work with
the school to highlight internships in Bayfield.

e Consider youth sports and activities as another
natural niche and money-maker for the
community. The most active place in town
seems to be the ball fields. This shows that
people will go where their kids can be active.
Pursue recreational retail options and youth
gathering places like arcades or indoor activity
space to foster that sense of gathering and
community year round.

Observation: Bayfield has a few nodes of activity

each with their own character. Mill Street is

the historic, funky place and the heart of the

community. Mill Street is your community smile,

but it has a few “missing teeth”.

Recommendation:

e Consider options to convert vacant
residential on Mill Street into unique shops.

It is important to have housing available in a
downtown, but in Bayfield a more critical mass
of shops is needed. This would be helpful for
sales tax and would attract more pedestrians.

e Support efforts to add rentals and lodging
onto Mill Street. There are people working
to create vacation rentals on Mill Street that
would help to fill the need for lodging. Review
zoning and code to make sure the community
is supporting these efforts.

e Display your love of community on Mill Street’s
natural billboards — the windows. Consider
how to energize the downtown with window
displays, art displays, and fun projects. The
community should make this happen together.
Work with students, arts groups, historians,
and business and property owners to identify
space that could be spruced up and decorated.
Consider developing a seasonal competition
in which locals vote on the best display to get
everyone downtown for an “off the beaten
path event”.

Observation: Broadband is a huge issue and the
town has done great work to expand it in 2014.
While the community didn’t bring this up, the
need for increased broadband in the region is

a key to attracting location neutral workers and
expanding economic opportunity.

Recommendation: When requested, support
the town’s efforts and provide letters, reports,
or mapping to build the cause and garner more
support.



Cata Iytic Development negotiating agreement with a developer,
R A and initiating joint development activities as
0 pportu nities needed. The Town should work in coordination
with stakeholders and potential cost-sharing
Observation: There are two potential development partners. including property owners, regional
sites at either end of Mill St. that are currently economic development program, and County

partners.

e Explore formation of an Urban Renewal
Authority as a means of catalyzing these
development opportunities.

e Promote these sites (and any incentives that
the Town could bring to a public-private
partnership) to regional and national real
estate developers (using tools such as
OppSites.com).

underutilized as parking or vacant lots.
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Observation: The unused school building site

on Mill St. has potential if the current classroom
building is demolished to make room for a new
joint-use public facility. However, the existing
building has intrinsic value that would be lost with

demolition.
Recommendations:
e Consider joint development on these sites Recommendations:
to create gateways to the downtown / Mill e Option A: Demolition of existing classroom
St. These sites could be redeveloped via a building to make way for new construction of
public-private partnership to provide retail, a joint use public facility (e.g. fire station and
housing, and/or office space and better community center). This option may achieve
serve as “downtown gateways.” Possible potential cost savings via co-locating and
uses could include Bed and Breakfast lodging constructing both facilities on the same site.
with ground-floor restaurant or downtown o If this option is pursued, next steps include:
residential e.g. (townhomes) with ground-floor conducting a feasibility assessment,
flex space (live/work). developing site plan and building program/
e To pursue this option, next steps would design, and identifying funding sources
include: conducting a market analysis and (for both construction and operations and

feasibility assessment, executing an exclusive management costs).
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Immediate next step: The Town should
initiate a feasibility assessment (including °
identification of funding sources) in
coordination with stakeholders and

potential cost-sharing partners such .
as: property owners, regional economic
development program, and County

partners.

e Option B: Adaptive re-use of the existing
classroom building as commercial space °
(e.g. co-working space and retail storefronts)
with new construction of urban residential
behind the classroom building. Compared to
an entirely public use considered in Option A,
this option would generate revenue through
increased property taxes and/or sales taxes,
would provide some retail space for local
businesses, and would meet regional market
demand for a) co-working office space for °
freelancers and sole practitioners and b) in-
town, walkable residential at an affordable
price point (relative to regional median
incomes).

O

This option would require that a new
community center and fire station be °
located elsewhere. These uses should be
located close to the downtown to draw
traffic and activity into Mill Street.

If this option is pursued, next steps include:
conducting a market analysis and feasibility
assessment, executing an exclusive
negotiating agreement with a developer,
and initiating joint development activities
as needed.

e Supporting initiatives:

O

O

Explore formation of an Urban Renewal
Authority as described above to assist
with asbestos mitigation and other
predevelopment activities necessary to
position the existing school building for
redevelopment.

