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Tompkins County Development Corporation
Quarter #1 Financial Report
March 31, 2026

Budget Year to Date % of Budget
2026 2026
Starting Balance $ 139,466
Income
Fees from Projects $ - $ -
Interest $ 100 $ 10 10%
Total $ 100 $ 10 10%
Expenses
Administration
Attorney Fees
Other Fees
Audit $ - $ -
Total $ - $ -
Ending Balance $ 139,566 $ 139,476



Collegetown Community Collective

A 501(¢)(6) Neighborhood Organization

May 2026

Dear Members of the Tompkins County Industrial Development Agency Board,

The Collegetown Community Collective is a 501(c)(6) neighborhood organization founded in 2024 to
serve the full range of stakeholders in Ithaca’s Collegetown district. We are writing to request $50,500 in
funding from the Tompkins County IDA to commission a Collegetown Strategic Action Plan. This plan

will do two things at once:
1. Produce a rigorous, data-driven roadmap for the district’s economic future, and

2. Provide the CCC with the organizational foundation it needs to operate as a durable, self-

sustaining institution for years to come.

Collegetown carries 17.3% of the City of Ithaca’s property tax base, 4.2% of Tompkins County’s, and
6.5% of the Ithaca City School District’s, all within 281 parcels with a taxable value of $490.6 million.
The City’s own retail study found that the district “underwhelms” relative to peer university towns and
has lost notable businesses without a coordinated strategy to reverse the trend. Collegetown has never

had a formal economic development plan. This proposal funds one.

A key and intentional output of this plan is organizational. The CCC has operated on volunteer energy
and project-by-project funding since its founding, and that model has real limits. The Strategic Action
Plan will produce, as a dedicated workstream, a frank assessment of the CCC’s long-term funding and
governance options: member dues structures, Business Improvement District feasibility, grant pipelines,
and earned revenue strategies. Gary Ferguson, our selected consultant, spent 25 years running the
Downtown Ithaca Alliance and understands exactly what it takes to build a neighborhood organization
that outlasts its founders. His involvement is not just about producing a district plan; it is about ensuring
the CCC has the structure and strategies in place to implement it. A community organization that

depends entirely on goodwill and grant cycles is fragile. This investment helps fix that.

The IDA is the right partner for this piece of the work. The City of Ithaca has committed $90,000 to
placemaking and the public realm. Cornell has invested $19,500 in the Concert Series and shared
programming. Local businesses have contributed $20,000 in sponsorships. What this ecosystem is

missing is the planning infrastructure that makes those investments cohere and compound. At $50,500,



less than one-hundredth of one percent of Collegetown’s taxable value, the IDA’s investment produces
a credible, community-vetted document that positions the district to pursue NYForward funding,
foundation grants, and private development capital. We look forward to walking the Board through the

full proposal and welcoming your questions.

With appreciation,

The Collegetown Community Collective Steering Committee



CRRC

March 16, 2026

TO: Patrick Kuehl, Chairperson, Collegetown Community Collective

FROM: Gary Ferguson

RE: Requested Draft Scope of Work for a Collegetown Strategic Action Plan
Patrick:

Thanks for the opportunity to talk with members of the Collegetown Community Collective
(CCC). | am impressed with the work the CCC is already undertaking and would love to assist
the organization grow and become even more effective and sustainable.

As requested, my consulting practice, Community Revitalization & Rejuvenation Consultants
(CRRC), has prepared a draft scope of work and proposal for the Collegetown Community
Collective (CCC). This is not a full-blown proposal, but a point of departure for discussion that
includes a specific scope of work, an estimated cost, a timeline, and a series of work sessions
and community meetings.

Note that CRRC consists of two individuals: myself and my daughter Nancy Ferguson. Nancy is
herself an accomplished researcher, nonprofit finance expert, and a graduate of the former
Cornell Institute of Public Affairs (now the Brooks School) with a Master’s of Public
Administration. She also has a strong understanding of Collegetown and the Ithaca community.

Based on the conversation with CCC members, this scope of work was designed to meet three
fundamental goals:

e To provide the CCC with a scope of work for a Strategic Action Plan that will help move
the organization forward in its aims to better manage, revitalize, and promote the
Collegetown district;

e To empower and prepare the CCC to be best positioned to implement the Strategic
Action Plan findings and recommendations (hence the numerous proposed CCC work
sessions); and

e To ensure that the many different stakeholders in Collegetown feel heard and their needs
and aspirations are chronicled and considered.

| will be prepared to provide an overview of this scope of work and plan for its implementation at
your March 25 meeting. In the meantime, please share this draft with members of the CCC. Do
provide any initial thoughts and feedback you may have. We can readily modify this draft as
appropriate.

