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Introduction
The Red Oak Coalition (ROC), in collaboration with the Red Oak Chamber
of Commerce and Red Oak Industrial Foundation, retained the Downtown
Professionals Network (DPN) to facilitate the creation of the Red Oak
Strategy Plan. The project commenced in July 2001 and was completed over
the course of an eight-month timeframe.
Red Oak is a small Southwest Iowa community of approximately 6,300
people, located about 50 miles southeast of the growing Omaha, NE/Council
Bluffs, IA metropolitan area. The community, though small in size, is the
county seat of Montgomery County and features prominent civic facilities
and a diverse base of small industries that make it both a social and
economic hub for the area.
Red Oak residents and community leaders have worked to catalyze projects
that have laid the groundwork for broader efforts aimed at enhancing and
maintaining the city’s quality of life. A new YMCA, an expanding regional
medical complex, and new and expanded educational facilities are just some
of the recent accomplishments that are breeding optimism for Red Oak’s
future.
Still, residents and community leaders are concerned about the community’s
future. The downtown and Broadway/Plaza areas, in particular, do not
necessarily reflect the same sense of pride, progress and prosperity that are
otherwise apparent in the recent accomplishments and rich character of this
community. Retail sales leakage, labor market supply issues, limited
housing options and a “graying” population are among the chief concerns as
Red Oak approaches the future.
The ROC commissioned this strategic planning effort to better define the
community’s economic future and to identify projects and actions that
provide the best opportunity for Red Oak to:
Stimulate economic opportunities for small businesses and
industries
Capture a larger market share from the trade area
Provide career opportunities for young adults
Develop amenities and features that will attract and retain young
adults and families in Red Oak
DPN worked with the community to define Red Oak's desired economic
profile, to analyze current market conditions, and to chart a course for
strategic actions and initiatives that will help Red Oak achieve its desired
profile – its vision. The planning effort culminated in the synthesis of the
plan's strategic and physical components, and the development of concepts
and strategies advanced in this plan.
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Summary of Strategy Plan Issues and Opportunities
Red Oak Strategy Plan Issues
Land Use
Vacant & underutilized sites
Integration of development across land use boundaries
Available unused industrial land

Transportation
Lack of non-auto modes of transportation / lack of reasonable
walking & biking connections through the community

Development
Lack of cohesion within commercial districts
Lack of affordable housing
Little variety of housing choice
Auto-dominated corridors
Limited off-street parking in downtown
Vacant buildings in downtown
Reinvestment in properties
Expansion of land use at periphery

Features
Proposed development, expansion and/or relocation of public
facilities – jail, library, etc.
Natural amenity of the river is not recognized as a community asset
Lack of connection between parks & schools
Red Oak Creek not incorporated as a resource for downtown

Aesthetics
Varying quality of downtown buildings
Poor visual connection between highway and downtown along
Broadway
Patterns and details of development do not reflect a strong “sense
of place” – and look dated
Long-term maintenance
General concerns about overall community aesthetics

Economic Development
Limited local labor force
Lack of great telecommunications infrastructure

Social/Cultural
Attraction and retention of young people

Consumer Market
Population aging and anticipated to decrease slightly
Highest concentration of households estimated to be in the low- to
moderate-income range
Age distribution trend shows a noticeable dip in the 15-24 years
age category
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Summary of Strategy Plan Issues and Opportunities
Land Use
Compact nature of downtown area
Strong neighborhoods surrounding the downtown area
Land use patterns relatively clear without obvious / substantial
conflicts

Transportation
Highway 34 provides regional connection, positioning Red Oak as
regional center for services and commerce
Transportation infrastructure appears adequate and capable of
supporting additional development

Development
Potential for redevelopment of various sites in downtown and along
commercial corridors
Potential for intensification of various sites in downtown and along
commercial corridors

Features
Civic presence
Focal points – Town Square, parks, etc.
Regional presence – Montgomery County Courthouse, YMCA,
medical facilities, schools, etc.

Aesthetics
Streetscape improvements being considered
Potential for enhancement of community entries / gateways

Economic Development
Strong local presence of financial institutions
Industrial accessibility to rail service
Industrial “presence”
Progressive leadership
Diverse industrial base
State highways and Interstate highway access
Airport expansion

Social/Cultural
Education systems and facilities
Small town, hometown values
Possibilities for performing arts center

Consumer Market
Projected increase in average household income (core trade area) –
from $43,530 to $50, 920
Localized, targeted marketing efforts
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The Community’s Vision for Red Oak
Residents, business people and civic leaders all played an active role in
creating this plan. This plan is the synthesis of the community’s ideas and
creativity, as reflected in the Community’s Vision for Red Oak:
Red Oak of the future is an authentic American small town. The enriching
qualities of Red Oak are displayed in the traditional town square and welldefined, well-kept neighborhoods. Nature and agriculture are visible
elements of a landscape that frames and links this effervescent center for
education, commerce and culture.
This proud community does not stand still: An evolving sense of history is
celebrated in living attractions and community gatherings that instill a sense
of traditional small town values, pride and traditions. “Efforts for tomorrow,
made today,” are the foundation upon which Red Oak residents are working
together to build and maintain a strong and vibrant community for future
generations.
Residents of this forward thinking community have created a distinct and
prominent presence for Red Oak within the growing Omaha metropolitan
area. Visitors come to Red Oak to enjoy real life experiences in a small town
Americana setting. Red Oak is a place that residents are proud to call home,
and that visitors want to make home.
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Guiding Principles for Community Development
The Red Oak Strategy Plan provides direction and focus for initiatives that
will achieve the community’s vision for Red Oak. These Guiding Principles
for Community Development provide the basis for strategies presented in
this plan and a framework for assessing the appropriateness of developments
and improvements that might be proposed in the future:
1.

Intensify uses and activities on the Town Square and in the
commercial core of Broadway Avenue

2.

Preserve and promote a sense of “Small Town Americana”

3.

Maintain the compact and well-defined nature of Red Oak
commercial centers and neighborhoods

4.

Embrace the community’s natural resources and agricultural
heritage

5.

Promote quality design and development that is consistent with the
character of, and is complementary to, traditional community
design and development patterns

6.

Capitalize on opportunities to create “natural” pedestrian and nonauto pathways that link natural amenities, community facilities,
commercial centers and neighborhoods

7.

Promote the development of advanced technology and skilled labor
educational programs and facilities

8.

Promote efforts to create a world class telecommunications
infrastructure that will enable Red Oak to create and maintain a
position on the leading edge of education, industry and commerce

9.

Pursue and retain businesses, industries, services and facilities that
expand choices and maintain the quality of life enjoyed by Red
Oak residents of all ages

10. Promote a mix of housing options that will accommodate and
appeal to the various needs, preferences and lifestyles of current
and future Red Oak residents
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Development and Design Directions
For Downtown and Broadway Avenue
Dwight Eisenhower once stated that he had the great fortune to have been
raised in a small town. We can easily imagine what he meant, particularly
in terms of the quality of life offered by small towns during his era. But we
might also ask ourselves if there are physical manifestations of
Eisenhower’s “small town.” In fact, there are:
Great places have an identifiable focus – a place that is recognized
by the community as being its center. In Red Oak, the square is
that central focus.
Natural features of the community are valued, not neglected. There
is an opportunity in Red Oak to celebrate the ways in which the
patterns of nature and human settlement are intertwined.
As an area maintains a sense of compactness, it remains walkable.
As it grows, people quickly begin to favor cars for even short trips,
and the face-to-face contact between residents that is so important
is greatly diminished. In particular, the experience of a great small
town occurs at a pedestrian level; to that end, development of a
“core” area might be constrained to a quarter mile radius – which is
roughly equivalent to a five-minute walk.
Great small towns are not artifacts, carefully preserved to maintain
some connection to the past. Rather, great small towns exhibit an
evolving sense of history, where treasured objects fit naturally with
modern improvements. In fact, great small towns are collections of
activity more than artifact, and the concentration of those activities
is most evident in downtown.
It is unusual for a great town to be strongly associated with a single
architectural “jewel.” More often, it is the collection of buildings
that is more important, and so it is in Red Oak: it is more important
that buildings are situated tightly around the square than to have
“old” buildings.
There is a basic pattern that should be employed to attain these physical
features. A quarter-mile walk radius should define the boundaries of
commercial areas, and within those boundaries development should include
as many different “land uses” as possible. The patterns of development
within the boundaries, be they commercial, residential or employment,
should be grouped tightly to encourage pedestrian-scaled interest. Parking,
while functionally important, should not dominate the environment, and
vehicles should move at speeds that are comfortable for nearby pedestrians.
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Development and Design Directions
For Downtown and Broadway Avenue
While it might seem that commercial areas along Broadway could never
match these ideals, over time it might be possible to affect an evolution in
development patterns that makes certain parts of Broadway feel more like
downtown. In fact, a trip down Broadway might begin to reveal the kind of
place that Red Oak is – which might be especially important for people who
otherwise would never see or experience the character of this community.
The Patterns of Downtown
There is a great deal of opportunity for downtown to evolve consistent with
the ideals of a great small town downtown. It has a natural focus in the
square, there is a stock of traditional “downtown” buildings (many of which
have seen restoration efforts), and activity is still present on the streets.
Downtown is home to important local institutions (the Courthouse, City
Hall, Library, Post Office and several churches are all within or near
downtown). And many people actually live in close proximity to
downtown.
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The Square and Downtown’s Buildings
Downtown’s identity cannot be separated from the square. As plans are
formulated for downtown revitalization, the question of development around
the square must be addressed. Quite simply, containment of the square by
buildings on each side is central to its integrity. Buildings surrounding the
square do not need to be old, although reflections of Red Oak’s architectural
history in the buildings of the square are desirable. It is more important that
these buildings be at least two stories in mass (aiding in the containment),
that they have architectural integrity (reflective of the time in which they
were built, not copies of historic buildings), and that they include uses that
lend activity to the streets and to the square.
Architectural integrity is one of the most important, but perhaps least
understood, factors in downtown revitalization efforts. The design of
buildings should be consistent with the materials and the construction
techniques of the time in which they are built; we cannot build an 1880’s
building in 2002, and we should not attempt it. We can be sympathetic to
the patterns and qualities of older buildings, and understand that their charm
often comes from their simplicity and detail. Through the process of
defining directions for revitalization, it is important to realize that not every
building is worthy of restoration. A building that replaces an existing
building should be designed in ways that celebrate the traditional patterns of
downtown buildings without mimicking history.
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Compactness and Mixing
The concept for downtown should be focused on both compactness and an
appropriate mix of activities. The whole of downtown is encompassed
within a quarter mile radius centered on the fountain in the square – the
equivalent of about a five-minute walk. The boundaries of downtown should
be tight enough to reflect the quarter mile walk radius, but not so tight as to
discourage potential growth. Within this boundary there should exist the
greatest possible variety of uses, mixed so that downtown has activity for 18
hours each day. Downtown has commercial activity today, but there is a
desire for more; however, opportunities to attract new activity must look
beyond retail uses. Housing and “arts and entertainment” are among the
best generators of new activity for downtown, with a possible exception
being a large “corporate” office.
Parking
Potential exists for new downtown development and the renovation of
existing development. Development will bring needed activity – and parking
– to downtown. The creation of parking facilities adequate to support this
development is important to the function and economic health of downtown,
but to provide too much parking tears at the very fabric that makes
downtown attractive. Several key ideas should be considered when
considering the creation of parking facilities in downtown:
Parking on streets is the most attractive location for downtown’s
customers; preservation of on-street parking should be of highest
priority.
Parking should be developed so that each space is used for as many
hours of the day as possible. This “joint-use” approach dictates
that parking spaces are shared among a variety of uses, and that
certain uses, such as a bank and movie theater, for example, have
naturally offsetting peaks. While the need for bank parking spaces
is high during the day, there will be little demand for these same
parking spaces during the evening. This allows for another business
to make use of those spaces, and precludes the need for another
large expanse of pavement in downtown.
Parking for residential uses will likely need to occur on each
development site at a rate of 1.5 to 2.0 parking spaces per unit.
Parking spaces for other uses might be established at a ratio of 1
parking space per 300 square feet (gross). This ratio generally
encourages an appropriate amount of parking, and more
importantly, allows for more space to be directed to tax base and
revenue-producing development.
Parking lots in downtown need to be developed with sensitivity to
the “urban” environment. Parking lots should be shaded, and
should be developed with equal consideration for pedestrians and
cars, because every driver and passenger that gets out of a car
immediately becomes a pedestrian. Ultimately, parking lots in
downtown Red Oak will have the character of parking “court.”