Promote these sites (and any incentives
that the Town could bring to a public-
private partnership) to regional and
national real estate developers (using tools
such as OppSites.com).

Observation: There are no lodging options in
downtown Bayfield, but a downtown hotel would
need higher visitation counts to be justified. In
the short-term, a hotel is not the only way to
accommodate overnight visitors.

Recommendations:

Support initiatives to add mother-in-law

apartments and other options to existing

buildings and housing.

Consider creating campgrounds and/or an

RV park along the river. This would provide

low-cost, low-impact, overnight visitor

accommodations on the river and within

walking distance to downtown.

Development concept could include:

o City and property owners partner to
provide infrastructure

o Private vendor handles operations (paying
back City upfront costs)

o Time-limited permits (to prevent long-term
camping)

o Ensure good pedestrian/bicycle connections
to downtown

If this option is pursued, next steps include:

conducting a market analysis and feasibility

assessment, developing a site plan and

construction documents, investing in needed

infrastructure improvements, and recruiting an

operator.

Immediate next step: The Town should initiate

a market analysis and feasibility assessment in

coordination with stakeholders and potential

cost-sharing partners such as: property

owners, regional economic development

program, and County partners.



Physical Improvements &
Design

Design takes advantage of the visual opportunities
inherent in downtown by directing attention

to the physical elements, including: public and
private buildings, storefronts, signs, public

spaces, landscaping, merchandising, displays, and
promotional materials. The aim of this section is
to stress the importance of design quality in all of
these areas and to expedite improvements in the
downtown in order to improve the experience of
visiting downtown for residents and visitors.

Observation: Mill Street has a character and
history that is unique from the other areas

of town, however the streetscape elements

and landscaping are inconsistent. There is an
opportunity to unify Mill Street’s visual character
and build on Bayfield’s personality.

Recommendations:

e Add planters throughout the downtown
to generate color and interest especially
during the summer months. For a start, place
removable planters at both ends of Mill Street
to signify you are entering the downtown.

e Consider small projects that can engage
people and property owners in a fun
beautification effort to build momentum and
excitement. Currently, there are elements
such as washing machines repurposed as
planters and hand painted fire hydrants,
which are great. Continue to build on the Mill
Street’s character by incorporating a unified

and original street furniture palate (including
signage, lighting, benches, trash receptacles,
etc.). This will develop a unique feel on Mill
Street and reflect the historic character of
Bayfield. When updating the street furniture,
consider creative ways to enhance the existing
benches or relocate the benches to other
areas of town.

Add trees to the downtown area to make the
street feel more welcoming and pedestrian
friendly. Street trees should be planted in

a landscape strip between the sidewalk and
roadway where feasible. On Mill Street, trees
should be planted in tree grates at regular
spacing along the street. Select tree species
that are drought tolerant and proven to grow
successfully in the four corners region.

Observation: Highway 160 creates a barrier
between the north and south sides of town, and
overall connectivity for pedestrians and bicycles
could be improved. Sidewalks throughout town are
inconsistent, streets can be difficult to cross, and
there is a lack of multimodal infrastructure.

Recommendations:

e Follow up on the recently completed CDOT, La
Plata County and Town of Bayfield coordinated
Access Control Plan by initiating a Town of
Bayfield Major Street Plan, which could be
expanded to include multi-modal components
(i.e. pedestrian, bicycle and equestrian).

o Fill in the missing gaps for pedestrian and
bicycle connectivity, especially to destinations
such as the schools and parks. The existing
roads should be evaluated to determine which
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could accommodate bicycle lanes. Adding

bicycle racks at major destinations including

the downtown, parks, schools and public
buildings will be key to encourage the local
community to bike to their destination.

Build a complete street cross section (including

bike lanes, landscape strip with trees, and a

detached sidewalk) from Highway 160 to Mill

Street so that residents and visitors will be

directed to the heart of Bayfield. Construct

a continuous sidewalk from the intersection

at Highway 160 to Mill Street, upgrading

sidewalks and crosswalks to be ADA compliant
where necessary. Consider constructing curb
bulb-outs at the corners in the downtown
core area to improve pedestrian safety,
provide a traffic calming feature, and create
opportunities for additional landscaping and
signage.

