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Section 1

Introduction

C

uero is the seat of DeWitt County in Texas’
Coastal Plain region, with a 2010 population
of 6,841. The City, which partially sits astride
the Guadalupe River, was originally established in the
mid 19th century as a stopping point on the Chisholm
Trail cattle route to Kansas.1 The City was officially
incorporated in 1873. “Cuero” is the Spanish word for
“hide” reflecting the city’s early leather industry, which
along with ranching, formed the economic foundation
of the community for much of the 19th century and
beyond.
Cuero’s population grew considerably in the 1870s and
1880s, as residents from the coastal town of Indianola
settled here after major hurricanes destroyed sizeable
portions of that city. Cuero thrived through much of
the late 19th and early 20th centuries as a center of
turkey ranching.
Cuero is named after Cuero Creek, which the Spanish
had called Arroyo del Cuero, or Creek of the Rawhide.
When the Gulf, Western Texas and Pacific Railway was
extended from Indianola to San Antonio, the Cuero
site was chosen as a midway stopping point in the
construction of the line. Although the tracks were not
completed to Cuero until January 1873, construction
of business establishments and homes had begun as
early as November 1872. Among the first residents

were Benjamin McCulloch and Gustav Schleicher, who
surveyed the railroad and platted the new town for his
Cuero Land and Immigration Company, and Robert J.
Klebergqv, who surveyed the site in January 1873.
Shipping opportunity increased in 1886 when the San
Antonio and Aransas Pass Railway connected Cuero
to Houston; good dirt roads and two free iron bridges
across the Guadalupe River also served the community.
The town’s proximity to the river provoked much
discussion of Cuero’s commercial future through
an inland waterway that was proposed but never
completed. By 1887 Cuero recorded a population of
2,500, mostly of German descent.
Cuero had an estimated population of 3,422 in 1904
and 3,671 by the mid-1920s, at which time the town
had an assessed value of $3.7 million. The power dam
on the Guadalupe River, which formed part of the
community’s privately owned hydroelectric plant, was
the largest in the state.
Today, Cuero is perhaps best known for its historic
architecture, antique stores, and original events such as
Christmas in the Park and Turkeyfest, which includes
various turkey-related events such as turkey races and
pageants. It remains the largest city in DeWitt County.

1 This section is partially excerpted from the Texas State Historical
Commission website.
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Section 2

Public Workshop Results

T

he main source of public input for the plan
came from a two-day planning workshop
conducted on February 21 and 22, 2012. The
joint Comprehensive Plan/Downtown Plan workshop
was attended by approximately 100 people who were
organized into several breakout groups, including
several small group discussions focusing on just the
Downtown. The groups were given the opportunity
to inform, and react to, several sketch plans that were
developed on-site by the planning team.
Listed below are some of the major comments and
themes that arose from the sessions.

Assets and Advantages
 Historic architecture. The City needs to restore
and enhance historic buildings and leverage their
tourism potential.
 Regional cross-roads location. The City is located
at a regional mid-point and can draw from several
metro areas.
 Traffic. The large volume of traffic passing through
the City provides opportunities to draw-in passthrough travelers.
 County Seat. Cuero’s status as a seat of county
government brings people in from outside the city
and provides opportunities for support services.

 Civic-mindedness. The City has strong social
and philanthropic streaks and will rally around
important public projects.
 Specialty businesses. Cuero is home to several
unique, specialty businesses whose patronage
extends well outside the City.
 Festivals and special events. Christmas in the
Park, Turkeyfest, and the 4th of July Festival are
established local traditions that are well attended
and supported.
 Tourism: Chisholm Trail/Rawhide branding. Cuero
has the opportunity to take better advantage of
regional history and proximity to major outdoor
recreational amenities such as the Guadalupe River
corridor to attract tourism.

Issues and Concerns
 Traffic. Although it increases the exposure of local
businesses, traffic along Esplanade (particularly
trucks) splits Downtown into east and west sides,
presenting safety problems for pedestrians.
 Code enforcement. Private building maintenance is
lacking and the City has been slow to enforce local
building codes.
 Parking. Public parking is lacking in places, is
inconveniently located and is not effectively
managed throughout Downtown.
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The two-day workshop resulted in a number of preliminary sketches
that proposed new destinations, streetscape improvements, and
architectural details.