The boundaries of
downtown should be
tight enough to reflect
the quarter mile walk
radius, but not so tight
as to discourage
potential growth.

The downtown concept plan aims at the development of 1,200 to 1,400
spaces, aggregated among on-street spaces and surface lots. This quantity of
parking could, according to the goals of joint-use parking and the ratios
described above, support about 400,000 square feet of development.
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Red Oak Creek
Among the elements found in a great small town, as previously described, is
the integration of nature into the patterns of development. Red Oak Creek
flows just one block from the core of downtown, but, quite simply, it’s a
mess. It presents an opportunity for creating an east/west link through the
community for walkers and bicyclists, and in the downtown it offers the
opportunity for another great public space. Red Oak Creek offers a chance
to reclaim a bit of nature that has been lost – even disrespected – in Red
Oak, and to reclaim it in ways that bolster downtown’s business climate and
creates a place for families and children.

Red Oak Creek offers
a chance to reclaim a
bit of nature that has
been lost…

… And to reclaim it in
ways
that
bolster
downtown’s business
climate and creates a
place for families and
children.
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Downtown Housing
At the edges of downtown, and in key locations more central to downtown,
the community should explore opportunities to create housing. Downtown
housing should be attractive for its unique design qualities as well as for its
proximity to unique downtown attractions. A range of housing choices
should be developed, as could include row houses, apartments over street
level office or retail spaces in new and existing buildings, and live/work
housing. As directions for downtown housing are considered, the market
potential should not be underestimated. Downtowns have long been
locations for housing simply because the space was “cheap.” Today,
downtowns are attractive to a segment of the population that chooses to live
in downtown. A more “upscale” notion of downtown living might,
therefore, be appropriate for downtown Red Oak. Ultimately, a population
of people living in downtown will foster the revitalization of downtown.
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The Courthouse
The Montgomery County Courthouse is the most prominent building in
downtown, but its presence is obscured from Broadway. This magnificent
landmark is among the best downtown signals for people traveling on
Broadway. Unfortunately, buildings fronting and surrounding the east side
of the 500 Broadway Avenue block obscure sightlines to the structure and
diminish its impact as a beacon for downtown. In the long term, or if the
tenants occupying these buildings were to someday relocate from their
current sites, new development should be oriented to create a view corridor
from Broadway Avenue to the Courthouse. Uses along the corridor might
be office oriented, as the quality of that building type might be more
compatible with the architecture of the Courthouse.

The Montgomery
County Courthouse is
the most prominent
building in downtown,
but its presence is
obscured from
Broadway.
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Catalysts for Revitalization
If redevelopment were to occur as part of downtown Red Oak’s ongoing,
“natural” evolution, it would already be happening. Little has happened in
recent history to change the downtown marketplace, and the results are
evident in viewing the downtown’s current condition and performance. An
intervention is in order; a new “force” needs to be added to the equation in
order to interrupt the status quo and put downtown on a positive course for
the future.
New housing opportunities, over the long term, are one of those forces. The
other compelling direction is the introduction of arts and entertainment uses,
a direction that has been one of the most positive catalysts for downtown
revitalization efforts across the country. Examples include theater districts,
such as the evolving theater district in Minneapolis; ballpark and arena
developments, such as Camden Yards in Baltimore; and a resurgence of
restaurants, such as those recently seen in Harlem.

An intervention is in
order; a new “force”
needs to be added to
the equation in order to
interrupt the status quo
and put downtown on a
positive course for the
future.

A larger-scale entertainment-oriented facility to anchor a cluster of smallerscale arts, dining and entertainment-oriented businesses centered on the
square could provide the best, most immediate opportunity to bolster
downtown activity, attract new investment, and establish a direction for the
long-term development of a business mix that aligns more closely with the
community’s vision for a revitalized downtown area. The concept of a
“Family Fun & Entertainment Center” anchor that could include bowling
lanes, billiards, skeet ball, computer gaming, pinball, mini-hoops, box seat
video theaters, outdoor volleyball courts, children’s party & play areas and
other family-oriented amenities and activities, could have “regional draw”
potential and could generate an immediate surge in downtown activity and
related business ventures.
Other opportunities to generate traffic, though less probable in the
immediate term, could revolve around new employment centers or the
development of a college or university extension facility offering on-site and
remote learning courses not currently available at existing Red Oak
educational institutions. The potential for locating these types of centers in
downtown Red Oak will be enhanced by the installation of, and access to,
the proposed Advanced Telecommunications System.
Downtown Summary
Ultimately, the directions posed by this plan aim at restoring downtown as
the heart of the Red Oak community. It strives to create an experience of a
great small town, using the building blocks of the downtown as its
foundation and adding new features that enhance that experience. The plan
endeavors to aggregate elements – mixing uses and activities into the
tightest, most compact district to create the energy and vitality that people
envision for downtown Red Oak. It focuses on an experience that is
pedestrian in scale, oriented to activities beyond commerce, and is authentic
– a real experience.
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The Patterns of Broadway
Change will occur slowly along Broadway. While evidence of change
might be visible in a reconstructed road and aesthetic improvements along
its edges, wholesale change will be more difficult to achieve. And while a
new road and a tree-lined and landscaped edge will be important features of
Broadway’s future, it is the pattern of development that will change how this
important part of the community works. In this effort, increments of change
might be anticipated, so that in 10 or 15 years, one can look back to see that
today’s actions have had a positive impact on Red Oak.
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The community sees value in the patterns of downtown, but the
development and retail community see value in the patterns of more
highway oriented commercial uses. This plan strives for a marriage of both,
so that a more positive reflection of the community is evidenced along
Broadway while opportunities for doing business in Red Oak are enhanced,
not compromised. In Red Oak, the desired patterns of commercial
development might be coined in a “village marketplace” concept and
attention might be directed to the two existing commercial zones along its
length – Red Oak Plaza and the area surrounding Pamida.
The re-creation of commercial areas along Broadway will rely on the city’s
ability to guide change through zoning requirements and incentives to
developers. Zoning changes might include adjustments to parking
requirements that reduce the “sea of asphalt” currently offered as a first
impression from the Broadway experience. Zoning changes might also
promote a better mix of uses within the village marketplaces.

The community sees
value in the patterns of
downtown, but the
development and retail
community see value in
the patterns of more
highway oriented
commercial uses. This
plan strives for a
marriage of both…
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Mixing of Uses
One of the challenges facing efforts to redirect development patterns along
Broadway is that parcels have been aggregated and developed with single
uses. The mix of uses that is inviting in downtown is absent along
Broadway. In considering Broadway’s future, it may never have the
intensity of development or the extremes of mixing uses that are evident in
downtown. The introduction of a variety of uses within a village
marketplace will encourage vitality that is more representative of Red Oak
than what is otherwise seen today.
This plan’s Broadway Avenue concept promotes commercial and
employment uses clustered on the west side of Broadway, and east side
development with a stronger orientation to housing. The concept proposes
less separation between uses than one typically finds along such a street – an
effort to create a sense of intensity and vitality that might become a
signature for the village marketplace.
Public Space
Red Oak’s downtown square is a distinguishable community landmark.
Along Broadway and within its commercial developments, there is no such
public space or amenity. The introduction of a sense of “green” into the
patterns of mixed commercial, employment and residential uses should be
among the goals advanced as part of the village marketplace concept. The
degree to which these spaces are programmed for use will depend on the
property and business owners, but the presence of a “green” offers a chance
for identity and character that is rarely found in highway commercial
development patterns.
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Parking and Circulation
Principles for parking similar to those used in downtown might be applied in
Broadway Avenue redevelopment efforts. Most important, parking should
be developed to meet the typical parking needs for a business, not the
extraordinary event – such as for shopping on the day after Thanksgiving.
Current requirements for parking likely rely on a minimum number of
spaces that a developer must provide to support a project; new parking
requirements might set a lower minimum number of spaces, anticipating
opportunities for parking that is shared among a number of uses, as well as a
maximum number of spaces, (rather that allowing huge expanses of land to
simply be paved over and never used for any other purpose. Following this
direction, a baseline requirement for parking for most uses along Broadway
might be one space for every 250 square feet (gross) for commercial or
office uses.
The village marketplace concept focuses development around a large shared
parking area. Reasonable landscape improvements are used to foster a sense
of pedestrian scale and comfort, and a “green” is used to provide a sense of
connection with the residential uses on the opposite side of Broadway.
Drive aisles in this concept are treated more like streets, and building
frontages are “streetscaped” to encourage people to move from store to store
without moving their car.
Building Placement
Typical suburban and highway development places buildings along the back
edges of a highway’s frontage, pushing development as far away from the
street as possible to allow for as much parking as possible. In the village
marketplace scenario, the goal is to create a pattern that more closely
resembles a downtown as opposed to a sprawling commercial strip.
Buildings would be closer to the street, with front yard setback requirements
adjusted to allow this pattern to evolve.
One of the significant implications of the village marketplace concept lies in
the fact that more building faces are visible. A desire for enhanced facades
will follow, as buildings are placed closer to streets and pedestrian activity.
When compared to the typical blank walls and minimal “storefront”
aesthetics typically found in these types of development, this could be a
great improvement for Broadway. The emphasis that the community has
placed on enhancing the edges of the street might begin to be reflected in the
quality of buildings.
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Residential Development
Traffic on Broadway is one of the more significant factors affecting
livability in neighborhood areas along Broadway Avenue’s east side. The
introduction of multi-family residential uses at the east side of the village
marketplaces offers a transition to existing single-family home
neighborhoods, shielding them from the noise and other impacts of
Broadway traffic. New residential development, built to more contemporary
standards, might include better sound insulation and air conditioning to
mitigate the negative affects of their location along Broadway.
Broadway Summary
The village marketplace concept for Broadway Avenue can enhance the
experience for drivers, bicyclists and pedestrians by aggregating commercial
development into clusters, developing more intense multi-family residential
uses, and encouraging higher standards in site and building development.
Perhaps more important, Broadway’s appearance as a tired commercial strip
will begin to disappear and it will once again feel like an integral part of the
Red Oak community.
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Priority Strategies

Downtown Revitalization and Redevelopment
Recognize and promote the balance and mix of downtown uses
Red Oak’s traditional downtown area has always been a mixed-use
business district. Downtown is no longer the retail hub of the
community, and the types of businesses and uses and have changed
as the area has continued to evolve over the course of more than
100 years. It would be unrealistic to think that changes that are
needed or desired could be implemented in just a few years. The
community does not possess the resources to make the desired
changes happen so quickly, and such rapid change would be
contrary to downtown’s evolutionary nature.
Development
scenarios and patterns proposed in this plan should be considered
for implementation over a much longer period – ten, fifteen or even
twenty years – with a goal of promoting quality and variety in a
mix of uses that includes retail, office, residential, civic, cultural,
dining and entertainment. The mixed-use nature of a revitalized
downtown, framed within the broader context of community design
and development strategies advanced in this plan, can effectively
broaden the appeal and attraction of downtown across multiple
market segments. While some changes will have immediacy, the
goal is to affect positive change while allowing downtown to
continue its evolution in an incremental manner.
Develop a downtown activity generator

Development scenarios
and patterns proposed
in this plan should be
considered for
implementation over a
much longer period –
ten, fifteen or even
twenty years – with a
goal of promoting
quality and variety in a
mix of uses that includes
retail, office, residential,
civic, cultural, dining
and entertainment.