Other key points identified by the team as

essential to the connectivity of the town

include the following:
o Improve connectivity at Bayfield Parkway
and CR 501 to get people on the east side
of the intersection
» Provide improvements to the existing
signalized crossing at SH 160/501/521

» Create a larger pedestrian refuge island
and extend the median island to the
west

» Work with CDOT to increase the length
of time pedestrians are signaled to cross

o Explore incorporation of a grade separated
bicycle/pedestrian crossing at SH 160/
County Road 502 / Pine River

The Town should dedicate a portion of a

proposed 1% tax for streetscape enhancement

to include bicycle and pedestrian connections
for the purpose of making the community
more walkable especially for families and
seniors. This aspect along with more visual
renderings of improvements may attract
greater support for the initiative. See
recommendations under Organization &

Management for additional considerations

regarding support for this tax.

Observation: Bayfield Parkway is a primary
transportation route through town, linking
residential neighborhoods, Mill Street businesses,
Joe Stephenson Park and the industrial business
park.

Recommendations:

e Additional signage and landscape
improvements should be considered along
Bayfield Parkway to unify this primary corridor
and encourage multi-modal transportation
(bicycle, pedestrian, equestrian) along this
route.

e Now that Business Loop 160 is Bayfield
Parkway and controlled by the Town, vehicular
access into the park and senior center could be
improved and enhanced. A new access could
also direct traffic to a centralized parking area
that could also provide parking for the new
potential park on the 23 acre GOCO property
acquisition.

[ ]

Observation: There is a lack of gateway and

directional wayfinding signage in the community,

and there is little awareness about historic
downtown Bayfield from the primary access

route, State Highway 160. Bayfield is a community

that has a great sense of pride; gateway signage
accompanied by landscape improvements
enhance community pride and show the value that
residents place in their town.

Recommendations:
e Develop an overall system for identifying

the community and directing people to

destinations within Bayfield. Signs should

visually represent Bayfield’s unique character
and be scaled appropriately related to their
location and audience (i.e., pedestrians,
bicyclists, automobiles). Consider including
these signage points:

o West gateway location: SH 160 and
Bayfield Parkway (+ directional to Historic
Downtown)

o Central location: SH 160 and CR 501/521
(+ directional to Historic Downtown, High
School, Library)

o Grade separated crossing at SH 160/ County
Road 502 / Pine River

o East gateway: SH 160 and Bayfield Parkway
(+ directional to Historic Downtown)

o Mill Street Entries: at Bayfield Parkway and
Buck Highway

o Additional Directional/Wayfinding: at
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Bayfield Parkway and Buck Highway to use trail along the River. This would allow
Historic Downtown and Trails the Town to connect multiple parks and
o Informational kiosk at Joe Park neighborhoods. The trail could be not only
e Work with CDOT and La Plata County to be used for recreation for residents of
enhance signage to directing traffic to Vallecito Bayfield but also for residents commuting by
Reservoir to the north and the Southern Ute bicycle. The trail should be wide enough and
Indian Tribe Museum and Casino and Navajo designed to accommodate multiple modes of
Reservoir to the South, making Bayfield a transportation including bicycle, pedestrian
major gateway to the proximate amenities. and equestrian.

e As a trail system develops, the opportunity to
build an underpass under the highway bridge
should be evaluated. This underpass could be
a key connection linking north of Highway 160
to the south. This option would likely require
the purchasing of land or obtaining easements.

Observation: Locals and visitors value Bayfield’s
parks as well as nearby recreation such as the
Saul’s Creek trail system in the San Juan National
Forest. Many people utilize these trails for

mountain biking as well as equestrian use. There Those costs should be weighed against the
are opportunities to enhance connections to these cost of building a bridge over the highway.
amenities.
Recommendations:
e Develop a Parks, Open Space and
Trails Master Plan. Work with 8
DOLA and GOCO to identify funds &
to accomplish these planning ‘ S ; - Potential Gradg
goals to allow the Town to catalog [i# Potential Grade = - Separated
the amenities it currently has and 4 Vs <. Separated s Bike Crossing
prioritize future development. 11 -}, 4 Bike'Crossing/;_ | ndertc0

e Consider building a multi- U"de_r 0.
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e There is an opportunity to connect a trail from
Bayfield to the Saul’s Creek trail head. This
trail connection would encourage visitors
to park in Bayfield and ride to Saul’s Creek
taking advantage of the opportunities in
town including restaurants and shopping. An
established trail system so close to town also
presents a great marketing opportunity.

e As the parks and trail system grows, trail
signage will be a necessary addition. There
should be a range of signage levels and sizes
from small directional signage to large maps
that show the entire parks and trail system.