Cc: Nancy Ferguson

www.crrconsultants.com | garyferguson@crrconsultants.com | ph: 607-280-2610
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COLLEGETOWN STRATEGIC ACTION PLAN
Scope of Work

March 16, 2026

Prepared by Gary Ferguson and Nancy Ferguson, Principals
Community Revitalization & Rejuvenation Consultants (CRRC)

Task 1: Meet with CCC to Finalize Scope & Project Goals

Ahead of any work, CRRC will plan to meet with the CCC to ensure that the work plan, goals
and schedule are clear and expectations are presented upfront. This includes how to plan for

the time necessary to engage with CCC on certain points - whether to use the weekly meetings

or to have fewer, but longer meetings at another time.

Task 1 estimated cost: $330

Task 2: Collect and Assemble Data

In this task we will lay the groundwork for a strong report, locating and assembling data from
national and local sources as well as comparable districts that CRRC feels will lend some

particular insight to the process. This will result in a presentation on the data and a work session

with CCC to discuss learnings.

2.1 Purchase data

To provide us with this most up-to-date data, we will purchase proprietary data from the national

data firm Claritas for Collegetown as well as four comparable districts from other university
communities (see 2.4).

2.2 Assemble ACS/Census data

Much of the data we need is available via the American Community Survey (ACS) or the US
Census in raw form. CRRC will assemble a panel of ACS/Census data that applies to the
Collegetown experience.

2.3 Assemble other local data

The City of Ithaca, Cornell University, Tompkins County and the State of NY have additional
datasets that CRRC can use to assist in getting the clearest picture of Collegetown past and
present.

CRRC |2
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2.4 Assemble comparative data from four similar districts

Gary has long used visits and data from comparable cities or districts in his economic analyses.
In this case, we will select 3-4 “university districts” that are either directly comparable or usefully
aspirational, and gather data that can be compared to the rest of what we have assembled in
Task 2. This gives a firm underpinning for discussion of trends or certain truths relative to this
kind of district.

2.5 Prepare presentation and chapter on data

With all of our data assembled, CRRC will prepare a presentation concurrently with a report
‘chapter’ presenting any clear findings, any data gaps, and any action steps suggested by the
data analysis.

2.6 Data analysis work session with CCC

During the data analysis work session, we will present these findings and discuss their
usefulness to the ongoing work of CCC, including how these datasets can be maintained and
updated.

Task 2 estimated cost: $3,155

Task 3: Engaging the Collegetown Community

In Task 3, we move into the core of the project - talking to stakeholders across the district to
ensure that any planning understands the full context of Collegetown and those who live and
work there. The goal here is to build on the knowledge that the CCC already has, challenging
assumptions and underlining truths. The slowest, most painful way to kill a project is public
opinion turning against it - making sure that we’ve heard from stakeholders will prevent any
blind spots. The current list includes property owners, businesses, certain key stakeholders who
do not fit other categories, nonprofits or churches, student focus groups, Cornell staff focus
groups, and an online survey. We’ll end with a general community input meeting - to give
anyone who has more to say a chance to offer their thoughts.

3.1 Prepare a final engagement plan for CCC review

Given that this is in the proposal stage, we will continue to revise and update the Task 3
engagement plan as we learn more about neighborhood actors and the goals of the CCC. This
plan will be shared with CCC to review and approve. We encourage your suggestions and input
on the choices we have made, and suggestions of key players to interview. We have planned to
interview up to 39 different individuals and/or entities.

CRRC |3
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3.2 Conduct in-person interviews — property owners

CRRC suggests interviews with property owners be in person, with an equal distribution across
large, medium, and small properties. Our suggestion is 17 interviews.

3.3 Conduct in-person interviews — businesses

Given the heavy population of small businesses in Collegetown, we propose doing 20 interviews
in this section. Ten would be for food and beverage, by far the most prominent category, plus
we would do 5 each for retail and for service businesses. We do have money in the budget for a
translator’s time so that we do not neglect to speak with business owners whose English may
be limited.