Esplanade Streetscape Alternatives
Two parking alternatives were developed to illustrate
the spatial implications of angled versus parallel
spaces, wider pedestrian zones, safer sidewalk and
roadway separation, and new off-street parking lots.

Architectural Detail
New monuments, signage, and gateway elements were
proposed in strategic locations throughout the Downtown.

 Creeping blight. Many Downtown buildings suffer
from lack of maintenance and there are too few
incentives and penalties to correct the problem.
 Outside interests. While a majority of Downtown
buildings are owned by local residents, some
belong to outside interests that lack a sense of
ownership and investment in the community.
 Weak incentives. Existing City programs are
not effective enough to encourage meaningful
reinvestment.
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 Lack of activity. There are few programmed
activities, businesses, civic functions, or
attractions that bring people Downtown on
evenings and weekends.
 Tax inequity. The City’s current property tax
structure rewards neglect and deterioration, and
it penalizes reinvestment.
 Space unavailability. There are too few
development-ready new construction sites and
a lack of move-in ready quality office space
Downtown.

Section 3

Conditions and Opportunities

D

owntown Cuero is organized in a 20-square
block grid in blocks of approximately 275
feet by 425 feet in average size. Much of
Downtown’s historic building stock remains intact
and is listed on the National Register of Historic
Places (see figure on the next page). Downtown’s
other remarkable landmarks include its Victorian-era
courthouse; the pair of white churches that bracket
the northern entry to Downtown on Esplanade Street;
and the Chisholm Trail Heritage Museum, DeWitt
County Historical Museum, Reuss Pharmaceutical
Museum, and the Cuero Heritage Museum, which
also functions as the Chamber of Commerce building
which was formerly the City’s post office.
Downtown Cuero is situated near the junction of
Highways 87 and 183 in DeWitt County where it serves
as the County seat. The City is within a few hours’
drive of several large metros including: Houston, San
Antonio, and Corpus Christi, and is a sub-regional
cross-roads between these cities and the Gulf Coast.
The City is part of a chain of communities in Texas’
Coastal Plain region, which is known primarily for
cattle and turkey ranching, pecans, and increasingly
oil and gas mining, as part of the Eagle Ford Shale Play.
Average daily traffic counts in and through Downtown
Cuero are approximately 30,000 and 16,500 respectively
on Broadway and Esplanade Streets (source: TxDOT

Dec. 2011). Anecdotal accounts suggest that throughtown traffic, particularly trucks servicing the booming
Eagle Ford Shale drilling operations, has ramped up
significantly in recent years resulting in increased
noise and road damage in the area.

Market Survey
To understand the market potential of Downtown
Cuero, a series of geo-based economic and
“psychographic” data-sets were compiled using ESRI
Business Analyst. ESRI uses a combination of census
data and consumer spending pattern analysis to profile
a community’s retail market potential across various
retail sectors. Downtown Cuero’s trade area analysis
was broken-down into concentric 5-mile, 10-mile and
15-mile rings around the Downtown area.
Besides providing a picture of overall income and
retail spending in the community, the analysis
compares Cuero’s overall retail spending potential
to aggregate sales figures among the area’s retailers.
This comparison helps identify areas of retail surplus
(where local retail supply exceeds local spending
potential), and retail leakage (where local spending
capacity exceeds local retail supply).
These metrics can help identify an area’s potential
retail recruitment opportunity as well as potential
market saturation (i.e., oversupply). For instance, a
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Inventory of National Registry of Historic Places
The City has an extensive collection of historic buildings concentrated Downtown.
Source: Nomination Form, City of Cuero

leakage typically indicates a situation where some local
purchasing power is being siphoned off by retailers
in other nearby communities. This can help reveal
opportunities to capture that spending locally by
recruiting retailers that can service the under-served
local market.
A retail surplus, on the other hand, can be a mixed
bag. It can either mean that a community is overcapacity in certain areas (where there are more stores
than the host community can support and where the
addition of new stores may cause store failures), or
more advantageously, where a local specialization in
non-everyday goods and services (such as craft goods,
antiques, jewelry, furniture, cars, etc.) has developed,
drawing shoppers from around the region. The key is
determining whether the stores are convenience- or
destination-based.
Over-supplied, convenience-based retail can be fraught
with a high degree of risk and may be discouraged by

8
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local economic development programs. Over-supplied
destination businesses, on the other hand, may provide
clues to further build-up or build-off of local specialty
markets or retail “clusters” that are already drawing
from outside the community. An analysis of retail
expenditures of Cuero residents reveals that the area’s
highest comparative expenditures are in things like
pets and pet supplies, recreational vehicles and fees,
prescription and non-prescription drugs; smoking
products, and home maintenance and remodeling
materials. The lowest comparative expenditures are
in footwear, catering services, alcoholic beverages,
telephones and telephone accessories, airline tickets
and luggage.
These figures may be a factor of the overall availability
of certain goods and services as well as general
consumer preferences. Data on area Internet sales for
Cuero (so called “e-tailing”), an increasing segment of
the retail market, is not currently available.