Observation: There are opportunities for
additional activation in Bayfield’s parks, especially
at the rodeo grounds at Joe Park and on the
sections of the Pine River running through town.

Recommendations:

e Enhance connections to the Pine River by
developing access points that are safe and in
shallow areas with slopes less than 10%.

e Water recreation activities such as canoeing,
kayaking, and rafting along the river should
be considered where feasible. Hazardous
obstructions must be addressed. Provide
boater access and take out points, and signed
portages where necessary.

e The ecological health of the river and river
banks should be enhanced where needed.
Building in stream improvements will benefit
fish habitat and increase the potential for fly
fishing in this section.

e Commercial areas adjacent to the river have
the potential to offer a unique setting for
retail and restaurants as well as a quality work
setting for offices. Consider how to increase
access to commercial, civic and residential
uses through connections to the park and trail
network.

o Redevelop the playground area near Mill
Street to provide additional activities for a
variety of age groups. Cement ping pong
tables, a climbing wall, or other athletic or
game type facilities should be considered.

e Promote upgrades to the rodeo arena and
explore multi-use facilities for the winter.
The rodeo arena is located along Bayfield
Parkway and is used primarily in the summer
months. Many communities have retrofitted

and improved their rodeo arena facilities
to encourage use in the off season months,
activating the park year round. For example, if
the arena was covered, the facility could also
be used for ice hockey in the winter.

e Explore development of a pond to store park
irrigation water during summer months and to
serve as ice rink during winter months.

Observation: There is a perceived lack of parking
in downtown, with concerns from some business
owners that a majority of parking on Mill Street is
used by residential properties.

Recommendations:

The Town should work with Mill Street
residents to ensure that adequate parking is
available in the alleyways for their cars and the
cars of their guests.

e Mill Street should be striped and signed for
2-hour parking, with some areas designated
for short term loading. If additional parking
areas are needed, explore off street parking
lots that can be shared with Joe Stephenson
Park or Town Hall. As an alternative the Town
can also identify private properties that
potentially have additional parking to lease to
the Town.

e Provide directional wayfinding to parking
areas so that guests know the best places
to park downtown. Enhanced multi-modal
trail systems and bicycle parking can also
encourage residents to get out of their cars
and visit downtown.



Funding Mechanisms

The Town of Bayfield should explore options to

provide sustained funding for improvements and

development downtown.

1. The Town’s first priority should be to again
attempt to pass the sales tax for street
improvement. The need for improvements,
streetscaping, and other maintenance is

imperative. Be sure to engage partner groups

who will benefit from a more walkable
environment, such as seniors hoping to age
in place, people who want safe routes for
their children, etc. Integrate this into the

communications, shop local, and community

pride conversation.

2. The Town should pursue one of the following

options to provide additional long-term

funding for downtown improvements as well

as to capture increased revenues as the area
develops.

e Creation of an Urban Renewal Authority.
The Town would need to examine whether
formation of a URA is politically feasible.
URA’s are an excellent tool to provide
capital financing necessary to stimulate
structural rehabilitation projects, facade
restorations, landscaping and streetscape
improvements, parking remediation, new
construction projects, and a wide variety of

public improvements as provided in Colorado

State Statutes. URA’s may partner with the
private sector to provide incentives for (re)

development, or may finance capital projects

directly. URA’s are not subject to TABOR
restrictions and may encumber debt at any
time. URA’s generate revenue by utilizing
tax increment financing (TIF). Subject to
consideration by the Board of Trustees, TIF
may utilize the aggregate property tax levy
within the town and/or town sales tax. TIF
may be utilized for up to 25 years once a
geographic project area is established by the
Board of Trustees. The Board of Trustees
may serve as the Board of Commissioners or

appoint the board. If planning improvements

might impact property assessments, such as

renovating or building on the school property,

it is important to create a URA and establish
a project area to capture the tax increment
revenue generated from the improvements.