A new activity generator –a neo-traditional anchor– is needed to
catalyze downtown revitalization and redevelopment. Current
conditions in the downtown minimize the ability to attract new
investment and entrepreneurs that are needed to effectively change
the downtown’s business climate and promote the mix of uses that
will position downtown as a competitive entity in the marketplace.
New housing opportunities, over the long term, could generate
sustainable activity needed to support a quality business mix. For
the more immediate term, the introduction of arts and entertainment
uses could provide the best opportunity to bolster downtown
activity, attract new investment, and establish a direction for the
long-term development of a business mix that aligns more closely
with the community’s vision for a revitalized downtown area. A
“Family Fun & Entertainment Center” with bowling lanes,
billiards, skeet ball, computer gaming, pinball, mini-hoops, box
seat video theaters, outdoor volleyball courts, children’s party &
play areas and other family-oriented amenities and activities could
have “regional draw” potential and could generate an immediate
surge in downtown activity and related business ventures. Other
opportunities to generate traffic, though less probable in the
immediate term, could revolve around new employment centers or
the development of a college or university extension facility
offering on-site and remote learning courses not currently available
at existing Red Oak educational institutions. The potential for
locating these types of centers in downtown Red Oak will be
enhanced by the installation of, and access to, the proposed
Advanced Telecommunications System.
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Priority Strategies
Downtown Revitalization and Redevelopment
Establish a downtown investment consortium
Downtown revitalization and redevelopment strategies promoted in
this plan will not be accomplished merely by “chance.” Downtown
redevelopment, compared to new, suburban and sprawl-oriented
development, is more complex in nature. The establishment of a
well-financed and equipped entity to initiate and manage
downtown redevelopment strategies articulated in this plan will
dramatically enhance Red Oak’s opportunities to promote quality
redevelopment that “works” within the existing built environment
and complements – or enhances – its surroundings. Physical
constraints, ownership issues and other development-related
concerns must be addressed, negotiated and managed. A privately
held downtown investment consortium comprised of local investors
and stakeholders could effectively serve to overcome these
challenges, to catalyze redevelopment and to create new
opportunities for investors and entrepreneurs through a welldeveloped program that provides for:
-

Downtown revitalization
and redevelopment
strategies promoted in
this plan will not be
accomplished merely
by “chance.”

Acquisition
Site development, redevelopment and predevelopment
Leasing
Incentives
Maintenance
Marketing
Management
Business relocation
Business retention
Business recruitment

Developments and businesses controlled by a consortium should
set a standard for management, operations, marketing and
maintenance that surrounding businesses and owners are naturally
compelled to follow, thereby expanding the consortium’s sphere of
influence beyond what is directly controlled.
Develop downtown housing that caters to a variety of lifestyles
The limited selection of housing options currently available in Red
Oak could be dramatically expanded through the development of
new and redeveloped housing within, and at the edges of, the
traditional downtown business district. The location and style of
housing proposed for development in this plan would also serve to
intensify development, enhance buffers and the transition from
commercial to residential uses, strengthen the edges of traditional
neighborhoods, and increase – and diversify - the population
representing a “captive” market for businesses in the downtown
and surrounding area. Town and row housing, live/work units,
apartments and upper-level apartments and condos in commercial
buildings should all be considered and promoted in an effort to
expand Red Oak’s housing options in a manner that is consistent
with, and beneficial to, this plan’s broader economic strategies.
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Priority Strategies
Downtown Revitalization and Redevelopment
Establish a Downtown Management & Maintenance Program
Downtown revitalization and redevelopment is a long-term
proposition. Proper management and maintenance of the district
will be critical to attracting investment and quality development,
maintaining and extending the life of improvements made as part of
the redevelopment initiative, and planning for future development –
including the need for additional parking and other infrastructure
improvements. A Self Supported Municipal Improvement District
(SSMID), enabled by State of Iowa Code 386, provides a vehicle
by which all property owners within the district would participate
and share equitably in a downtown management and maintenance
program. Activities and expenses that might be considered as part
of a Downtown Red Oak SSMID operational plan include:
-

Sidewalk maintenance and repair (including
sweeping and snow removal)
Lighting maintenance and repair
Town Square improvements and maintenance
Landscaping maintenance
Parking maintenance and improvements
Décor

In addition to the activities listed above, certain administrative
costs and activities that might be undertaken by the proposed
investment consortium, such as marketing, business recruitment
and other management tasks, might also be eligible and appropriate
for inclusion in an SSMID operational plan. Consideration should
be given to contracting a local, independent organization to
implement the SSMID operational plan.
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Proper management
and maintenance of the
district will be critical to
attracting investment
and quality
development,
maintaining and
extending the life of
improvements made as
part of the
redevelopment
initiative, and planning
for future development.
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Priority Strategies

Broadway Avenue Redevelopment
Develop, enact and enforce a Broadway Avenue zoning overlay
district ordinance
A zoning overlay ordinance for the Broadway Avenue commercial
corridor could provide a significant tool for efforts to improve the
corridor’s aesthetics and nurture its economic potential. Ordinance
provisions should be articulated to guide and promote quality
development and design that is consistent with the community’s
vision for the corridor as:
o An attractive community gateway
o An exceptional entryway to the traditional downtown
business district
o A vibrant mixed-use retail, commercial, residential and
civic corridor
o A safe, multi-faceted transportation corridor that
accommodates all modes of auto, non-auto and pedestrian
transportation
o A natural, orderly & scenic pathway that links the
Broadway Avenue corridor with the traditional downtown
business district and other community features

A zoning overlay
ordinance for the
Broadway Avenue
commercial corridor
could provide a
significant tool for efforts
to improve the corridor’s
aesthetics and nurture
its economic potential.

Development and design issues that should be carefully considered
and addressed within the ordinance’s provisions include:
o Boundaries. The overlay district’s boundaries, at
minimum, should span the entire length of Broadway
Avenue and extend one to two blocks east and west of
Broadway Avenue.
o Permitted uses. Careful consideration should be given to
the types of uses that will be permitted, with the goal
being to encourage retail, office and residential uses that
are consistent with, and complementary to, the
community’s vision for the corridor. Light manufacturing
and other uses not specifically permitted by the ordinance
might be considered under a special or conditional use
permit provision, provided such uses do not detract from
broader development and design goals and do not result in
land use conflicts.
o Appearance standards. Provisions regulating minimum
and maximum building heights, permitted construction
materials, landscaping requirements and other visual
features should be articulated to promote quality design
and development patterns that are consistent with the
community’s vision for the corridor.
o Right-of-way and setback requirements. Requirements to
protect the right-of-way and accommodate improvements
are necessary, but should not be excessive so as to
otherwise, or inadvertently, create maintenance nuisances
or underdeveloped parcels.
o Signage. The number, size, height and styles of signs
allowed for businesses within the district should be
weighed with overall design goals for the corridor. While
monument signs might be encouraged, billboard-type
signage should be discouraged.
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Priority Strategies

Broadway Avenue Redevelopment
Develop village marketplaces in the core commercial areas of
Broadway Avenue
Existing development patterns along the Broadway Avenue
commercial corridor tend to be more typical of suburban sprawl
patterns, lacking in features that promote a unique sense of place
and small town charm, such as that found in downtown Red Oak.
This plan proposes long-term strategies aimed at creating “Village
Marketplaces” by aggregating commercial uses in one or two
appropriately scaled commercial centers. The Village Marketplace
concept design takes cues from downtown patterns to promote a
more unique sense of Red Oak’s heritage and small town character.
The Village Marketplace provides a focal point and indicates a
sense of arrival for those traveling the corridor’s length. The
concept design proposes aggregated, shared parking that limits the
visual expanse of asphalt along the corridor’s length while still
accommodating for the normal parking needs of large retail
anchors and smaller neighboring businesses within the “village”
setting. Implementation of the Village Marketplace redevelopment
concept is a long-term proposition. The acquisition and aggregation
of parcels to accommodate the development will be necessary, and
will likely occur over a period of years as properties become
available. Pre-development activities and business clustering
strategies that incorporate incentives and assistance for business
relocation, expansion and recruitment will enhance the viability of
the Village Marketplace concept.

The Village Marketplace
concept design takes
cues from downtown
patterns to promote a
more unique sense of
Red Oak’s heritage and
small town character.

Complete and maintain streetscape beautification improvements
Streetscape and landscape improvements planned for Broadway
Avenue will dramatically enhance the corridor’s visual appeal. The
design and construction of improvements must be coordinated with
Iowa Department of Transportation (DOT) to ensure a consistent
standard of quality and a seamless transition from the Iowa DOT
right-of-way to local improvements. Maintenance of right-of-way
improvements should be negotiated with Iowa DOT prior to
construction, with responsibilities and expectations for the
maintenance of items such as sidewalks, signs, lighting fixtures and
bulbs, green spaces and trees & plantings being clearly articulated.
A Self Supported Municipal Improvement District (SSMID), or
some other form of financing, should be considered to finance a
maintenance program that will maintain and extend the life of
locally owned streetscape and landscape improvements, including
sidewalks, lighting, landscaped areas, trees & plantings, entry &
directional signage and décor.
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Priority Strategies

Community Features
Design and implement
enhancements

Red

Oak

Creek

reclamation and

The natural features of a community are important, and many
communities have found ways to celebrate those features. The San
Antonio Riverwalk is prominent among examples of communities
that have forged a distinguishable identity by capitalizing on a
unique, natural community feature. While certainly not on the same
scale, Red Oak has the same type of opportunity and the potential
to create a community feature that can be celebrated and enjoyed in
a variety of ways by residents and visitors alike.
Red Oak Creek, located just a block from core of downtown and
providing an important east-west link for the community, is in a
serious state of neglect. Existing flood control and flood insurance
issues have contributed to the creek’s demise. Yet, it holds an
incredible opportunity for the community to begin reclaiming a bit
of nature that has been lost.

Red Oak Creek holds an
incredible opportunity for
the community to begin
reclaiming a bit of nature
that has been lost.

Red Oak Coalition and City leaders should pursue opportunities to
work with Army Corps of Engineers and other environmental
agencies to mitigate flood control issues. A reclamation plan should
be developed to restore the creek and its banks. Ultimately, designs
for the creek’s restoration and creek side features, amenities and
developments should explore and promote opportunities for:
- Restoration and clean-up of the stream bed, which
might also help to address existing flood control
issues or mitigate the magnitude of flood events
- A community pedestrian and bicycle trail
- Green spaces for events and gatherings
- A “downtown reach” leading to the proposed core of
the traditional downtown business district and town
square
- A “Red Oak Creek Heritage Trail” community
pathway that could also incorporate public art and
interpretive signage along a downtown reach
- New housing at creek side and along the downtown
reach that offers views and an attractive, natural
setting for residents of various ages and lifestyles
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Priority Strategies

Technology and Telecommunications
Promote efforts to construct
Telecommunications System

and

install

an

Advanced

Red Oak competes in an increasingly competitive marketplace –
with communities large and small, near and far – for new business
and industry. Red Oak is currently at a huge disadvantage and faces
a major challenge in its efforts to lure technology related and
dependent
businesses
and
industries
because
its
telecommunications infrastructure is severely lacking. An
“adequate” infrastructure will not be sufficient: Red Oak must
strive to construct and install a state-of-the-art Advanced
Telecommunications System that will tilt the playing field in Red
Oak’s favor. A state-of-the-art system that could provide for data,
visual, audio, high-speed and fiber optics technology will
dramatically enhance opportunities to expand educational facilities,
research facilities and curriculum. Broader community & business
development goals will be advanced and will directly benefit
efforts to attract and retain quality businesses and industries, young
professionals and families. To its credit, the Red Oak Coalition and
its Telecommunications Committee already recognize the
importance of this initiative and are exploring various options with
a sense of urgency. This plan supports those continued efforts and
promotes the same type of innovative thinking that has led the Red
Oak Coalition to explore possibilities for the system to be
constructed, owned and managed by a local, privately-held
company.
Market opportunities and recruit high
telecommunications businesses and industries

technology

An “adequate”
infrastructure will not be
sufficient: Red Oak must
strive to construct and
install a state-of-the art
Advanced
Telecommunications
System that will tilt the
playing field in Red Oak’s
favor.

and

The existence of an Advanced Telecommunications System will
dramatically enhance Red Oak’s opportunities to recruit new
technology and telecommunications businesses and industries. The
marketability of Red Oak as a preferred place for technology and
telecommunications businesses and professionals will be enhanced
through the implementation of other community and business
development strategies promoted in this plan, including:
-

The enhancement of the downtown and Broadway
Avenue business districts
The expanded variety of housing options, including
live/work units
The enhancement of Red Oak Creek to become a
prominent community feature

Incremental progress and success in these areas, along with an
aggressive marketing and sales campaign, will be key to the success
of efforts to recruit new technology and telecommunications
business, skilled workers, quality educators, top level professionals
and young families.
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Priority Strategies
Technology and Telecommunications
Recruit and locate technology and telecommunications businesses
in the downtown and Broadway Avenue business districts
The downtown and Broadway Avenue business districts can
provide an ideal setting for technology and telecommunications
businesses. These businesses tend to be relatively small in size,
typically employing 10 to 50 people. These businesses and their
employees tend to seek out business and office locations that offer:
-

Open, readily modified floor plans and work spaces
Ready, walkable access to retail goods, personal
services and eating & drinking places
Surroundings with recreational features and places to
simply sit and relax