3.4 Conduct in-person interviews — key stakeholders

Here we suggest 2 interviews from each of the following organizations: Cornell University, City
of Ithaca, Ithaca Chamber of Commerce/CVB and Ithaca Area Economic Development. While
Collegetown is not the sole focus of any of these groups, we think productive discussions can
be had with each to understand perceptions and goals that could include CCC in the future.

3.5 Conduct in-person interviews — nonprofits/churches

We would propose 4 interviews in this category. These groups might be some of the most direct
collaborators CCC would find in the district. It will be important to understand how their goals
align or do not with those of CCC.

3.6 Conduct student focus groups

Cornell students are certainly the economic drivers of much of the activity in Collegetown. It will
be important to have separate discussions with undergraduate students and graduate students,
as their habits, stage of life, and wishlists may differ. CRRC proposes 4 focus groups, with two
of each type. Nancy, a former Cornell graduate student, will lead these and help to assemble a
range of students who live in or close, or who use the area heavily.

3.7 Conduct CU staff focus groups

Students are not the only participants in the Collegetown economy from the CU campus, of
course. Staff and faculty, particularly those working on West Campus, often eat or use the
services of Collegetown. We will assemble 2 focus groups of staff and faculty to be sure that
their voices are included.

3.8 Prepare online survey

One of the most effective ways to get local data on particular gaps found in our earlier data
gathering will be an online survey. Based on the discussions we have had with CCC and the

CRRC |4



data analysis already done in Task 2, CRRC will prepare a survey according to best practices.
This involves testing questions on a small test group, and discussing goals of the survey with
CCC to be sure we use our participants’ time in the most effective way possible. A survey
enables us to cost effectively obtain insights from nearby neighborhoods, Collegetown
stakeholders not captured in the above tasks, and the community at large.

3.9 Conduct online survey

CRRC has managed these surveys in the past, and would aim for at least 250 true respondents
from the Ithaca community, Collegetown residents, and students. The survey would run for at
least 2 months, and would be widely distributed.

3.10 Conduct a Collegetown community input meeting

CRRC will facilitate a Collegetown community input meeting toward the end of our engagement
to ensure that anyone interested in participating is given the opportunity to do so. Gary has led
these in the past, and will ensure that there is a useful agenda, a chance for attendees to take
the survey, and plenty of time for community discussion.

3.11 Compile findings into a presentation and chapter

As in Task 2, we will then compile the findings from the interviews, the focus groups, the survey,
and the community meeting and prepare both a presentation and a report ‘chapter’ to make
sure that our analysis of the data is clear and useful.

3.12 Community engagement findings work session with CCC

We will end Task 3 with a work session on the findings with CCC, using the presentation as a
chance to discuss expectations and discoveries and how those will impact the rest of the work
of planning.

Task 3 estimated cost: $15,538

Task 4: Converting Needs and Aspirations into Actions

In this task we will use the work generated in Tasks 2 and 3, identifying the various needs and
aspirations identified through the engagement process, the data analysis, and consultant
observations to create a comprehensive listing of possible action steps for the CCC. By the
completion of Task 4 we will have worked with the CCC to prioritize these actions and arrive at a
set of key priority action items for the Strategic Action Plan.

4.1 Comparative analysis of stakeholder needs & aspirations

We will assess and analyse the collection of needs and aspirations identified from Tasks 2 and
3. By engaging a wide range of stakeholders we will have received a broad assortment of

CRRC |5
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opinions, concerns, and suggestions. We will first separate these into defined topics and
strategies and then identify where there is disagreement as well as alignment. This analysis
work will feed into task 4.3.

4.2 |dentifying action steps — consultant recommendations

Along with the broad assortment of input from the community referenced in task 4.1, we will also
provide our own consultant based observations on unmet needs and stakeholder aspirations.
These will be added to the overall compilation that will be reviewed in task 4.3.

4.3 |dentifying action steps — CCC work sessions

Utilizing the information obtained from task 4.1 and 4.2, we will engage the CCC in several work
work sessions designed to review the collected and assembled possible action steps and
identify additional ideas and opportunities that are generated by CCC members. At this stage
we are creating a master list of possible actions for the organization to undertake. They will be
ranked and prioritized in later tasks.

4.4 Classifying actions by short, medium, & long term

CRRC will review this comprehensive list and classify actions according to their time frame:
short, medium, or long term. Short term items need to be achievable within 2 years. Medium
term items should be achievable within 3-5 years. Long term items would require 5+ years to
accomplish.

