COUNTY OF YURK
MEMORANDUM

DATE: May 23,2023
TO: York County Board of Supervisors
FROM: Neil A. Morgan, County Administrator

SUBJECT: Initial Thoughts on Property Acquisition Program

At your May 16, 2023 meeting, Vice Chairman Roane asked me to suggest some ideas
related to developing a property acquisition program. Accordingly, this narrative is
provided for the Board’s consideration.

THE BIG QUESTIONS

There are fundamental questions that need to be considered in pursuing this concept. The
first question is the purpose of the program. Is the desire to purchase undeveloped land to
block development permanently? Is the core idea to buy undeveloped land for the
purpose of “land banking” with the clear intent to facilitate development at some future
date in a manner consistent with the County’s preferences? An alternative approach
would be to purchase targeted, developed property that has become run down either for
conversion to green space or for redevelopment.

Another big question is what scale of effort is envisioned and what resources would the
County be prepared to put into such a program? If it were to be an ongoing effort to
acquire significant acreage a funding source would be needed. If, on the other hand, the
approach was an occasional opportunistic purchase, it might be possible to use County
reserves, use one-time year-end surplus funds or, perhaps, delay something in the CIP.

A critical consideration is what procedure would be used to identify potential properties
and how any type of negotiation to establish a purchase price would unfold. It is assumed
that the County would not want to use eminent domain for this program. The implication
is that efforts to buy targeted properties would be extremely expensive because
landowners will know the County is interested. It would be reasonable to expect voluntary
purchase prices to be in the range of two to three County assessed fair market values
under the above-described scenario.

SCALE AND FINANCIAL ASSUMPTIONS

For the sake of discussion, let’s say the purpose of the program was to buy two to ten-acre
parcels in any zoning category for any number of purposes. In an average year, one five-
acre parcel would be acquired through voluntary negotiation. Depending on variables
such as location, zoning, and utility access, the assessed price could vary drastically. If
one assumed a per acre cost of $50,000 on the low end, such a program would need an
annual budget of $250,000. If structures were on the property the price would be higher
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as would property along commercial corridors, or if the parcels had by-right residential
zoning designations. If some of the properties we were to pursue had such characteristics,
a budget of $500,000 annually is probably more realistic for a single meaningful annual
purchase.

PROGRAM DESIGN

An important question is how the County would decide what properties were of interest
and whether the County was purchasing it directly or through others such as the EDA.
One could consider a systematic review of all potential properties within certain
. rameters and come up with some kind of priority ranking. Again, Board policy
guidance would be needed on the front end in order for the staff to understand how
properties should be ranked. Then there is the question of confidentiality. If such a report
was public, the County would telegraph to potential sellers its interest. In my experience,
when a property owner believes the government wants to buy their property, they usually
hold out for a value far beyond the assessed fair market and often more than elected
officials can support and staff can recommend.

A secretive negotiation process has other problems. The reality is that most owners will
sell their property faster and less expensively to another private party than they w > a
government entity. One way to overcome this problem is to employ a third party to
negotiate for an unnamed client. This strategy has the advantage of leveling the
negotiating “playing field”. On the other hand in a community like York County, there is
a good chance that a prospective seller would figure out the County’s interest in any case.
Additionally, some might object to using a third party because it is by definition not a
transparent process.

An alternative that I have successfully used in the past is a procedure that combines
transparency and flexibility. We used this process to acquire three run-down properties
along George Washington Highway which is now the Beale’s construction site. The
technique we used grew out of my experience purchasing property in Downtown Newport
News during the 1990s. The attached report describes the version of this strategy first
used in York County about six years ago.