Creation of a Downtown Development
Authority. The Town would need to examine if
this entity would generate enough revenue to
support downtown enhancements. A DDA may
utilize both tax increment financing and mill
levies, however they may only draw from the
traditional commercial core.

Additional Options:

Business Improvement District (C.R.S. §
31-25-1201) — A BID is a separate political
subdivision created within a municipality
upon petition of owners of real or personal
property in the service area of the proposed
district for the purpose of constructing public
improvements and supporting economic and
business development within the district. This
entity need not be limited to the downtown
core and may cover multiple, non-contiguous
commercial areas. A BID’s purpose would

be more focused on providing services to
businesses rather than capital improvements.
A BID could be instated in perpetuity or may
have a set term that can be renewed.

“Taxing districts” are generally defined

as financing entities having the authority

to impose property taxes. These types of
improvement districts are called Public
Improvement Districts (PIDs) in counties

and General Improvement Districts (GIDs)

in municipalities. These districts are created
to construct, install, acquire, operate and
maintain certain public improvement facilities
(specifically excluded are solid waste,
industrial waste, trash and garbage facilities,
treatment and transfer facilities). They are
also authorized to provide any service that the
county or municipality that forms the district
is authorized to provide. These districts may
include noncontiguous tracts.

The assessment types of local improvement
districts are called Special Improvement
Districts (SIDs) in municipalities and Title

32, Article 1 special districts and Local
Improvement Districts (LIDs) in counties. These
districts’ primary purpose is to assess the costs
of public improvements to those who are
specially “benefited” by the improvements.
“Benefit” includes, but is not limited to, any
increase in property value, alleviations of
health and sanitation hazards, adaptability

of the property to a superior or more
profitable use, etc. The costs are payable from
assessments.
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3. Bayfield’s Parks and Recreation Department
needs additional support and funding in
order to continue providing its current
level of services and to move forward with
potential opportunities to enhance river
and natural lands access. The Town should
investigate whether it can on its own or
through a newly established district provide
sufficient tax revenue to support Parks and
Recreation. In either case, the Town should
continue to strengthen its partnerships
with the school, fire, and library districts
and identify intergovernmental agreements
that would benefit the infrastructure, land,
and maintenance for Parks and Recreation
programs.

Potential sources of funds that the staff of the
Town of Bayfield should investigate and discuss
with the town board and the public include the
following Recommendations:

Region 9 Economic Development District: Region 9
offers several grant, incentive, and loan programs
both for local governments and businesses.
Investigate their programs and consider how to
leverage facade and business loan programs to
encourage private sector investment in business
development. Investigate the Public Infrastructure
Grants to support roadway maintenance and
streetscape improvement projects.

Limited Gaming Impact Program: La Plata County
communities are eligible to receive funding from
DOLA to off-set costs of documented gaming
impacts.

Four Corners Office for Resource Efficiency: 4CORE
is implementing a Resource and Energy Action
Plan in the Colorado’s Southwest region to support
thriving communities through more effective use
of resources. Investigate their financial and/or
technical assistance resources.

State Historical Fund Grants: History Colorado
offers competitive grants for Acquisition

and Development, Survey and Planning, and
Education, as well as non-competitive grants for

Historic Structure Assessments, Archaeological
Assessments, and emergency stabilization of
severely endangered buildings. Depending on
the type of grant, 0%, 25%, or 50% cash match
is required. You may request up to $200,000 for
competitive grants. For detailed information,
see the State Historical Fund Grant Application
Handbook available for download on DCl’s
resource library.

Historic Preservation Tax Credits: A tax credit is

a dollar-for-dollar reduction in the amount of tax

owed to the government. Tax credit projects create

jobs and provide financial incentives to revitalize
buildings with federal historic designation. Federal
and state tax laws offer tax credits for historic
preservation projects that follow the Secretary

of the Interior’s Standards for Rehabilitation of

Historic Properties. The federal government offers

a tax credit between 10 and 20 percent, which can

be paired with the state tax credit.

e Colorado’s state historic preservation tax
credits are transferable: you can sell them
upon completion of your project. Selling
credits can bring in additional funds for your
project, for a cash match for a grant, or for a
loan.

e Using preservation tax credits gives you access
to additional federal and state funding pools,
grant programs, and further tax credits.

¢ For more details, see the tax credit guides on
DClI’s Online Resource Library.

DOLA Energy Impact Fund Grants (EIAF): Th