4.5 Summary document of possible actions

Following the work accomplished in task 4.1 to 4.4, we will prepare a summary document of
possible actions for CCC and consultant review.

4.6 Prioritization: consultant recommendations

CRRC will provide consultant recommendations of our preferred action steps from the master
list created in task 4.5. These recommendations will be shared with the CCC, but only after the
CCC has its own opportunity to rank and prioritize action items.

4.7 Prioritization: CCC work sessions
We will lead one or two work sessions with the CCC to review and prioritize action items. We

use interactive technology to make this task easy and efficient. We will prioritize by strategy and
topic as well as across all topics and strategies.

CRRC |6
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4.8 Summary of key priority action items

At the end of this process, we will prepare a summary of the agreed upon key priority action
items.

Task 4 estimated cost: $8,485

Task 5: Preparing for Implementation

In this task, we will undertake extensive analysis and draw from our learned experience to
create a set of priority action items that have relevant cost estimates, labor considerations, and
partner needs and opportunities identified. We will review this work with the CCC and from this
effort host a Collegetown community presentation of findings and then draft the Strategic Action
Plan.

5.1 Cost estimates for priority actions

For all priority items, we will provide best estimated costs for implementation of specific action
steps.

5.2 Labor needs for priority actions

For all priority items, we will provide best estimated labor needs for each specific action step.
We will look at both volunteer and paid labor (Staff/contractor/consultant) options.

5.3 Partners for priority actions
For all priority items, we will identify partner opportunities for specific action steps.
5.4 Summary of action plan

Using the work from tasks 5.1 - 5.3, we will prepare an action item summary for the CCC to
review in another work session.

5.5 Action Plan work session with CCC

This work session provides you with the opportunity to review the strategic action findings and
proposed plan in more detail prior to drafting.

5.6 Community presentation

Prior to drafting the final Plan, we will convene a second Collegetown community meeting to
share the findings and results of the project to date and seek any feedback. Based on this
feedback, we can choose to modify findings.

CRRC |7
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5.7 Preparation of Strategic Action Plan
Upon a review of community feedback, we will draft the final strategic action plan.

Task 5 estimated cost: $15,355

Task 6: Moving Forward

There is an additional part of the Strategic Action Plan that goes beyond identifying action steps.
Task 6 proposes to use this plan to provide additional guidance and recommendation to the
CCC on the important elements that will impact implementation: funding, organization for
implementation, and labor. We will undertake a full assessment of the Plan and provide detailed
recommendations that will help you move forward with Strategic Action Plan implementation.

6.1 CCC fund raising plan
While the Strategic Action Plan outlines the estimated costs of action steps, in this task we will

prepare a funding strategy and plan for CCC that will address implementing all short and
medium term projects.

6.2 Fund raising work session with CCC

Gary will meet with CCC members to lead a work session on fund raising and project funding.
6.3 CCC future organization plan

Various action items could require or benefit from different types of organization. Currently, the
CCC is structured as a 501(c)6 nonprofit with a volunteer board. We will review the Plan and its

constituent parts and provide you with an assessment of the organization forms and formats
that would best address its priority action steps.

6.4 Organization work session with CCC

Gary will meet with CCC members to lead a work session on future organization structuring and
refinement, relative to the Strategic Action Plan.

6.5 Labor plan

Each action step identified in the Strategic Action Plan will require some level of labor to
implement, be that volunteer or paid. We will create a plan/strategy to help the CCC plan for
implementation of its key priorities, with appropriate labor drawn from paid staff, volunteer help,
or contractor assistance.

CRRC |8
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6.6 Labor work session with CCC

Gary will meet with CCC members to lead a work session on a plan for providing the necessary
labor to implement desired action steps.

6.7 Submit final document in electronic format

These additional implementation exercises will be included in the final document that will be
prepared electronically and submitted to the CCC.