Cuero Consumer Profile
5-mile

10-mile

15-mile

9358

11,100

15,623

Average Disposable Income

$36,190

$37,274

$38,648

Median Household Income

$30,876

$33,650

$35,825

68%

71%

75%

$67,642

$73,137

$75,623

Number of Households

2917

3656

5421

Avg Household Size

2.56

2.55

2.53

Population

Percent Homeownership
Average Home Value

Average Household Expenditures/Year
Apparel

$955

$980

$1013

Food

$4922

$5071

$5230

Entertainment/Recreation

$2092

$2172

$2260

Restaurants

$1995

$1999

$2064

Household Furnishings

$1087

$1126

$1172

$16,046

$16,602

$17,179

$793

$815

$838

Retail Goods
TV, Video, Audio
Source: ESRI Business Analyst 2012

Retail Leakage and Surplus
For the purposes of this study, the primary trade
area was conservatively estimated to be about 10
miles around Downtown – less than half the distance
to Victoria. Within this area, data is available for
approximately 35 different retail segments as shown
in the graph on the following page. Overall this area
has a retail surplus of about $3.6 million – meaning
that it already relies significantly on outside spending.
Looking deeper into the data, however, reveals that the
area sells well above “par” in only a few key segments
such as autos ($1.9 million), gasoline ($4.5 million),
and general merchandise department stores ($3.8
million), which collectively tend to skew this aggregate
figure. Somewhat smaller surpluses exist in groceries
($926,000) and sporting goods/hobby ($253,000).
While the area exhibits a gross trade surplus, there
are far more potentially under-served segments where
there is net leakage than the converse. In particular,
there is a significant leakage of electronics and
appliances ($1 million), building materials and garden
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Cuero Surplus / Leakage
(10-mile radius), Source: ESRI 2012
Gas Stations
Health & Personal Care
Beer, Wine, Liquor
Specialty Food
Grocery
Lawn & Garden Equipment, Supplies

Drinking Places

Methodology

-$3,784,902

-$4,000,000

-$3,000,000

-$1,899,178

-$2,000,000

Special Food Service
Limited Service Restaurants
Full Service Restaurants
Miscellaneous
Used goods

-$4,528,544

-$5,000,000

Ofﬁce Supplies, Stationary
Florists
General Merchandise

Department Stores
Books & Music
Sporting Goods, Hobby
Jewelry & Luggage
Shoes
Clothing

Building Materials, Supplies
Electronics & Appliances
Home Furnishings
Furniture
Auto Parts, Accessories, Tires

Other Motor
Auto Dealers
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Retail Segment

-$926,480

-$1,000,000

This surplus and leakage data is derived
from ESRI’s 2010 Retail MarketPlace
analysis, which identifies total retail
supply and demand conditions (as
dollar estimates) for the City of Cuero
and its 10-mile surrounding radius.
The retail segments are defined
by the North American Industry
Classification System (NAICS), which
serves as the standard used by Federal
statistical agencies in classifying
business establishments. For instance,
supermarkets and convenience stores
are classified under “Grocery Stores,”
whereas meat markets and baked
goods are classified under “Specialty
Foods.” ESRI’s primary data sources
include the Census of Retail Trade
(1997, 2002, 2007); Bureau of Labor
and Statistics; Census Bureau’s
Nonemployer Statistics (NES) division;
and Infogroup. For more information
about the methodology, visit ESRI’s
website.
-$159,439

-$252,928

-$49,636

Surplus (+) / Leakage (-)

$0

$1,000,000

$123,485

$275,926

$354,634
$220,446
$22,520
$124,035
$163,435
$592,193

$66,420

$283,373
$11,496
$363,190

$590,782

$853,198

$18,844
$1,296,277
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$1,015,841
$25,504
$661,976
$232,764

$344,692
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equipment ($1.3 million), specialty food ($853,000),
clothing and accessories ($658,000), and furniture and
home furnishings ($687,000). All of these segments
represent potential opportunities to recruit retailers to
a seemingly under-served market.