This approach requires publicly identifying a group of properties that the County might be
interested in with the clear understanding we are not committed to buying any one in
narticular. The message to property owners and commercial realtors would be that the
wounty may be interested in your property but only at a reasonable price. If you have
other plans or too high of a price, the County would look elsewhere. This approach has
the advantage of keeping asking prices from getting out of control because potential
sellers understand that the government is prepared to take a pass and is not desperate to
purchase a particular parcel. Of course, the limitation of this strategy is that it requires
strategic patience, and if there really is a particular parcel that is the focus, the above
described approach does not work.
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CONCLUSION AND NEXT STEPS

There are clearly many different ways to implement a property acquisition program.
Depending on the purpose of the undertaking, the County may wish to utilize its ~ DA as
the purchasing agent. Work to further define the purpose and scale of the program would
be needed before any meaningful program could be structured and implemented. If the
Board of Supervisors is interested in pursuing any of the ideas expressed in this report, [
would suggest that a work session be scheduled to explore this matter further.

Attachment:
¢ Proposed Route 17 Revitalization Property Acquisition . vogram



CONUNTY OF YORK
MEMORANDUM

DATE: October 18, 2016 (BOS Mtg. 11/1/16)

TO: York County Board of Supervisors

i)
FROM: Neil Morgan, County Administrator ; ' J/ VL/_\

SUBJECT: Proposed Route 17 Revitalization Property Acquisition Program

Improving the Route 17 Corridor has long been an important focus of York County’s government
and citizens. It is effectively our “main street” and is the focal point for much of our commerce and
employment. It is also highly traveled and is experienced daily by many citizens and visitors alike.
The Board of Supervisors confirmed the importance of this corridor when it identified Route 17
corridor redevelopment as a critical economic development priority in its 2016 Strategic Priority
review. It’s ongoing value from a tax base, employment, and community identity standpoint is clear.
The comp ion of the VDOT project along a major portion of the thoroughfare creates new
opportunities and brings new urgency to the necessity of revitalizing our commercial hub.

Consistent with the direction of the Board of Supervisors, the Office of Economic Development
(OED) and the Economic Development Authority (EDA) Route 17 Revitalization Committee have
been working on a program to accelerate qualily commercial redevelopment in the Route 17
Corridor. The basic concept is to acquire targeted commercial parcels that have development
potential when assembled with nearby property. High priority targets for this effort are often
encumbered with dilapidated structures that hinder their redevelopment, and reduce the desirability
of nearby properties along the county’s highest value commercial corridor. By acquiring these
parcels selectively at fair, but not exorbitant prices, the EDA will have the ability to improve the
property’s appearance (through demolition/lot clean-up) and offer them at competitive prices for
desired development proposals. With limited public resources, we believe this strategy of targeted,
opportunistic acquisition will allow the County to leverage needed private investment. The general
goal will be to position acquired properties for higher end redevelopment in conjunction with the
private sector.

OED staff and the EDA committee have narrowed the targets to six areas in the corridor. A “bucket
map”, providing basic property information, location on Route 17 and site photographs, has been
developed for each of the six areas. Each bucket map also contains a narrative regarding the pros
and cons of each area from an acquisition and future development perspective. A copy of each

bucket mapisa :hed. T! locations were selected usii a number of factors inc but not
limited to:

e Property condition and potential to remove blighted structures

e Property’s usefulness for future development in concert with adjacent/nearby parcels

e Environmental and/or utility constraints

e Property listed for sale or owner’s expressed willingness to sell
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e Presence or lack of occupants or tenants
e Property reasonably priced based on fair market value
e Potential affordability for acquisition

It is important to reiterate that this proposed acquisition program is strictly voluntary. No property
owner would ever be obligated or pressured to sell and the EDA would be under no obligation to
purchase any particular parcel. Potentially impacted property owners and interested commercial
realtors would all have access to information regarding the EDA’s efforts and rationale for this
undertaking. For this lor  term strategy to succeed, the county must be transparent, patient, and
welcoming of follow-on private redevelopment proposals.

The Route 17 corridor has a strong commercial core, and some areas have development potential
without public sector intervention. However, many parts of the corridor do not have a strong
demographic appeal, particularly for chain restaurants and retail, which require minimum population
densities within a certain radius. Additionally, the presence of older, dilapidated structures tends to
dampen investment interest and increase development costs. The high median household incomes
along the corridor could support higher-end, independent, retail and restaurant establishments. By
offering locations that are prepared for development and available at a lower cost, we may be able to
stimulate this type of investment. At a minimum we should be able to improve the corridor’s
appearance, which will benefit the existing commercial endeavors. In order to provide context for
this program, the Planning Division has prepared an overview document entitled “Route 17 Corridor
Revitalization Strategy” that is attached.