Task 6 estimated cost: $7,590

Total Project Estimated Cost, including non-labor costs: $50,453

CRRC |9
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PROPOSED WORK SESSIONS & PUBLIC MEETINGS

Data Analysis work session with the CCC
Community engagement findings work session with the CCC

. Action step formulation work sessions with the CCC (up to 4 sessions)
Prioritization work sessions with the CCC (up to 2 sessions)

Fund raising work session with the CCC
Organization work session with the CCC
Labor work session with the CCC
Collegetown community input session

1
2
3
4,
5. Action Plan work session with the CCC
6
7
8
9.
1

0. Collegetown community Plan presentation

PROPOSED SCHEDULE

This is designed to be a seven (7) month project, scheduled as follows:

Month 1:

Meet with CCC to finalize scope & project goals
Data Analysis and data analysis work session with CCC
Start Collegetown interviews and engagement

Launch online survey

Month 2:

Continue Collegetown interviews and engagement

Conduct Collegetown community input meeting

Month 3:

Complete Collegetown interviews and engagement

Community engagement findings work session with CCC

Month 4:

Analyze engagement findings of needs and aspirations
Identify possible action steps — CCC work sessions

Identify action steps — consultant recommendations

CRRC | 10
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Month 5: Complete action step identification process
Undertake prioritization of action steps — CCC work sessions
Undertake prioritization of action steps — consultant recommendations

Summary of key priority action items

Month 6: Cost estimates, labor needs, and partners for priority actions
Plan drafting

Action plan work session with CCC

Month 7: Community presentation of the strategic actions

Fund raising plan and fund-raising work session with CCC
Organization plan and organization work session with CCC
Labor plan and labor work session with CCC

Final document preparation

Complete project

WHAT WE NEED FROM THE CCC

Agree to meeting schedule and actively participate in work sessions

Assist in identifying priority individuals and entities for interviews

Assist in promoting the online survey to the Collegetown community

Provide space for focus group and other meetings as needed

Assist in organizing and promoting two Collegetown community meetings, at the
beginning and at the end of the project.

6. Take ownership of the Strategic Action Plan

NEXT STEPS

aokrwbd-~

Meet on Wednesday, March 25, for an overview and discussion of this scope of work.

CRRC | 11
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A PROPOSAL TO THE TOMPKINS COUNTY IDA
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Investing in Collegetown’s B
Next Economic Chapter. | ¢ /22277
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A 7-month Strategic Action Plan to better manage, revitalize, and promote Ithaca's
Collegetown district.

Presented by Ria Dangayach, Dan Carney, Jorge Bouras & Patrick Kuehl

Collegetown Community Collective - May 2026




THE CURRENT STATE
THE CURRENT STATE  GITY OF ITHACA RETAIL STUDY

The Retail Study’s Finding: Collegetown has extraordinary built-in demand, but lacks the retail mix, identity,
and coordination needed to fully capture it. The report says Collegetown “underwhelms” relative to peer
university districts, “does not excite,” and has “devolved” toward basic quick-service offerings. Yet it also
finds that Collegetown “can do better,” with 20,000-40,000 pedestrians per day at College/Dryden and the
capacity to support upgraded dining, coffeehouse, and student-oriented concepts. The study calls for a
“coordinated retail vision and tenanting scheme,” closer Cornell collaboration, district-specific tenant
incentives, activated public spaces, and a more dynamic Collegetown identity.

“Recent “black-eye” losses include Ithaca Beer Company, just two years after opening, as well as three concepts from
local restaurateur Kevin Sullivan.”

“Today’s Collegetown suffers from a lack of charm and personality, inspiration and identity. “It is not what it once
was,” seems like the prevailing sentiment among those who remember its heyday.”

“Encouragingly, Cornell has sent a representative to participate in a new 501(c)(6) non-profit called the Collegetown
Community Collective. This entity has been envisioned by its steering committee as a place manager for the district.”

COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026 1

17



THE CURRENT STATE  gryrp RFI FVANT STUDIES

OF COLLEGETOWN

Outside the retail study, prior City, Cornell, County, and IAED documents all point in the same direction:
Collegetown is a strategic district that merits intentional investment. The City has described College Avenue
as “a gateway to Cornell University” and “one of the most heavily used blocks by pedestrians in the city,”
while Collegetown business owners have called the district “the grand entrance corridor to Cornell
University.” City zoning policy calls for “exceptional urban design,” “high-quality construction,” and
“attractive, walkable neighborhoods.” Cornell’s own master planning treats Collegetown as “integral to the
campus,” and IAED’s economic strategy calls for strategic investment in “community infrastructure and
district development to attract private investment.”

Multiple groups have identified the need for targeted investment in Collegetown but few have taken
action because of two key questions:

What are the specific action items to solve the aforementioned problems?
What is the best way to accomplish each of those action items?

COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026 2
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WHO WE ARE

The Collegetown Community
Collective.