Conclusion: Behind the Numbers
Assessing the market potential for Downtown Cuero
involves equal parts data analysis and intuition. The
data suggests that opportunities may exist in retail
segments like electronics and appliances, clothing,
furniture, and building supplies. Local household
consumer preferences suggest opportunities for

specialty businesses, specialty foods (homegrown local
markets), clothing, and other retail uses. Cuero’s
status as a county seat also creates opportunities for
additional law offices and related services.
The fact that Cuero is close to outdoor recreational
assets; has a slight surplus in sporting goods sales; and
exhibits consumer preferences for recreational vehicle
(RV)-related activities suggests potential opportunities
in the area of camping, outfitting, and specialty
sporting goods such as kayaking, fishing, hunting,
and mountain bikes. All of these types of businesses
are compatible in traditional, storefront locations in
Downtown Cuero.
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Section 4

Physical Plan

T

he proposed master plan for Downtown
Cuero is depicted in the annotated graphics
in the following pages. Key aspects of the plan
include:
1.

Areas for new public parking and improved access
to existing parking, including more parking at the
Chisholm Trail Heritage Museum

2.

Streetscape along Esplanade Street including
stylized lighting, marked cross-walks, corner
bump-outs and other accents

3.

Branding, programming, and wayfinding
of Gonzales Street as the City’s main public
promenade and civic spine

4.

Streetscape accents, signing, and wayfinding at
the corner of Esplanade and Broadway Streets to
mark the entrance to Downtown

5.

Conversion of segments of E. Church, W. Church,
W. Courthouse, and W. Main Streets to one-way
streets with diagonal parking to maximize onstreet parking

6.

Expansion/ reconstruction of the City’s library
in Downtown, with accompanying plaza, at the
corner of Main Street and Gonzales Street

7.

Relocation of the Farmers Market to Downtown
along Railroad Street

8.

Physical improvements in alley to create a “public
living room” atmosphere

9.

Re-introduction of alleys in key locations to
improve “back-of-house” functions and access to
public parking

10. Infill construction on key vacant and blighted
sites to improve Downtown’s overall activity-level,
tax base, and visual cohesion
11. Preserve and rehabilitate the Downtown historic
district through a combination of financial
incentives, regulations, and technical assistance

ADOPTED 09.05.12
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Commercial Core: Esplanade and
Main Streets





Intersection accents
Historic restoration/reuse
Incentives + enforcement
Esplanade streetscape

Master Concept Plan
Civic Uses
Parking
Infill
Alley

Civic Promenade – Gonzales Street





Staging ground for civic events
Creation/definition of public spaces
Continuous landscape terrace
Continuous building line (infill holes in the
“street wall”)
 Focal point at Main Street at Gonzales Street
(landmark, event space)
 Library expansion into old City Hall site
 Farmers Market tie-in

Key Intersections and Paths
Corridor Enhancements

Construct streetscape/pedestrian
improvements along Esplanade
and Gonzales Streets, including
stylized lighting, marked crosswalks, corner bump-outs and
other accents.
Infill key vacant and blighted
sites to improve Downtown’s
overall activity level, tax base,
and visual cohesion.

Enhance key
intersection accents/
crosswalks.

Relocate the Farmers
Market to Downtown.

Develop new public parking
lots behind buildings and along
Railroad Street, and improve
access and awareness to
existing parking lots.
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Feature white churches as
gateway elements.

Install streetscape accents and
signing at the corner of Esplanade
and Broadway Streets to mark the
entrance to Downtown.
Connect Broadway
Street to Downtown
with signs, monuments,
and streetscape
enhancements along
Gonzales Street.

Infill east corner of
Esplanade Street.

Brand and program
Gonzales Street as
the City’s main public
promenade and civic
spine.

Convert E. Church Street to an eastto-west, one-way street with diagonal
parking to maximize on-street
parking.
Define public spaces and through-block
walkways, including the re-introduction
of alleys in key locations to improve
“back-of-house” functions and access to
public parking.

Market Distri
District – Railroad Street









Enhance southern downtown entry
Farmers Market relocation
Festival/market grounds
District branding
Clean–up/obscure backsides of buildings
Reintroduce raised sidewalks
Improve parking areas
Market sheds used for covered public
parking on non-market days

Target Reinvestment Area: Terrell
and West Main Street

Expand / reconstruct the
City’s library in Downtown
with an accompanying plaza.