The downtown and Broadway Avenue business districts can
effectively cater to these preferences. “Side street” buildings,
“Back office” spaces, live/work units and upper levels of
downtown commercial buildings could accommodate a variety of
businesses, while serving to intensify uses and increase the
“captive” downtown population. The Village Marketplace
development concept for Broadway Avenue would enhance the
ability to market many of the same features.
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The downtown and
Broadway Avenue
business districts can
provide an ideal setting
for technology and
telecommunications
businesses.
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Business Development Strategies
Market Position Statement
Red Oak is an authentic, rural, small town community and a regional center
for shopping, professional services, lodging, dining, recreation, health care,
government and education. Red Oak is an economic, civic and cultural hub
for more than 12,000 trade area residents and 4,900 households in Red Oak
and the surrounding area.
A strong and diverse industrial base draws its labor force from Red Oak and
a legion of surrounding communities. Red Oak’s business districts cater to a
customer base that is mostly local, exceptionally loyal, and that appreciates
friendly service and product knowledge provided by local businesses. The
downtown business district is comprised of small businesses offering a
variety of products and services. Retailers are concentrated along state
highways that serve as important local and regional transportation corridors.
A collection of Victorian buildings in the downtown and surrounding
neighborhood, the traditional town square and the Montgomery County
Courthouse are among the community’s most distinguishing features.
Progressive community leaders are collaborative and aggressive in their
approach to development and in efforts to enhance and maintain Red Oak as
a great, authentic American small town.
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Business Development Strategies
Business Clustering Strategies
Business clustering concepts will be central to effective business
development strategies for Red Oak’s downtown and Broadway Avenue
business districts. Clustering concepts and strategies can serve to refocus the
business mix so that it more effectively caters to the needs and preferences
of trade area residents and targeted consumer segments.
Clustering, as a concept, is implemented by grouping together a mix of
businesses that enable each to benefit from the other’s sales, customers and
markets. As a technique, it has been implemented effectively by shopping
centers to develop a mix that caters to targeted consumer groups.
Clustering concepts and strategies proposed in this plan offer a focused,
strategic approach to business development efforts that will ultimately
enhance the broader economic performance of Red Oak’s downtown and
Broadway Avenue business districts.
Benefits of Business Clustering
Clustering concepts and strategies for Red Oak are proposed to provide
develop a critical mass of businesses in one location and to create a
heightened sense of activity and retail synergy.
The effective
implementation of clustering strategies can:
Provide consumers broad selection and variety in a single
convenient location or area
Allow a business district to function more like a single economic
unit, as opposed to a series of unrelated destination businesses
Encourage consolidated shopping trips and foot traffic by providing
the opportunity to conveniently make purchases at more than one
business and to satisfy a number of shopping needs in a single trip
Increase consumer spending as the appropriate mix of businesses
develops to offer more goods and services that appeal to targeted
consumer groups
Increase impulse buying among businesses that have been clustered
to offer complementary goods and services

Clustering concepts and
strategies proposed in
this plan offer a focused,
strategic approach to
business development
efforts that will ultimately
enhance the broader
economic performance
of Red Oak’s downtown
and Broadway Avenue
business districts.

To some degree, clusters already exist and are evolving in Red Oak. Finetuning these clusters will broaden consumer appeal and enhance the
economic performance of individual businesses, and Red Oak business
districts as a whole. There are instances, however, where the existing mixes
of retail and business occupants reflect an objective to simply fill empty
storefronts. Red Oak’s best opportunities to build and enhance effective
business clusters revolve around compatible and complementary clusters
that build traffic and generate increased retail sales.
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Business Development Strategies
Types of Business Clusters
Compatible Clusters
Compatible Clusters are groups of businesses that share a particular market
segment but offer unrelated goods and services. Outlet malls are an example
of a compatible cluster as their tenants share a market segment that enjoys
looking for bargains. Most business districts are classified as compatible
clusters.
Based on results of the consumer survey, most “essential” goods and
services are already being provided and purchased in Red Oak – many in the
downtown area. Of the responses to the consumer survey, for example, at
least 67% or more of the following goods and services are “frequently
purchased” in Red Oak:
Groceries (94%)
Auto repair/purchase (91%)
Prescription drugs (90%)
Dry cleaning and laundry (87%)
Farm and home supplies (85%)
Health and beauty (82%)
Hardware and building materials (71%)
Dining (67%)
Existing and developing clusters comprised of these business types should
be promoted and, wherever possible, expanded upon by capitalizing on
redevelopment, infill and relocation opportunities. The most likely areas for
compatible clusters to develop and expand include the Plaza area along
Broadway Avenue and the downtown area, particularly along the town
square’s north frontage and the surrounding area.

Local marketing efforts,
particularly for the
downtown business
cluster, should promote a
“park once, shop twice”
shopper mentality –
promoting the shopper’s
ability to purchase a
variety of “essential”
goods and services in a
single stop.

Local marketing efforts, particularly for the downtown business cluster,
should promote a “park once, shop twice” shopper mentality – promoting
the shopper’s ability to purchase a variety of “essential” goods and services
in a single stop.
The Red Oak Market Analysis indicates potential for the expansion of
exiting and evolving clusters. Seventy four percent of all business survey
respondents indicated either “some likelihood” or a “high likelihood” for the
expansion of their business within the next two years. Potential for evolving
“essential goods and services” clusters is evidenced in further analysis, with
retail, professional and service businesses, respectively, indicating a “high
likelihood” for expansion with greatest frequency.

Likelihood for Expansion by Business Type
Business Type
Retail (24 Total)
Service (16)
Professional (13)
Financial (6)
Food & Beverage (7)
Other (5)
Unidentified (8)

High Likelihood
6
25%
3
19%
3
23%
1
17%
0
0
3
38%
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Some Likelihood
11
46%
8
50%
8
62%
5
83%
4
57%
2
40%
5
62%
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Business Development Strategies
Complementary Clusters
Complementary Clusters are groups of businesses that share customers and
market segments, but offer complementary goods and services. An office
supply store, copy center, and office furniture store grouping could form a
complementary cluster (business services). Businesses that are part of a
complementary cluster offer goods and services of a similar style, quality
and price range, much in the same way that department stores are typically
organized.

Examples of Complementary Retail
Combinations of retail can result in cross-shopping and shared exposure
from the other store’s marketing efforts. Examples include:

Store Type

Retail Complements

Eating/Drinking

Gas stations and drug stores

Food Stores
General Merchandise
Apparel

Gas stations, building materials and drug
stores
Food, apparel, furniture, home appliances
and drug stores
General Merchandise, furniture, home,
appliances, drug stores

Furniture/Home Appliances

Apparel Stores, gas stations

Drug Stores

Food, apparel, furniture, home appliance
stores

The planned library
expansion and
successful development
of an entertainmentoriented activity
generator could provide
the opportunity for a new
complementary cluster of
more impulsive-oriented
retail, dining &
entertainment
businesses.

The planned library expansion and successful development of an
entertainment-oriented activity generator could provide the opportunity for a
new complementary cluster of more impulsive-oriented retail, dining &
entertainment businesses. The cluster would be focused in the immediate
area of the library and could extend along the town square’s south frontage
to the existing movie theater, and southeast along a downtown reach to an
enhanced Red Oak Creek. Examples of business types that might be located
in this new cluster include:
Antiques and collectibles shops
Art & framing shops
Bakery and pastry shops
Bookstores
Coffee shops
Design studios
Eating & drinking establishments
Gift shops
Home furnishings shops
Music stores
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Business Development Strategies
As plans for the library’s expansion continue to move forward—and if plans
progress to develop a Family Fun & Entertainment Center or other
entertainment-oriented activity generator—efforts should be taken locate
complementary businesses in the areas along the town square’s west and
south frontages.
Other complementary clusters of a non-retail nature are readily
accommodated in the downtown. The development and enhancement of
professional office, personal service and, ultimately, small hi-tech office
clusters would enhance downtown’s identity as a lively mixed-use
commercial district and will serve to increase the downtown population –
benefiting and supporting more traditional retail, dining and entertainment
clusters. Non-retail oriented clusters could be focused along the square’s
east frontage and the surrounding area.
In the long-term course of downtown’s redevelopment, clustering strategies
for these non-retail uses might target upper levels of commercial buildings
and new live/work developments, particularly as retail, dining and
entertainment uses expand to occupy a larger number of ground level
storefronts framing the square. The village marketplace concept proposed as
part of Broadway Avenue’s long-term development scenario could offer
another opportunity to cluster non-retail oriented uses that will enhance the
economic viability of these commercial centers.

The development and
enhancement of
professional office,
personal service and,
ultimately, small hi-tech
office clusters would
enhance downtown’s
identity as a lively mixeduse commercial district.

Comparison Clusters
Comparison Clusters are groups of businesses that carry the same or similar
goods and often appeal to the same consumer types. For example, many
larger regional malls feature a clustering of shoe stores. Customers are able
to shop the various lines and compare goods before making a purchase. This
same merchandising concept is evident in many department stores.
Given the relatively small size of the Red Oak trade area, opportunities to
develop comparison clusters will be limited. However, it is important to
understand the concept so that as opportunities arise to cluster comparative
business types, they can be recognized and capitalized upon. For example, if
an entrepreneur indicated interest in opening a new shoe store in Red Oak,
every effort should be made to locate that business in close proximity to the
existing shoe store(s).
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Business Development Strategies
Red Oak Business Clustering Strategy Concept
Essential Goods &
Services

Professional Offices,
Personal Services,
Employment & High-tech

Impulse Retail, Dining &
Entertainment

Examples of “Essential Goods &
Services” Business Types
Auto repair/purchase
Dry cleaning and laundry
Farm and home supplies
Furniture
Gasoline and convenience
stores
Groceries
Health and beauty
Hardware and building materials
Household Appliances
Prescription drugs
Traditional dining
Examples of “Impulse Retail, Dining
& Entertainment” Business Types
Broadway Avenue Mixed
Use Clusters Emphasizing
Essential Goods & Services
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Antiques and collectibles shops
Art & framing shops
Bakery and pastry shops
Bookstores
Coffee shops
Design studios
Specialty eating & drinking
establishments
Home furnishings shops
Hobbies & Toys
Music stores
Stationary, gift & novelty shops
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Business Development Strategies
Business Clustering Implementation Keys
Implementing clustering strategies in a mall or shopping center setting, as
compared to Red Oak’s downtown and Broadway Avenue business districts,
is relatively easy. Single ownership and management, along with leaseenforced inventory controls, merchandising standards and mandatory
participation in marketing and promotional activities, are keys to the success
of shopping centers and malls. The flexibility to move or re-size their
tenants’ space and replace tenants that no longer fit into the overall mix
provides mall and shopping center owners the ability to readily change with
the marketplace.
Unlike a shopping center or mall, the complete inventory of properties and
spaces in Red Oak’s downtown and Broadway Avenue business districts are
not owned or controlled by a single individual or business entity. This fact
makes the implementation of effective business clustering strategies more
difficult and complex, but not impossible.
Business and community leaders in Red Oak must work to overcome these
obstacles by promoting and demonstrating to property owners the benefits of
clustering—namely, the maximizing of real estate values—that occurs
through the successful implementation of sound business clustering
strategies. Keys for the effective implementation of Red Oak clustering
concepts proposed in this plan include:

Business and community
leaders in Red Oak must
work to overcome
obstacles by promoting
and demonstrating to
property owners the
benefits of clustering—
namely, the maximizing
of real estate values.