A 501(c)(6) neighborhood organization founded in

2024 to represent in Ithaca's Collegetown district.

ENGAGEMENT

°@e 100+ OPEN MEETINGS, OVER 2250 VOLUNTEER HOURS
L/ \J
- Held every week for over two years in addition to committees and events

6 PLANNED SUMMER CONCERTS

Free live music to drive economic activity in the summer months.

9 STAKEHOLDER GROUPS REPRESENTED

Permanent Residents, Students, Cornell University, The City of Ithaca, Businesses,

[

Property Owners, Elected Officials, The Chamber of Commerce, Non-profits

E SIGNIFICANT ENGAGEMENT FROM THE BUSINESS
COMMUNITY

OUR MISSION

Bring together Students, Permanent
Residents, Businesses, Property owners

and Non-profits to create a shared vision

1{o] &
Economic Growth
Business Development
Community Engagement

Targeted Investment

COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026
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OUR WORK

IN COLLEGETOWN

Current initiatives & who's already supporting them.

KEY: [CORNELL][ CITY ]{CHAMBERJ [

an
bl

A

[E}

COLLEGETOWN COMMUNITY COLLECTIVE -

CTOWN

STAKEHOLDERS

J

REAL ESTATE
PARTNERS

Filling first-floor vacancies

Active work with local real estate agents to market and fill ground-

floor space.
[ REAL ESTATE ][ CTOWN ]
PARTNERS STAKEHOLDERS

AAP & CCC Design Project

Founded from a CCC event, this is a year-long collaborative research
and visioning effort with Cornell AAP involving 3 faculty members

and multiple Classes of students

CORNELL

Banner replacement

Student and community design contest; City funding fabrication and

installation.

CTOWN
[ Ehy ] STAKEHOLDERS ]
Placemaking

Investing nearly $100,000 in placemaking and community building in
Collegetown.

[CORNELL][ CITY ][CHAMBERJ

@

Summer Concert Series
Saturdays at Schwartz Plaza — planned and funded with Cornell;
$15K+ raised from local stakeholders to drive economic traffic in the

slowest months.

CTOWN ]

[CORNELL] [ STAKEHOLDERS

Community engagement events
Public stakeholder events convening residents, businesses, Cornell
leadership, and elected officials.

CTOWN ]

[CORNELL][ ciTY ][ STAKEHOLDERS

Shoe removal

Responded to a resident priority by coordinating removal of shoes
from power and communication lines.

[ CTOWN ]
STAKEHOLDERS

Gallery Night
Successfully expanded Gallery night to four new establishments in
Collegetown

[

CTOWN
STAKEHOLDERS

Proposal to Tompkins County IDA .

May 2026

Economic Impact

These and future initiatives drive
economic traffic in Collegetown which
increase sales tax to the County and the
City. This is especially true in the summer

and holiday months that see low traffic.

PLANNED OR EXECUTED
COMMUNITY EVENTS

BUSINESSES ADDED TO
MONTHLY PROGRAMMING

PLACEMAKING FUNDING
COORDINATED

20



WHY COLLEGETOWN MATTERS

A small footprint with an outsized economic footprint.

i} $ | tifh
281 SH80M $490.6M 17.3%

Parcels in the Collegetown Of the City of Ithaca’s property
district Total assessed value Total taxable value

tax base

Collegetown generates 4.2% of Tompkins County's tax base and 6.5% of the Ithaca City School District’s
but operates without a formal economic development strategy or strategic action plan.

When Collegetown thrives, the county's tax base thrives — and vice versa. A stable, growing Collegetown supports small-business jobs, student retention, and
housing stability across the region.

COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026
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Downtown vs Collegetown Assessment/Tax Dollar Analysis ‘

Downtown Collegetown City
Land Area (acres) 43.93 42.23 3,520

Total Assessment 463,344,001 490,887,500 6,703,667,168

Taxable Value
School 134,313,000 403,651,000 2,798,281,876
City 134,313,000 403,651,000 2,800,041,755
County 134,313,000 403,651,000 2,793,082,910
2024 Assessment Figures and 2024 ICSD Tax Estimated Taxes
Rate along with 2025 City/County Rates Schoot 1,967,245 5972269 41,402,332
city 1,605,040 4823629 33,460,499

County 644,350 1,936,466 13,399,472




THE PROBLEM

We're operating on instinct where we should be
operating on evidence.