This program has been placed on the agenda for your approval and endorsement for funding. Based
on market pricing in the Route 17 corridor and the specific areas that have been targeted, a budget of
$500,000 for the program’s first year should allow us to make a significant property or multiple-
property acquisition. The EDA cndorsed this program and funding request at its August 30, 2016,
meeting and highly recommends the Board’s support of this program. In that the County has
reserves identified for Economic Development, no appropriation is needed to support this program at
this time. When a voluntary purchase is successfully negotiated by the EDA consistent with their
program, [ would advise the Board and request an appropriation on a parcel specific basis.

The EDA is also taking a hard look at resurrecting the Route 17 Property Improvement Grant
Program as another tool to accelerate commercial improvements. The proposed property acquisition
program, coupled with our existing tools like the Demolition Loan Program, should enable us to
work more effectively towards a significantly upgraded York County “Main Street”.

Tom Anderson, EDA Vice Chairman, and EDA Mcember Vern Lockwood comprised the EDA

Committee for this effort, along with former EDA member Brad Berrane. Mr. Anderson and Mr.
Lockwood plan to present this program proposal to the Board at the November 1, 2016 work session.

JNoel/3318

Attachments









commercial property owners to improve building fagades, signage, landscaping, and general site
conditions.

Following another recommendation of the Route 17 Revitalization Committee, the Board of Supervi-
sors adopted a tax exemption program for the Route 17 corridor in 2004. Many properties in the
County’s commercial corridors are occupied by olc  structures, and it is likely that some owners are
hesitant to renovate or expand because improvements can result in increased real estate assess-
ments and an increased tax burden. Section 58.1-3221 of the Code of Virginia provides authority for
localities to provide for partial real estate tax exemptions for commercial and industrial structures
that are at least twenty (20) years old. The exemption may be made available for up to fifteen (15)
years. By providing a real estate tax exemption for property improvements to older commercial struc-
tures, owners could have a real incentive to improve and maintain the quality of their property.

Another component of the revitalization program involved regulatory change. Specifically, in 2005,
the Board of Supervisors created the Route 17 Corridor overlay district, which runs along Route 17
between Cook Road and the Newport News city line. The provisions of this overlay zoning district do
not change the list of uses allowed by the underlying zoning classification; rather, they address archi-

tural d 3n and ap| irance with the objective of ensuring that new or redevelopment projects
are compatible with their surroundings and present a positive image on the County’s major tourist
entry corridors (as enabled by the terms of Section 15.2-2306 of the Code of Virginia). These provi-
sions include many of the same architectural design standards of the Tourist Corridor Management
(TCM) overlay district established in 1995 and applied to various transportation corridors. They were
adopted as a direct result of the work and recommendations of the Route 17 Revitalization Commit-
tee and have had a positive influence on the appearance of new or renovated development along
the Route 17 corridor.

Also in 2005, the Board of Supervisors established a second overlay zoning district at the recom-
mendation of the Route 17 Revitalization Committee. ..ie intent of this Route 17 Commercial Corri-
dor Revitalization District, which applies to physically constrained properties along Route 17 that
meet certain criteria, is to encourage and facilitate the effective and attractive rehabilitation and/or
redevelopment of “blighted” or otherwise challenged development sites on the Route 17 corridor
through the relaxation of certain requirements that are identified as impediments to investment.

Comprehensive Plans (2005 and 2013)

The need to address the problem of blighted commercial structu  along Route 17 and other major
corridors in the County was a topic of significant discussion among the members of the ad hoc Steer-
it Committee appointed by the Board of Supervisors to oversee the 2004-05 Comprehensive Plan
review and upda oart of that Plan update, the County contracted with a survey research firm to
conduct a telephone survey of County residents, the purpose of which was to obtain statistically valid
data regarding general community goals relating to the physical development of the County. The sur-
vey included several questions relating to commercial revitalization initiatives. The response of the
citizens, shown in the table below, indicates strong support for commercial redevelopment and revi-
talization initiatives. Particularly noteworthy is the support expressed for County acquisition and
demolition of vacant, rundown business properties, which received an overall score of 4.09 on a
scale of importance from 1 to 5. Support was especially strong, as it was for all the commercial revi-
talizations, among lower County residents, most of whom likely travel on Route 17 on a daily basis.