Marketing and promotion efforts to enhance awareness of
clustering concepts
Recruitment efforts to identify, recruit and locate targeted business
types in locations that advance the clustering concept
Development policies and zoning regulations that promote quality
design, compatible land uses and compact development
Predevelopment activities, as could include acquisition, site
development and relocation assistance
Complete, centralized control of the Broadway Avenue and downtown
business district by a single ownership entity is not a reasonable expectation,
now or in the future. There are, however, key implementation steps that
business and community leaders can take to advance business clustering
concepts and strategies.
The market analysis study undertaken during the course of this plan’s
development represents a good first step toward the development and
implementation of Red Oak business clustering strategies. Results from the
market analysis project should continue to be analyzed and studied in efforts
to identify new market and business opportunities – particularly as new
developments are proposed, as businesses open, close and expand, and as
the consumer market changes. Focus groups should be considered as a
means of enhancing market analysis findings and further defining
opportunities in the marketplace.
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Business Development Strategies
Business Clustering Implementation Keys
Other important implementation steps could include:
Prepare and maintain business clustering maps and database
information. Base maps displaying specific locations of existing
businesses, businesses by type, available commercial space, and the
types of clusters being promoted should be prepared and
maintained as current. Business and property owner databases
information should also be consistently updated and used as a tool
to promote the optimal placement of new and expanding businesses
based on geographic clustering strategies and the ability of specific
spaces to accommodate the needs of each new and expanding
business. The base maps and databases are valuable tools for the
development and execution of a modified “recruitment leasing
plan” for the downtown and Broadway Avenue business districts.
Gain control of strategically located properties and building
spaces within the core clusters as opportunities arise. It is not
necessary to acquire or gain control of every property or space
within the targeted business districts. However, special
opportunities and compelling circumstances to acquire and gain
control of strategic locations should be seized. The establishment of
an ownership or management entity to develop and execute an
operations plan that will advance business development strategies
should be pursued. Options include a private-public non-profit
partnership or a privately held “investment consortium” such as
that proposed in this plan. Cooperation and collaborative efforts
among stakeholders will be needed to develop a strategic plan and
resources to execute the plan’s acquisition and related development
activities. Working with the city, business owners and property
owners, the organization should position itself to catalyze business
and property development activities, such as site pre-development,
recruitment, leasing, and business relocation activities.

Special opportunities and
compelling
circumstances to acquire
and gain control of
strategic locations should
be seized.

Institute an aggressive management mechanism for the
business district(s). This would involve a lead organization to
work cooperatively and collaboratively to gain the support of
businesses, property owners, and local government officials.
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Business Development Strategies
Management - A Centralized Approach
Communities are often judged by the viability for their core business
districts. Developers are attracted to communities that have healthy
downtowns and neighborhood business districts that display a keen sense of
pride and prosperity. Too often, communities overlook this important factor
as they seek to develop new, sprawling business districts, industrial parks
and more suburban style neighborhoods.
Conversely, downtown must avoid a tendency to become parochial and
insular. Industrial and commercial development in areas lying outside the
traditional downtown business district has a direct relationship to, and
impact on, the health of downtown. Linkages between downtown, the
Broadway Avenue corridor and other areas of the city must be recognized,
established and enhanced to bring an orderly sense to the community’s
evolution and future growth.
Downtown and Broadway Avenue redevelopment initiatives will be most
effective when planned, implemented and maintained as part of the
community’s broader community development scheme – and its vision for
the future.
Sustainable redevelopment initiatives for Red Oak’s downtown and
Broadway Avenue business districts will capitalize on emerging
opportunities in the marketplace and will encompass specific programs for:

Downtown and Broadway
Avenue redevelopment
initiatives will be most
effective when planned,
implemented and
maintained as part of the
community’s broader
community development
scheme – and its vision
for the future.

Management and maintenance
Business retention and recruitment
Marketing and promotion
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Business Development Strategies
Downtown Management and Maintenance
Red Oak has a demonstrated track record of success evolving from efforts
directed at industrial development, mixed-use development along Highway
34 and, to certain extent, commercial development along the Broadway
Avenue corridor. The downtown business district does not necessarily
reflect the same level of prosperity that is evident in other areas of the
community. Downtown is suffering from a lack of reinvestment, and there
seems to be little in the way of organized focus and management in the
central business district. The need for an organization that will take
responsibility for managing and directing growth in downtown Red Oak is
clear.
Business and community leaders in Red Oak should consider options that
will enable them to orchestrate a more proactive, centralized approach to
downtown redevelopment. The centralized management approach to
downtown development proposed in this plan draws on the management and
marketing techniques that have been key to the success of modern shopping
centers and malls, and translates them into strategies that can be equally
effective as part of a comprehensive downtown redevelopment initiative.

The need for an
organization that will take
responsibility for
managing and directing
growth in downtown Red
Oak is clear.

The goals of a centralized management approach for Red Oak’s downtown
should include:
Improving the downtown shopping experience
Increasing the downtown's share of the retail market
Stimulating new opportunities for investors and entrepreneurs
Most prominent among the steps that will be necessary to develop and
implement an effective and sustainable downtown management, marketing
and maintenance program are:
Securing a stable source of funding for program operations. A
Self-Supported Municipal Improvement District, enabled by Iowa
State Code 386, offers a means for the city to generate funding to
support program operations and activities in a manner that is
equitable to the district’s property and business owners.
Administration of the funds and implementation of program
operations and activities may be carried out by the city or
contracted to a local organization established for such purposes.
Establishing a lead entity to catalyze and manage downtown
redevelopment. The need for a lead entity to promote, manage
and catalyze development activities in downtown Red Oak is clear.
Red Oak has a demonstrated track record in organizing effective
partnerships and “consortiums” led by the private sector to
overcome challenges, expedite action and achieve remarkable
results. A “Downtown Investment Consortium” capable of making
substantial investments in downtown properties and businesses
could effectively, and dramatically, change the marketplace,
expedite action, and catalyze development.
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Self-Supported Municipal Improvement District (SSMID)
Centralized downtown management programs appear in many forms. The
most effective and successful typically involve the creation of a cooperative
venture that brings together property and business owners to develop a
coordinated operations and strategies. Projects and activities often address
marketing, security, promotions, maintenance, street improvements, parking,
leasing and other management and maintenance activities. A Self Supported
Municipal Improvement District (SSMID) is among the most effective and
stable mechanisms available to local municipalities to finance and structure
program operations.
According to Iowa Code 386, revenue generated from SSMID assessments
can be used for items such as “administrative personnel salaries, a separate
administrative office, planning costs including consultation fees…and all
other expenses reasonably associated with the administration of the district
and the fulfilling of the purposes of the district.” The code also allows for
SSMID funds to be used for the purposes of paying maintenance expenses
for improvements made within a designated district.
An SSMID provides an equitable means of financing development costs in a
downtown area because assessments, based on assessed property values, are
levied on all properties within a designated development area. Too often,
development costs and project expenses are left to just a few property
owners that “carrying the load” for the entire district.

Assessments levied
pursuant to an SSMID are
different than taxes
because property owners
within the district, much
like shareholders in a
corporation, have a
direct “say” as to how
funds are used.

Assessments levied pursuant to an SSMID are different than taxes because
property owners within the district, much like shareholders in a corporation,
have a direct “say” as to how funds are used. All funds generated through
the SSMID are expended within the district and to advance the purposes for
which the district was established, representing a direct reinvestment of
funds.
Establishing an SSMID for downtown Red Oak management and
maintenance programs will not be a simple task. Some may view
assessments levied by the district as an additional “tax” and, thus, will be
somewhat naturally inclined to react negatively to the proposed formation of
a district.
The approach taken to establish an SSMID must be well organized and
promoted to enhance awareness of the purpose and planned use of funds
derived through the SSMID. It will be important to:
Sell the plan, not the SSMID. The key to establishing the SSMID
will lie in the plan, not in the SSMID itself. A well-defined
operations plan that indicates, in simple terms, how funds will be
used and anticipated results. The plan should make a compelling
case for property owners in the proposed district to support the
creation of an SSMID and to view their participation as a direct
investment in their own property and in the downtown’s future.
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Work cooperatively to establish the SSMID and initiate
operations. City officials, organizational leaders, and downtown
property owners, business owners and advocates must work
cooperatively to develop an operations plan, to “sell” the SSMID,
and to initiate and manage operations that will achieve desired
results. The SSMID can be created by city ordinance upon petition
of 25% of property owners owning at least 25% of the total
assessed value of properties in the proposed district. However, the
city council’s action and long-term sustainability of the SSMID
will largely hinge on the ability to gain support from a majority of
downtown property owners.
The same spirit of cooperation and teamwork that will be necessary to
establish a SSMID must continue even after the SSMID is in place.
Government officials, business leaders and community enthusiasts must
work together to expedite action and achieve desired results as a means of
gaining support, increasing participation and sustaining long-term
management operations.
Investment Consortium
The potential for development exists in Red Oak’s downtown business
district. The same issues and challenges that point to a clear need for action
– vacant storefronts, deteriorating buildings and other related issues – are, in
themselves, opportunities in waiting.
The potential for development and new investment in downtown is further
enhanced by the presence of a relatively small core group of downtown and
community stakeholders that have expressed an interest and willingness to
act and take a leadership role in efforts to improve the economic vitality of
downtown. This potential is tempered by the simple fact that downtown
redevelopment is a long-term proposition.

The potential for
development and new
investment in downtown
is further enhanced by
the presence of a
relatively small core
group of downtown and
community stakeholders
that have expressed an
interest and willingness to
act and take a
leadership role in efforts
to improve the economic
vitality of downtown.

A small group, acting independently, would struggle to realize the full
potential for downtown’s redevelopment: A highly successful downtown
redevelopment initiative must be broad-based and, at the very least,
embraced in principle by a large segment of downtown stakeholders and
community residents.
To suggest that downtown Red Oak will ever become as centralized in its
management approach as a shopping center or mall would be unrealistic. A
shopping mall has the distinct advantage of a single ownership entity that is
able to dictate all aspects of how the center is operated and managed. Given
the comparative level of limited control one could reasonably expect to gain
and exert as part of a downtown centralized management program, the
success of downtown Red Oak redevelopment initiatives will rely more
heavily upon the ability to:
Promote and instill a heightened sense of “buy in” for downtown
redevelopment initiatives among community officials, business
leaders, property owners and residents
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Catalyze development and business opportunities through the
redevelopment of key properties and the development of new
downtown activity generators
The Red Oak Coalition and its community development partners are already
making progress in efforts to promote and instill a heightened sense of “buy
in” for downtown redevelopment initiatives. Surveys conducted as part of
the market analysis component of this plan indicate residents place a high
value on downtown as a community center and “heart” of the community.
Efforts to catalyze redevelopment and create new business opportunities will
be more challenging and complex, even requiring a literal “buy in” in the
form of investors willing to assume a certain level of risk in order to
expedite development and action. This plan proposes the creation of a
privately held downtown investment consortium comprised of investors
willing to share that risk and to take a leadership position in efforts to
enhance the downtown business district.
The downtown investment consortium would provide capital and work
cooperatively with community and business leaders to identify and
capitalize on opportunities to catalyze development, as could include
activities to:
Purchase, renovate, develop, lease and sell downtown
properties. These activities will be central to the success of
business recruitment strategies, will help create opportunities for
new businesses, and will advance business clustering strategies
proposed in this plan.
•

This plan proposes the
creation of a privately
held downtown
investment consortium
comprised of investors
willing to share that risk
and to take a leadership
position in efforts to
enhance the downtown
business district.

Provide incentives and assistance for business retention,
expansion, recruitment and relocation. These activities and
programs should target opportunities identified in the business
survey. A majority of businesses indicated an interest and
willingness to make business improvements with some assistance
in the form of loans or grants. The survey results also indicated that
several businesses indicating either “some likelihood” or a “high
likelihood” of business expansion within the next two years would
be inclined to use low-interest lines of credit and low-interest loans
(See table on following page). Relocation assistance that could be
offered in the form of site locator assistance, low-interest loans and
other financial incentives could be key to implementing business
clustering strategies.
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Number of businesses inclined to use business
assistance and incentives: based on potential likelihood
for expansion within the next two years
Type of Assistance and
Incentives
Business Management
Consultations
Business Marketing
Consultations
Business Assistance
Seminars
Low-interest Line of
Credit/Payment
Low-interest Building
Improvement Loans
Free/Low-cost Building
Improvement Design

# Businesses/Likelihood for Expansion
High
Some
Low
None
3

4

-

1

3

4

-

1

1

4

1

5

9

3

2

3

9

3

2

1

6

1

2

1

Collaborate with community development partners to provide
direction and leadership for the administration of the proposed
SSMID. It will be important to coordinate the activities of the
investment consortium with downtown management and
maintenance activities administered and carried out under the
auspices of the SSMID. Improvements to downtown amenities
implemented through the SSMID should be coordinated to enhance
redevelopment opportunities and activities undertaken by the
investment consortium.

Red Oak has
demonstrated a rare
ability to accomplish
significant projects
through organizations
similar in nature to the
proposed downtown
investment consortium.