What we're missing
m  No current data on Collegetown's

business mix, vacancy, or rent

dynamics.

m  No systematic engagement with the
district's ~280 property owners or

small-business operators.

m  No benchmark against peer university
districts to know what 'good' looks
like.

m  No long-term planning for

organizational development

COLLEGETOWN COMMUNITY COLLECTIVE -

Proposal to Tompkins County IDA .

What we hear anecdotally
m  Rising commercial vacancies and high

turnover among food and service

tenants.

m  Property owners and businesses who
feel disconnected from planning

decisions.

m Students, staff, and residents who
want a district that serves them year-
round — not just during the academic

calendar.

May 2026

Why that's risky

Without data, CCC and its partners
are guessing about priorities and

investment targets.

Without stakeholder buy-in, even
good projects stall in public

opposition.

Without a plan, we can't credibly
compete for grants, state dollars, or
private capital such as NY Forward
which similar districts are already

securing
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WHAT $50,453 DELIVERS

A rigorous, data-driven plan to grow the economic
5 0 5 0 0 heart of Ithaca's largest commercial district and
y provide stability to the CCC.

Less than 0.01% of Collegetown’s lg ’J @ Qg

taxable value to protect and grow

a $490|V| asset Economic At least 250 Prioritized Execution
baseline voices actions plan

Business owners,

Current data + peer Short-, medium-, and Funding,
property owners,
. . benchmarking from 4 . long-term initiatives organizational, and
Funding sought from the Tompkins County IDA. — students, residents, ‘ .
comparable university with cost, labor, and labor strategies to
and institutional
districts. partner estimates. execute the plan.
partners.
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OUR APPROACH

A Strategic Action Plan built on data, stakeholders, and prioritization.

000006060

. Community . . .
Scope & Goals Data & Benchmarking Needs » Actions Implementation Prep Moving Forward
Engagement
Align with CCC on priorities and Collegetown + 4 peer university ~39 interviews, focus groups, Prioritized short-, medium-, and  Cost, labor, and partner estimates ~ Funding, organization, and labor
workplan. districts. online survey. long-term steps. per priority. plans.

$3,200 $15,500 $8,500 $15,500 $7,590

7 months - 10 CCC work sessions - 2 public community meetings - One actionable plan.

COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026
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OUR CONSULTANT

Why Community Revitalization and Rejuvenation Consultants.

THE CASE FOR LOCAL EXPERTISE

GARY FERGUSON Ithaca-specific knowledge bheats a national
Principal, Community Revitalization & Rejuvenation Consultants hrand with a template_

25 years leading Downtown Ithaca m  CRRC knows the players. His relationships with the City, Cornell, Chamber,

IAED, and the property-owner community mean engagement starts on day

Executive Director of the Downtown Ithaca Alliance, 1999-2024. one

45-year career in downtown management

m  CRRC knows what's been tried. He spent 25 years managing a directly

Guided Ithaca through the Commons redevelopment and the 2021 DRI. analogous organization (the DIA) through similar questions about data,

Cornell Civic Leaders Fellow stakeholder engagement, and placemaking.

Selected to research downtown revitalization best practices at Cornell. m  CRRCis respected in the community. Gary was recommended and

L. introduced to us through the chamber, a vetted recommendation from the
Nancy Ferguson (co-principal) _ _ _
region's primary economic development network.

MPA from Cornell's Brooks School; nonprofit finance and research expert.

m  An out-of-town consultant would deliver a deck and leave. CRRC stays in

the community to see the plan implemented.

COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026 9
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WHY THE IDA

This is an economic development investment.

Every dollar of this plan funds work the IDA exists to enable: growing and stabilizing the commercial tax base, retaining and

expanding small businesses, and attracting private investment to the county's densest commercial corridor outside the Commons.

Business retention & growth

Organizational Structure Leverage for future investment
20 business interviews and 17 property- Gary’s expertise will allow the CCC to grow This plan becomes the foundational
owner interviews surface the real barriers as an organization. Further goals include document CCC uses to compete for
to retention — rents, vacancies, exploring the feasibility of a Business NYForward funding, foundation grants,
permitting, seasonality — and produce Improvement District, member dues, or Cornell partnerships, and private
action items to address them. This is other streams of revenue for sustained development capital. The IDA's investment
classic BID-style economic development funding and aligning our organizational positions the district to unlock multiples of
work, applied to a district that has never structure to promote better stakeholder Al o ey ARG
had it. engagement.
COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026 10
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TIMELINE

1 months from kickoff to completed Strategic Action Plan.