Implementation of the 2005 Comprehensive Plan began with a County-wic multi-property rezoning
process that lasted from june 2006 through February 2007. By late 2007, the economic downturn
that would ultimately grow into the “great recession” had begun. With the resulting shortfali in Coun-
ty revenues, funds have not been available for the implementation of any kind of property acquisition
p! m. Nevertheless, the basic idea - that is, that the County should work to spur private devel-
o] it and redevelopment along major commercial corridors through the acquisition of strategically
located properties and the removal of blighted and/or nonconforming structures that detract from
the appearance and market appeal of the surrounding areas - did not go away, and the language
from the 2005 Comprehensive Plan excerpted above was carried forward into the 2013 Compre-
hensive Plan update, Charting the Course to 2035. In addition, the Land Use and Economic Devel-
opment elements of the Plan set forth numerous objectives and implementation strategies related to
the visual improvement and economic revitalization of major transportation corridors in general and
Route 17 in particular:

Objectives
e Enhance the long-term visual attractiveness of the County major commerc  corridors.
e Encourage the adaptive re-use of existing blighted properties.

* Maintain higher development performance standards at major “gateway” entrances and
along major “gateway” corridors.

e Promote the adaptive re-use of existing vacant, blighted commercial properties in key,
highly visible locations by purchasing selected properties, demolishing existing struc-
tures, improving the sitt  and preparing them for redevelopment by the private sector.

e Continue the Route 17 revitalization effort and extend it to other commercial corridors,
including Bypass Road, Merrimac Trail, and Second Street.

Implementation Strategies

e Maintain t ier standards of development at major gateways into historic Yorktown and
Colonial Winamsburg, including the Colonial Parkway, Cook Road, Goosley Road, Route
17 (north of Cook Road), Pocahontas Trail, Route 143 west of Queen Creek, Route 132,
By-pass Road, and Richmond Road.

e Use the following tools to improve the Route 17 Corridor and other commercial corridors
where deemed appropriate:

o preserve and protect existing mature trees to the extent feasible,

o establish new landscaped areas within the right-of-way as well as within existing
and new development,

o maximize building setbacks so as to provide opportunities for incorporation of
green areas in highly visible areas and the retention of appropriate amounts of
green space in the event of right-of-way expansion,

o establish appropriate standards to ensure visually attractive signage, display, and
storage associated with business activity, and

o require the underground placement of new utilities and encourage the under-
ground placement of existing utilities.







sary population densities has precluded higher levels of private sector investment in the niche -
taurant and retail developments that the County wants. Therefore, the proposed investment strategy
in this document may be necessary to lower the risk profile for these targeted high-end, independent

restaurants and retail shops. The desired outcome of this strategy is a significantly upgraded com-
mercial corridor,






















COUNTY OF YORK
MEMORANDUM

DATE: June 6, 2023

TO: York County Board of Supervisors
FROM: Neil A. Morgan, County Administrator
SUBJECT: Notification of Certain Procurements

In accordance with the Board’s policy for the procurement of items in the County’s
approved Capital Improvements Program (CIP) involving the procurement of goods and
services costing between $50,000 and $100,000, or when otherwise stipulated by a prior
resolution, notification is hereby given that staff has completed the procurement
arrangements for the following County projects:

e Utilizing an Omnia Partners cooperative contract under the Region 4 Education
Service Center, Contract #R220401, an award was made to Corby Energy
Services, Inc., for the emergency repair of a broken water pipe at Randolph Street
in the amount of $88,512.

e The County conducted a public solicitation and placed an order Walter C. Via
Enterprises, for the emergency repair of the Pinehurst Pump Station in the amount
of $90,000.

Dudley/3717
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