Red Oak has demonstrated a rare ability to accomplish significant projects
through organizations similar in nature to the proposed downtown
investment consortium. Interest sparked throughout the course of this plan’s
development could parlay into the establishment of a consortium that could
bring substantial capital resources to the downtown redevelopment
initiative. For example, based on Red Oak’s impressive track record in
similar endeavors, it may be possible to attract 20 individuals or businesses
to invest $50,000 per investor in the consortium. The $1 million fund,
invested in key properties and programs, could provide a tremendous boost
to downtown redevelopment efforts and have a dramatic impact on the
marketplace.
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Broadway Avenue Management and Maintenance
Many of the same conditions indicating a need for a more centralized
approach to downtown management and maintenance exist in the Broadway
Avenue corridor. So, too, the same principles guiding the direction of
downtown management and maintenance efforts will be evident in proposals
for Broadway Avenue, particularly as the village marketplace development
scenario begins to evolve. There is, however, a higher sense of immediacy
to the need for:
An organized approach to the maintenance of planned streetscape
improvements
A review of zoning requirements for site design and development
Plans for locally installed and owned streetscape improvements anticipate
installation to coincide with Iowa DOT highway improvements that could
begin as early as Fall 2002 or Spring 2003. It will be important to negotiate
agreements with Iowa DOT that clearly delegate responsibilities for the
maintenance of all improvements prior to their construction. Another local
tree planting project planned for the corridor could begin as early as Spring
2003 if a current “Trees Forever” program application to the Iowa DOT
Iowa’s Living Roadways Trust Fund proves successful.
Long-term maintenance of locally owned and controlled improvements at
the highway’s edges, as could include lighting, sidewalks, plantings and
other furnishings, will be an ongoing concern. Consideration should be
given to establishing a Broadway Avenue Self Supported Municipal
Improvement District (SSMID) as a means of instituting and financing an
ongoing maintenance program. The SSMID operational plan should provide
for the implementation of a consistent maintenance schedule and an
enhanced means of quality control for maintenance.

The same principles
guiding the direction of
downtown management
and maintenance efforts
will be evident in
proposals for Broadway
Avenue, particularly as
the village marketplace
development scenario
begins to evolve.

The long-term development scenario for Broadway Avenue proposed in this
plan could signal a need, in the near or distant future, for expanded SSMID
operations – as could include business development, marketing and related
management functions that will stimulate and support development of the
village marketplace concept.
Planned highway and streetscape improvements also point to a more
immediate need to review current zoning regulations for site design and
development. Issues revolving around setbacks, curb cuts, off premise
signage and other related land use and development issues should be
addressed prior to commencing construction on highway and streetscape
improvements. The Red Oak Coalition should continue to facilitate dialogue
among property owners and city officials to build consensus and expedite
zoning code revisions that might be necessitated in order to accomplish
project goals.
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The ability to retain and provide opportunities for existing business to
expand, along with the ability to recruit viable new businesses and investors,
will be key the enhancement of Red Oak’s downtown and Broadway
Avenue business districts. Various aspects of these activities might be
administered under the auspices of an SSMID operational plan or through
existing organizations, such as the Red Oak Coalition and Red Oak
Chamber of Commerce.
Business Retention
Organizations leading commercial district enhancement efforts help to
provide necessary focus for redevelopment efforts: they also provide a new
and positive resource for existing businesses.
Organizational leaders should work to provide an extraordinary level of
assistance to existing businesses prior to initiating recruitment efforts. The
allocation of time and resources devoted to maintain and grow existing
businesses pales in comparison to what is typically required to recruit new
businesses. So, too, investments of time, energy and resources promise to
enhance the level of success experienced in recruitment efforts: a prospect
visiting Red Oak and observing a quality mix of profitable businesses is
prime to be “hooked.”

Organizational leaders
should work to provide
an extraordinary level of
assistance to existing
businesses prior to
initiating recruitment
efforts.

The Red Oak Chamber of Commerce serves as a clearinghouse for its
members to access information and counseling on business management,
advertising, merchandising, customer service, accounting, shrinkage control
and a host of other related business topics. The Chamber should continue to
work cooperatively with the Red Oak Coalition, Red Oak Industrial
Foundation, and other community partners to promote the availability of
local resource materials and small business counseling services: provisions
might be considered to extend certain services to non-members for a small
fee or through agreements with other organizations.
Consideration should also be afforded opportunities to enhance awareness of
existing and new financial resources and incentives that might be available
to businesses and investors through local, regional, state and national
programs.
Business and property databases developed throughout the course of this
plan’s development should be maintained and updated on a frequent basis.
The databases, along with business clustering concept base maps, can be
used as tools to identify potential locations that will accommodate business
expansion prospects or to identify various product lines and services that
might offer existing businesses opportunities to expand or diversify their
inventories.
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Business Recruitment
Business recruitment is a highly competitive and time-consuming process.
Responsibilities for the development and administration of a recruitment
program targeting the downtown and Broadway Avenue business districts
must be clearly defined and delegated.
Business development and clustering strategies proposed in this plan
provide direction as to the types of businesses that might be pursued and the
optimal geographic placement for each business type.
Threshold Levels for Selected Retail & Service Businesses in Iowa published
by Iowa State University (Dr. Kenneth E. Stone and Georgeanne M. Artz,
1999) can be used as a tool in the preliminary identification of business
recruitment and expansion prospects.
The threshold levels give a general idea of the number of people it takes to
support a business. The numbers are averages based on the entire state that
do not take distinguishing trade area factors into account – such as income,
age, tourism and proximity to other markets. When considering the potential
for new and expanded businesses in Red Oak, it will be important to
consider market variables such as:

Business development
and clustering strategies
proposed in this plan
provide direction as to
the types of businesses
that might be pursued
and the optimal
geographic placement
for each business type.

The number of existing businesses in the trade area within each
category, along with the volume of products in each category
offered by department and discount stores in the trade area
Consumer income, household characteristics and purchasing habits
identified in the market analysis and Claritas market profile
A preliminary identification of potential business types for recruitment can
be performed through a comparative analysis of the Red Oak business
inventory. A comparison of threshold levels to the number of existing
businesses for each business type within and surrounding the trade area may
identify “gaps” in the business mix – and candidates for recruitment.
The market analysis provides valuable information that can be used to
perform a pre-qualification of potential business types for recruitment and
expansion. “Gaps” that might seem to exist based on a preliminary analysis
of threshold levels and the current business inventory – apparel and
accessories, for example – might be narrowed or closed upon considering
the frequency of purchases made outside the Red Oak trade area. Likewise,
opportunities to extend the reach of the trade area might appear based on the
ability to develop a strong cluster in a business type that has limited
representation in a nearby trade area. For example, a strong mix of family
dining and eating & drinking establishments developed in Red Oak might
attract a greater share of Shenandoah trade area consumers.
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Examples of reported Threshold Levels1 indicate that the following business
types could potentially be supported in the Red Oak market based on the
combined estimate of the Red Oak primary and secondary trade area population
of 12,011
Description
Hobby & Toy
Restaurants, Taverns & Bars
Beauty & Barber Shops
Miscellaneous Retailers
Used Merchandise Stores
General Automotive Repair
Sporting Goods
All Other General Merchandise Stores
Clothing and Clothing Accessories Stores
Automotive Parts and Accessories
Commercial/Machines & Equipment
Stationary, Gift, Novelty
Household Appliance Stores
Gas Stations/Convenience Stores with Gas
Photographic Studios
New and Used Car Dealers
Specialized Groceries
Hotels & All Other Lodging Places
Printing & Related Support Activities
Grocery Stores and Convenience Stores
Electronic & Precision Equip Repair & Maintenance
Communications (Telephone, Radio, Television)
Book and Stationary Stores
Hardware/Plumbing/Heating Equipment & Supplies
Home Centers (Building Materials)
Florists
Upholstery & Furniture Repair
Coin Operated Laundry
Computer Related Services
Home Furnishings Stores
Furniture Stores
Jewelry
Lawn & Garden
Car Washes
Advertising & Related Services
Beauty & Health (Drug)
Sewing & Needlework
Hardware Stores
Recreational and All Other Motorized Vehicles
Veterinary Services
Music Stores
Lumber & Other Construction Materials
Shoes
Motor Vehicle Parts and Supplies
Department Stores
Dry Cleaning & Laundry Services

Threshold Level
(Persons Per Firm)

Potential # Supported
by RO Market

323
354
442
489
688
1,097
1,097
1,425
1,614
1,642
1,693
1,837
2,132
2,138
2,435
2,590
2,650
2,771
2,834
2,869
2,895
3,014
3,116
3,144
3,315
3,507
3,791
3,796
3,953
3,986
4,026
4,083
4,286
4,312
4,418
4,789
5,286
5,315
5,720
6,138
6,812
7,995
10,122
10,533
11,282
11,893

37.2
33.9
27.2
24.6
17.5
10.9
10.9
8.4
7.4
7.3
7.1
6.5
5.6
5.6
4.9
4.6
4.5
4.3
4.2
4.2
4.1
4.0
3.9
3.8
3.6
3.4
3.2
3.2
3.0
3.0
3.0
2.9
2.8
2.8
2.7
2.5
2.3
2.3
2.1
2.0
1.8
1.5
1.2
1.1
1.1
1.0

1

Threshold Levels for Selected Retail & Service Businesses in Iowa published by Iowa
State University, University Extension: Dr. Kenneth E. Stone and Georgeanne M. Artz,
1999
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In general, the best recruitment prospects will likely possess one or more of
the following characteristics:
Have two to five business locations, with at least one operating
within a 50-mile radius of Red Oak
Have at least one location that has been in operation for at least
three years in a setting similar to the downtown or Broadway
Avenue business district
The business is well capitalized and the owner has at least five
years ownership or management experience
The ownership takes an active management role in business
operations and purchasing
Typically occupy 800 to 2,000 square feet
The following steps outline a process for the delegated “recruiter” to contact
and pursue specific business prospects:
1.

The recruiter reviews the business recruitment prospects list with
owners or agents representing available properties.

2.

The recruiter arranges to meet with the top business recruitment
prospects deemed acceptable by the both the recruiter and the
property owners and agents.

3.

During the meeting with the business prospect, the recruiter
provides printed recruitment materials and invites the prospect to
visit Red Oak.

4.

When prospects visit Red Oak, the recruiter serves as the escort.
Specific business owners, financial institution officers and local
government representatives should be alerted to the visit so they
can be "on call" to assist the prospect in any manner possible
during the site visit.

5.

During the visit, the recruiter takes the prospect on a community
tour of Red Oak, an extensive tour of the targeted business
district(s) and area(s) for preferred placement, and arranges
viewings of appropriate and available properties.

6.

If the prospect shows an interest in a particular property, the
recruiter refers the prospect to the owner or agent of the property
for negotiations and closing of the transaction.

7.

The recruiter follows-up with the owner or agent and the prospect
to offer additional assistance as might be requested or required by
the parties

Unless expressly and
legally authorized, the
recruiter should not
attempt to negotiate
building leases,
improvements, or any
significant part of a real
estate transaction or
lease agreement.

It is important to note that:
Unless expressly and legally authorized, the recruiter should not
attempt to negotiate building leases, improvements, or any
significant part of a real estate transaction or lease agreement.
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The recruiter must clearly recognize that they should not broker the
real estate transaction.
The recruiter's role is to simply find and introduce quality prospects
to cooperating owners and agents.
It is appropriate, and important, for the recruiter to follow-up with
owners, agents and prospects to determine if further assistance is
required on the recruiter’s part in order to help close a transaction.
Or, when appropriate or necessary, the recruiter should assist the
prospect in locating other suitable locations in Red Oak.

A recruiter should be
prepared to knock on a
hundred doors to get a
single response.

Beyond financial resources, marketing activities and business assistance
programs, successful business recruitment efforts require “product”
knowledge and an unyielding determination to doggedly pursue top business
prospects. A recruiter should be prepared to knock on a hundred doors to get
a single response. Often times, landing the first recruit is the most difficult
task: others tend to follow as “success breeds success.”
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Marketing and Promotion
The implementation of this plan will result in periods of physical change.
Too many organizations fall victim to the mistaken impression that once
physical improvements are completed, the task of redevelopment is finished.
In fact, it has really just begun. Proper attention must continue to be devoted
to ongoing maintenance, both in the physical and attitudinal sense.
The long-term redevelopment and prosperity of Red Oak’s downtown and
Broadway Avenue business districts will continue to be highly dependent on
the quality of marketing and promotion activities – and the ability to appeal
to targeted consumer segments. High quality marketing and promotional
activities, orchestrated to expound upon physical improvements and new
attractions, can effectively help to build a positive image and, in essence,
affect positive changes in the market.
The majority of Red Oak residents may be well familiar with existing
businesses. However, as successes – both big and small – are realized
through the implementation of this plan and other community development
initiatives, it will be important to communicate and “celebrate” those
successes in ways that capture attention and enhance the image of Red Oak.