Kickoff + Data Engagement Synthesis Action Steps Prioritization Implementation Delivery

Scope finalized, Interviews Engagement wraps; Consultant + CCC  Actions ranked; key Cost, labor, and Second community
data assembled, continue; first findings work work sessions to priorities partner estimates; meeting; funding,
online survey Collegetown session with CCC. identify candidate summarized. plan drafted. org, and labor
launched, community input actions. plans; final

interviews begin. meeting held. document.

10 CCC work sessions - 2 public community meetings - ~39 stakeholder interviews - 250+ survey
respondents - 1 final Strategic Action Plan.

COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026 n
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CCC'S FUNDING ECOSYSTEM

Why a full IDA commitment is the right fit.

The Strategic Action Plan is one piece of a coordinated funding strategy. Other partners already fund the parts of our work they are best positioned to fund — the

IDA is the right partner for this piece.

PARTNER WHAT THEY FUND STATUS
City of Ithaca Collegetown placemaking & public realm $90,000 — active
Cornell University Placemaking + Summer Concert Series sponsor + Soft Costs $19,500 — active
Local businesses & sponsors Summer Concert Series + programming $20,000 — active
CCC member contributions General operations & governance $10,000 — active
Tompkins County IDA Strategic Action Plan (this proposal) $50,500 — requested
COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026 12




THE RETURN

The plan is the start, not the end.

The CCC is built to implement what this plan recommends — we take ownership of the Strategic Action Plan and source the funding

for its priorities.

CCC sources follow-on ..
Measurable district outcomes

CCC owns implementation funding

The plan establishes the baseline. Every subsequent

The plan is explicitly designed to empower CCC to

With a credible, community-vetted plan in hand, CCC

execute and become a long standing economic year, CCC can report against it: vacancy, business

ursues DRI applications, foundation grants, Cornell ; . . .
development engine — Task 6 produces fundraising, P . _ PP . 8 mix, new investment, stakeholder satisfaction —
organizational, and labor plans tailored to the (8 g M ES NS, Sl 2V enee accountable, publicly-visible results the IDA can point

commitments for each priority action.

priorities we land on. to.

COLLEGETOWN COMMUNITY COLLECTIVE - Proposal to Tompkins County IDA - May 2026 13

30



OUR REQUEST

wMUw, o
o »

Fund the Collegetown °
Strategic Action Plan. .2 iwjv/

&
04 LE c‘\\\

$50,500

from the IDA's economic development allocation, invested once, to produce a plan the CCC

owns and executes.

Thank you. We're happy to take questions.




Tompkins County Development Corporation
Board of Directors Meeting DRAFT Minutes
April 8, 2026
TC Legislative Chambers
121 E. Court Street
Ithaca NY 14850

Present: Deborah Dawson, Jeff Gorsky, Ducson Nguyen, Jerry Dietz, Shawna Black, Prentice
Smith, Greg Mezey

Guests: Gary Ferguson, Mack Travis, Nan Rhorer (Block 14)

Admin: Kellea Bauda, Ina Arthur (IAED), Russ Gaenzle (Harris Beach Murtha, PLLC), Korsah
Akumfi (TC Administration)

CALL TO ORDER - Deborah Dawson called meeting to order at 2:08 pm.
PRIVILEGE OF THE FLOOR — None

ADDITIONS TO THE AGENDA — None

BUSINESS

Block 14 Loan — Update and Discussion

Gary Ferguson gave a brief update on the status of the Block 14 development initiative. Currently they
are waiting on Tompkins County. Discussions regarding property owned by the County within the
development area need to move forward so that they can move forward with putting out a solicitation
of interest calling for potential developers of the site.

The loan between the TCDC and Block 14 is due July 11, 2026. Deborah Dawson stated that she is open
to extending the loan for a year.

Greg Mezey made a motion to extend the due date on the Block 14 loan by one year (July 11, 2027).
Jeff Gorsky seconded the motion. The motion was approved 7-0.

Harris Beach Murtha will draft the note amendment.
CHAIRS REPORT — None

STAFF REPORT — None

MINUTES

Jerry Dietz made a motion to approve the March 11, 2026 Board minutes. Greg Mezey seconded the
motion. The motion was approved 7-0.

The meeting adjourned at 2:16 pm.
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