High quality marketing
and promotional
activities, orchestrated to
expound upon physical
improvements and new
attractions, can
effectively help to build a
positive image and, in
essence, affect positive
changes in the market.

Ongoing efforts devoted to cooperative advertising and the staging of
frequent, high-quality community events can serve as powerful tools for
attracting people to observe positive changes, to discover new businesses
and attractions, and to enjoy new experiences.
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Related Initiatives, Projects and Activities
Throughout the course of the process undertaken to create this plan, a
number of other opportunities and possible projects. Some of these projects
could, potentially, be significant in magnitude. While outside the scope of
this planning effort, some could relate, to varying degree, to strategies
advanced in this plan.
Comprehensive Plan
The city’s Comprehensive Plan defines policy for the community.
It is possible that some of the directions posed by the Strategy Plan
conflict with existing city policy (especially given the age of the
existing Comprehensive Plan). Moving forward with both a
common vision and supporting policy documents will be important
as Red Oak considers the future of downtown and Broadway. The
City of Red Oak and the Red Oak Coalition should work
cooperatively toward the creation of a City Comprehensive Plan
that incorporates the directions posed by the Strategy Plan.
Particular attention might be directed toward housing needs in a
comprehensive plan, with a focus on the development of “wage
earner” housing that might be attractive to a local industrial labor
force.
Performing Arts Center
The Red Oak Coalition’s Recreation and Culture Committee is in
preliminary planning stages for the development of a Performing
Arts Center proposed for construction on Senate Avenue – along
the Highway 34 corridor, near its intersection with Highway 48
(Broadway Avenue) and in close proximity to the Red Coach Inn
and Super 8 Motel. The proposed facility, like the YMCA, would
be a source of pride, but it would also be a place that residents and
visitors see as an integral part of their existence in the community.
The addition of the center to Red Oak’s inventory of impressive
community and institutional facilities, along with the successful
implementation of entertainment-related business development
strategies proposed for the downtown, could significantly enhance
the community’s image as a regional center and destination for
entertainment, arts and culture.
Red Coach Inn Redevelopment
Like the proposed Performing Arts Center, plans for the
redevelopment of the Red Coach Inn are in early development
phases. Redevelopment scenarios being considered as part of a
feasibility study include the renovation of the exiting facility’s
lodging accommodations and the demolition of existing rooms for
new construction. Improvements are being made to the inn’s
restaurant and lounge to offer a higher-end alternative to existing
Red Oak eating & drinking establishments. The renovation of the
inn’s existing meeting room facilities will further enhance Red
Oak’s ability to attract visitors and small conferences that could
help bolster demand for some of the business types proposed for
expansion and recruitment as part of this plan’s business
development strategies.
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Rail-related Industrial Development
As industrial development opportunities are explored, the potential
for rail-related industries must be seriously considered. In
communities with undeveloped industrial land with rail access,
sites should be preserved to accommodate industrial prospects that
might take advantage of rail service, especially as those types of
sites are becoming increasingly rare. In fact, some communities
have found the rail service provider to be an excellent partner in
their industrial development efforts.
While these sites exist in Red Oak, the limiting factor may be the
lack of an available work force. As industrial development
opportunities are explored, the need for “wage earner” housing
must also be considered. Red Oak may consider a comprehensive
housing assessment or attempt to more comprehensively address
housing as an element of an update to its comprehensive plan.
Lake Development
Ideas and concepts for the development of a county lake lying
generally east of the city, between Red Oak and Stanton, were
received enthusiastically by participants at various public forums
hosted as part of the Strategy Plan’s creation. The notion of a
recreational lake in close proximity to Red Oak is intriguing and
offers potential to expand upon strategies aimed at reclaiming Red
Oak Creek and emphasizing the community’s natural qualities.
The recreation opportunities and potential regional attraction of a
lake poses opportunities for “spin-off” development, especially in
downtown Red Oak. Notably, recreation enthusiasts and other
tourists might begin to look to dining and entertainment venues in
nearby communities to extend their experience, and it seems that
downtown Red Oak should position itself to respond.
Neighborhood Redevelopment
Older neighborhoods, generally lying to the north and south of the
downtown business district, and extending along the east and
southern edges of the core Broadway Avenue commercial area,
appear to be candidates for neighborhood redevelopment
initiatives. Neighborhoods that form the edges of commercial areas
have a strong relationship to the commercial district’s visual appeal
and economic prosperity. Housing rehabilitation and neighborhood
redevelopment initiatives might also serve to minimize the types of
suburban-style residential and commercial sprawl that are
inconsistent with the community’s vision of an authentic American
small town. Neighborhood redevelopment policies that might be
considered as part of the city’s Comprehensive Plan could also
serve to improve and expand Red Oak’s inventory of affordable
housing.
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First Steps Implementation Strategy
The time frame for this plan’s vision and implementation could extend up to
twenty years – or even more. Because community development occurs
within a dynamic environment, no set of specific implementation steps can
remain valid for such a long time. Even in the short term, changing
economic, social, political and cultural conditions may dictate a different
sequence of events. Some projects might be implemented earlier if the right
set of opportunities present themselves, or the community may determine
that a project should be tabled as new opportunities emerge and others take
priority. Because of these limitations, an implementation strategy can only
be a general guide for implementing key aspects of the plan.
While many of the actions identified here relate directly to projects or
improvements to be accomplished by Red Oak government, civic and
economic organizations, they also offer direction to potential developers and
investors about where and how they can seek to create projects that “fit”
within the framework of the community’s vision for Red Oak.

On-Going Actions
Immediate, and continuing throughout term of strategic planning period
Action

Acquire properties in areas designated in the
Strategy Plan as key sites for development and
redevelopment in downtown and along
Broadway
Description
Control over properties will be one of the first
components of a redevelopment strategy.
Establishing control over key properties will
allow for more thoughtful, logical and cohesive
development patterns. Top priority should be
placed
on
properties
surrounding
and
immediately adjacent to the traditional downtown
square.
Responsible Parties
Red Oak Coalition (ROC), City of Red Oak
(City), and proposed Downtown Investment
Consortium
Anticipated Public Costs Costs for establishing control over sites vary
greatly; some costs may be recovered upon
transfer to a private developer.
Outcome
Key properties assembled for development as
they become available
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On-Going Actions
Immediate, and continuing throughout term of strategic planning period
Action

Maintain business and property inventory
databases to be used as tools for business
expansion and recruitment prospecting
Description
The ability to access and provide up-to-date
information will be key to the effective
development and implementation of business
assistance, relocation, expansion and recruitment
efforts. The business and property inventory
databases are valuable tools that should be
administered and utilized to the fullest extent.
Responsible Parties
“Recruiter” (to be delegated)
Anticipated Public Costs Administrative time necessary to collect and
update information and to enter and maintain the
information in electronic format
Outcome
Tools to aid in the identification of, and
marketing to, top business prospects and a
focused, well-organized business recruitment
program that effectively places new and
expanding businesses in optimum locations
Action

Aggressively market and promote the
Advanced Telecommunications System (ATS)
Description
The feasibility and scalability of the ATS will
largely be determined by its actual utilization.
The ATS must be aggressively marketed and
promoted for personal, commercial and industrial
applications in order to ensure a sufficient
number of subscriptions and rate of utilization.
Once installed, marketing and recruitment efforts
should capitalize on this new technology and
promote Red Oak’s well-balanced quality of life
to recruit businesses, industries and entrepreneurs
that will make optimum use of the community’s
ATS and high-tech infrastructure.
Responsible Parties
ROC – Telecommunications & Technology
Committee
Anticipated Public Costs Administrative and volunteer time to develop and
manage an ongoing marketing effort, and/or
possible front-end or ongoing costs for hired or
contracted personnel to manage the marketing
plan’s development and execution
Outcome
A sufficient number of subscribers and a level of
utilization making the installation and
maintenance of the ATS possible and, ultimately,
the successful recruitment and placement of new
technology and telecommunications businesses,
skilled workers, quality educators, top level
professionals and young families
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First Steps Implementation Strategy
Early Actions
Immediate to Three Years
Action
Description

Establish a Downtown Investment Consortium
Downtown’s future can no longer be left to
chance, and the scope of redevelopment and
revitalization initiatives proposed in this plan
cannot reasonably be expected to occur without
dramatic change. Leadership and investment is
needed to “prime the pump.” Red Oak has
demonstrated a rare ability to accomplish major
projects and achieve significant results through
collaboration, partnerships, and investments led
by the private sector: the same type of leadership
and commitment is needed to affect and
demonstrate positive change in the downtown.
Responsible Parties
ROC – Downtown Committee
Anticipated Public Costs Administrative and volunteer time will be
required to formulate the organization’s
constructs, to outline a business plan, to facilitate
the formal establishment of the consortium, and
to recruit consortium members.
Outcome
An entity to lead and play a key role in the
development and implementation of property
aggregation and redevelopment strategies,
business clustering strategies and downtown
management strategies
Action

Delegate responsibilities and implement
business recruitment efforts
Description
The effective implementation of business
recruitment and clustering strategies requires
efficient,
organized
operations
and
communications. Clustering strategies must be
refined, a “recruiter” must be delegated, and
responsibilities for administrative support and
marketing must be defined and coordinated.
Responsible Parties
ROC – Downtown Committee & Retail
Subcommittee, and Downtown Investment
Consortium
Anticipated Public Costs Costs may be minimal if effectively delegated to
– and shared with – an existing organization, or
could include costs for the hiring or contracting
of a “recruiter,” administrative support and/or
marketing support.
Outcome
Successful recruitment of top business prospects
and the advancement of business clustering
concepts
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First Steps Implementation Strategy
Early Actions
Immediate to Three Years
Action

Develop and/or recruit a downtown activity
generator
Description
A new activity generator –a neo-traditional
anchor– is needed to catalyze downtown
revitalization
and
redevelopment.
The
introduction of arts and entertainment uses
appears to provide the best, most immediate-term
opportunity to bolster downtown activity, attract
new investment, and establish a direction for the
long-term development of a business mix that
aligns more closely with the community’s vision
for a revitalized downtown area. A larger-scale
“Family Fun & Entertainment Center” anchor
could conceivably spur the development of
smaller-scale entertainment, eating & drinking
and impulse retail businesses. Other opportunities
to generate traffic, though less likely to occur in
the immediate term, could revolve around new
employment centers or the development of a
higher education extension facility offering onsite and remote learning courses not currently
available at existing Red Oak educational
institutions.
Responsible Parties
ROC – Downtown Committee, Downtown
Investment Consortium, with possible City
participation
Anticipated Public Costs Costs could vary greatly depending upon the
level of public participation that might be
required for site development and incentives that
might be required to recruit an activity generator
anchor
Outcome
Increased activity in the traditional downtown
district and a catalyst for new investment and
business development
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First Steps Implementation Strategy
Early Actions
Immediate to Three Years
Action

Review and update comprehensive plan for
conformance with directions of Strategy Plan
Description
The city’s Comprehensive Plan defines policy for
the community. It is possible that some of the
directions posed by the Strategy Plan conflict
with existing city policy (especially given the age
of the existing Comprehensive Plan). A review
and update of the city’s comprehensive plan is a
natural extension of the planning process initiated
by this study and an opportunity for the ROC and
City to collaborate on an important community
initiative that is, quite simply, long overdue.
Moving forward with both a common vision and
supporting policy documents will be important as
Red Oak considers the future of downtown and
Broadway.
Responsible Parties
As a public policy document, it is appropriate for
the City to take the lead on the project; the ROC
should play a key role in the plan’s creation,
capitalizing on lessons learned during the
Strategy Plan’s development and innate
knowledge of current activities.
Anticipated Public Costs Costs to hire an experienced consultant or firm to
facilitate the plan’s review and update
Outcome
A tool for guiding development in Red Oak that
recognizes the community’s vision for its future
and other contemporary influences that will
shape Red Oak for the next 20 years
Action

Review and update zoning ordinances
controlling development in Downtown and
along Broadway
Description
While the Comprehensive Plan will provide the
broader view of these parts of the community the
zoning ordinances will control the specific
directions for development. In many cases,
existing zoning regulations (especially those
developed years ago) will not allow the kinds of
development that might be posed by the Strategy
Plan. Solid, up-to-date zoning that not only
allows but also encourages the kinds of patterns
described by the Strategy Plan should be the goal.
Responsible Parties
City and ROC, taking the same roles as those
described for the Comprehensive Plan
Anticipated Public Costs Costs to hire an experienced consultant or firm to
facilitate the review and update of ordinances
Outcome
A reasonable set of standards to guide
development according to the community’s
vision for these areas
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First Steps Implementation Strategy
Early Actions
Immediate to Three Years
Action

Establish a downtown management and
maintenance program
Description
The need for an organization that will take
responsibility for managing and directing growth
in downtown Red Oak is clear. Business and
community leaders in Red Oak should consider
options that will enable them to orchestrate a
more proactive, centralized approach to
downtown management, maintenance and
redevelopment,
including
the
possible
establishment of a SSMID to provide a stable
source of funding for long-term operations.
Responsible Parties
ROC-Downtown
Committee
and
Retail
Subcommittee,
Downtown
Investment
Consortium and City
Anticipated Public Costs Administrative and volunteer time to establish
and organize the program; costs to implement the
program will vary depending on the program’s
scope of work and the ability to establish an
SSMID or other funding sources
Outcome
An improved downtown shopping experience, an
increased share of the retail market, and the
stimulation of new opportunities for investors
and entrepreneurs
Action

Renovate or redevelop three properties in
downtown
Description
Wholesale redevelopment is not the proper way
to approach the revitalization of downtown. But
it needs to start somewhere, and initiating a few
key projects early in the revitalization process
lends the sense that change is happening.
Responsible Parties
ROC – Downtown Committee and Downtown
Investment Consortium, with possible City
participation
Anticipated Public Costs Costs could vary greatly depending upon the
ability to establish an Investment Consortium to
take a lead role and the level of public
participation that might be required for site
acquisition and development, tenant recruitment,
or other incentives that might be required to
initiate development
Outcome
Augmentation of the supply of vital downtown
buildings and retail and service space that meets
contemporary needs
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First Steps Implementation Strategy
Early Actions
Immediate to Three Years
Action

Establish downtown district boundaries for
downtown expansion
Description
An ever-expanding downtown district is contrary
to the directions of the Strategy Plan. The goal is
a compact, walkable and mixed-use downtown,
developed to the highest quality possible. To the
degree that a limited amount of land is available,
these goals might be more readily accomplished.
In addition, definition of a firm boundary will
help to stabilize nearby neighborhoods and
increase their attractiveness and livability.
Responsible Parties
ROC – Downtown Committee and City
Anticipated Public Costs Administrative and volunteer time, coordinated
with the Comprehensive Plan and zoning
ordinances review and update projects.
Outcome
A downtown that maintains the qualities inherent
in a great small downtown
Action

Address flood control issues and develop a
concept plan for reclamation of Red Oak
Creek and associated trails
Description
The development of a Red Oak Creek corridor
should not happen in a piecemeal or haphazard
way. There is a real opportunity here, and the
formulation of a common vision for the creek and
the ways in which it intersects with various parts
of the community should be a priority. Flood
control and insurance issues that must be
addressed could pose complex challenges
requiring technical expertise and cooperation
with the Army Corps of Engineers and other
environmental agencies. Upon resolving those
issues and with a concept in hand, the
enhancement of Red Oak Creek in thoughtful
segments and phases might begin to occur.
Responsible Parties
City and ROC – Red Oak Creek Committee
Anticipated Public Costs Initial costs could include expenditures for
technical and environmental studies, flood
mitigation projects, planning and design. Costs
for the implementation of a plan could vary
greatly depending on the nature of improvements
and amenities.
Outcome
A natural and recreational amenity corridor that
links neighborhoods, schools, parks, downtown
and other community features
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First Steps Implementation Strategy
Early Actions
Immediate to Three Years
Action

Initiate development of limited downtown
housing
Description
The presence of a larger downtown resident
population will be one of the key factors in
bringing vitality to downtown. It should be a
gradual change, however, so that new housing
opportunities actually match the potential needs
and desires of those who might choose to live
here. The goal is to get more people into
downtown, and to develop housing choices that
attract a variety of people to the center of Red
Oak.
Responsible Parties
ROC – Downtown and Housing Committees and
Downtown Investment Consortium
Anticipated Public Costs Costs could vary greatly depending upon the
level of public participation that might be
required for site development and incentives that
might be required to initiate development
Outcome
A wider range of housing choice than currently
exists, with a focus on creating a larger
downtown resident population
Action

Determine responsibilities and implement a
program to maintain Broadway Avenue
streetscape improvements
Description
A significant investment will be made in local
streetscape improvements planned as part of the
Broadway Avenue highway project. A level of
planning and detail mirroring plans for the
installation of improvements should be afforded
the ongoing maintenance of improvements.
Responsibilities must be clearly defined and a
means for funding ongoing maintenance needs
must be determined.
Responsible Parties
ROC – Broadway & Entryways Committee and
City, working in cooperation with Iowa
Department of Transportation (IDOT)
Anticipated Public Costs The extent of costs will largely be determined
through the negotiation of maintenance
responsibilities with IDOT and the full extent and
type of improvements installed
Outcome
A sustainable long-term program for maintenance
that extends the life of improvements and ensures
the corridor is consistently maintained to convey
a quality image for the Red Oak community
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First Steps Implementation Strategy
Early Actions
Immediate to Three Years
Action

Initiate roadway and aesthetic enhancements
to Broadway
Description
While redevelopment of commercial and
industrial properties along Broadway may take
awhile, there is already momentum to improve
the experience along the roadway itself. With an
understanding (conceptually, at least) of how
development will interface with these
improvements, the public infrastructure should be
enhanced. This alone may be one of the
strongest signals for positive change along
Broadway.
Responsible Parties
ROC – Broadway & Entryways Committee and
City, working in cooperation with IDOT
Anticipated Public Costs Costs for design, engineering and construction
will be determined based on the negotiation of
shared cost agreements with IDOT, the full
extent and type of improvements constructed, and
the ability to procure grants that might be
available to offset expenditures for locally-owned
improvements
Outcome
Aesthetic enhancements to an important
community corridor
Action

Initiate development of limited housing along
the east side of Broadway
Description
As the community considers its future, the need
for new housing opportunities will continue to
surface. New housing is currently being planned
and built at the edges of Red Oak, but the
changes along Broadway offer opportunities for
reinvestment
in
and
enhancement
of
neighborhoods that already exist to the east of
Broadway. In addition, housing along the east
side of Broadway might be able to take
advantage of the services and amenities found
along Broadway today, and encourage the
development of new services in the future.
Responsible Parties
ROC – Broadway & Entryways and Housing
Committees
Anticipated Public Costs Costs could vary greatly depending upon the
level of public participation that might be
required for parcel assembly, site development,
and incentives that might be required to initiate
development
Outcome
Expansion of housing opportunities in proximity
to goods, services and community features
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First Steps Implementation Strategy
Early Actions
Immediate to Three Years
Action

Promote and expedite efforts to install an
Advanced Telecommunications System and
technology infrastructure
Description
Red Oak needs a scalable state-of-the-art
Advanced Telecommunications System (ATS) to
compete for new jobs, businesses and industries.
The Red Oak Coalition should support and make
every reasonable effort to advance current
research and efforts aimed at developing and
installing an ATS.
Responsible Parties
ROC – Telecommunications & Technology
Committee
Anticipated Public Costs The investment required to install a system will
be significant, with local costs largely determined
by the nature of the entity selected to install, own
and manage the system and the ability to procure
grants and other financial assistance that might be
available for such a project
Outcome
A state-of-the-art ATS that could provide for
data, visual, audio, high-speed and fiber optics
technology
will
dramatically
enhance
opportunities to expand educational facilities,
research facilities and curriculum and to attract
and retain young professionals and families
Action

Conduct feasibility study for the creation of a
Performing Arts Center
Description
The creation of the Performing Arts Center,
while it will be a benefit to the community, is a
complex proposition. Development should not
proceed without a full understanding of the
capital and operating costs, management and
programming, ongoing fundraising needs, and
even
potential
spin-off
or
supporting
development opportunities.
Responsible Parties
ROC Recreation & Culture Committee –
Performing Arts Center Subcommittee
Anticipated Public Costs Costs include the hiring of a consultant
specializing in community arts center
development, programming and management,
and other costs that might be associated with
research and travel to investigate comparable
facilities.
Outcome
An understanding of the potential for a
Performing Arts Center
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First Steps Implementation Strategy
Early Actions
Immediate to Three Years
Action

Initiate development of the Performing Arts
Center
Description
Contingent upon the result of the feasibility
study, the development of the Performing Arts
Center is an important step toward establishing
an identity for Red Oak as a regional center and
destination for art, culture and entertainment.
Responsible Parties
ROC Recreation & Culture Committee –
Performing Arts Center Subcommittee
Anticipated Public Costs The cost of the Performing Arts Center’s design
and construction and investments needed to
establish an endowment to finance its operations
will be significant.
Outcome
A unique amenity for Red Oak and the region,
and a catalyst for other investments

Intermediate Actions
Four to Eight Years
Action
Description

Expand downtown housing opportunities
Once the needs and opportunities for downtown
housing become more apparent (by virtue of what
has already been accomplished in early actions),
expansion of those housing opportunities should
be considered. The community should strive for
a wide diversity of housing choice, with an
emphasis potentially on more “upscale” units that
attract people with greater disposable income into
downtown.
Responsible Parties
ROC – Downtown and Housing Committees and
Downtown Investment Consortium
Anticipated Public Costs Public participation might continue to be required
to assist in parcel assembly and site
predevelopment, but the need for public financial
participation and incentives could decrease with
time as the need and market for downtown
housing become more apparent
Outcome
Further expansion of the downtown residential
population
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First Steps Implementation Strategy
Action

Renovate or redevelop six properties in
downtown
Description
Over time, the opportunities for change will
continue in downtown, especially if new housing
and downtown amenities and attractions are put
into place.
The path for reinvestment in
downtown’s commercial building stock should
continue at a pre-ordained pace (or even at an
accelerated pace if opportunities warrant).
Responsible Parties
ROC – Downtown Committee and Downtown
Investment Consortium, with possible City
participation
Anticipated Public Costs Costs could continue to vary greatly depending
upon the continued role of the Investment
Consortium and the level of public participation
that might be required for site acquisition and
development, tenant recruitment, or other
incentives that might be required to maintain the
momentum of redevelopment efforts
Outcome
Continued
reinvestment
in
downtown
commercial properties
Action

Redevelop properties along the south side of
Red Oak Creek along the boundaries of
downtown
Description
The longer term offers greater opportunities for
change in residential areas, especially since this
kind of change may displace residents. If
properties can be acquired in a logical pattern
along Red Oak Creek (see “On-Going Actions)
and residents are able to plan for their relocation,
and if improvements are made to Red Oak Creek
to create a community amenity, this area will be
primed for new housing development.
Responsible Parties
City and ROC – Red Oak Creek Committee
Anticipated Public Costs Costs could vary greatly depending upon the
level of public participation that might be
required for parcel assembly, site development,
and incentives that might be required to initiate
development
Outcome
New housing with a strong relationship to
downtown and an important natural and
recreational amenity
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First Steps Implementation Strategy
Long Term Actions
Nine Years or Longer
Action

Redevelop properties within and in close
proximity to the east side of the 500 Broadway
Avenue block
Description
Economics likely limit the near term
redevelopment of properties in this area but, in
the long term, this area is important to reconsider.
While existing uses may provide a valuable
service to the community, they ignore their
relationship to downtown and the Courthouse.
Future patterns for this area should not only be
directed at highlighting views to the courthouse
and creating an exceptional entryway to
downtown, but also at increasing the population
of downtown workers.
Responsible Parties
ROC – Broadway & Entryways and Downtown
Committees
and
Downtown
Investment
Consortium
Anticipated Public Costs The need for public participation and the extent
of costs will become clearer with time as the
economic climate, real estate values and investor
attitudes adjust to earlier redevelopment activities
Outcome
A more sensitive “gateway” to downtown and
more sympathetic neighbors to the Courthouse,
with an increased population of downtown
workers
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Appendix
A. Trade Area Profile and Market Analysis
B. Market Analysis Survey Questionnaires and Tabulations
C. Stakeholder Interviews Summary
D. Strategy Design Workshop Summary
E. Community Visions Showcase Flyer
F. State of Iowa Code 386 – SSMID
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