 Clean-up and connect to historic
residential district, provide public (rear)
parking
 Proactive, strict code enforcement
 Land assembly
 Surgical land acquisition/ redevelopment
 Blight removal
 Construct public parking lots
 Reestablish alleys
 Infill housing
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Example of dressed-up back-ofhouse functions including accented
rear entries, hanging signs and
outdoor seating.
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Library Plaza (Before/After)
Gonzales Street
Existing View Looking South

Farmers Market (Before/After)
Esplanade Street
Existing View Looking North

Decorative Pole
Light Fixture

ESP
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E

Farmers
Market
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Implementation Actions
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 Step-up code enforcement of Downtown buildings.
Focus initially on roofs, windows, and structural
elements in order to preserve structural/
architectural integrity and assure public safety.
 Establish a historic district commission and
develop/institute Downtown design criteria to
guide Downtown restoration activities, and to vet
projects seeking public incentives.
 Implement a public awareness campaign among
Downtown employers to reserve on-street parking
for customers only. If problems persist, consider
enforcing a two-hour parking maximum.
 Re-certify Cuero’s Main Street program to
provide technical and business assistance and to
professionally develop, program, and manage
Downtown events.
 Seek Certified Local Government (CLG) status to
help bring more historic preservation resources
into the City. (See inset on page 25)
 Work with the Main Street program and the Texas
Historic Preservation Office to conduct a series
of informational, property-owner workshops on
topics such as accessing historic preservation tax
credits, creative compliance with American with
Disabilities Act (ADA) standards, restoration/
reconstruction techniques and resources, and the
establishment of Public Improvement Districts
(PIDs).

Public Improvement District
A Public Improvement District or “PID” is a
type of funding mechanism whereby downtown
businesses agree to surcharge themselves
in order to pay for shared services or special
amenities that are not otherwise available
through the City. Sometimes referred to as
special management districts, they operate
something like a dues-paying homeowners
association with the amount of each business’
dues based upon some pre-established
formula (such as size of building, percentage of
assessed value, etc.).
PIDs typically are used to help fund things like
special lighting and streetscapes, and to help
fund special events that benefit Downtown
businesses. They are sometimes used to help
pay for professional program development and
management services for things such as farmers
markets.

24
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 Establish a Cuero Heritage Fund to provide loans
and grants for historic preservation/restoration
activities. Capitalize the fund using Small City
CDBG funds, Certified Local Government (CLG)
grants, general revenues, tax increment (TIRZ)
bonds, pooled bank funds, and donations from
foundations and corporations. Funds should be
used for low-interest and deferred loans, saleleasebacks, façade improvement and sign grants for
historic properties including technical assistance
(design) grants.
 Change the City’s the façade grant program to a
50%/50% matching grant with a cap of $10,000
per project. Extend grant eligibility to business
owners for common area, “back-of-house”
improvements such as patios, landscaping, seating
areas, doorways, utility, enclosures, murals, signs
and special pavement treatments.
 Work with TxDOT and drilling companies to
program public improvements along Esplanade
Street (Highway 183) into the state and county
capital improvements program (CIP).
 Begin initial research on possibly establishing
a tax increment (TIRZ) district in Downtown
by compiling data on current assessments and
conducting an official “blight” study.
 Relocate the Farmers Market to Downtown starting
in 2013 using the streets around the courthouse
square as a temporary “beta” site.
 Talk to property/business owners on E. Church, W.
Church, W. Main, and W. Courthouse Streets to get
their opinions on converting it to a one-way street.

Best Practices and Guiding Principles
1. Density and Infill
The term “density” evokes a range of reactions both
positive and negative. Whatever the connotation,
it is a necessary ingredient in creating a vibrant
downtown because it maximizes the overall usage
and activity that occurs there. It also optimizes
the utility of infrastructure and helps make public
transit supportable.
2. Mixed Use
Related to density is the combining of various
land uses within a neighborhood and even in the
same building. Mixed use helps enliven urban
neighborhoods at various times of the day or week,
which helps to balance traffic and parking loads.
The City’s zoning ordinance currently allows
dwelling units on the second story of ground-floor
businesses in Downtown(§158.034, Cuero Code of
Ordinances).

What is Tax Increment Financing (TIF)?

Tax Revenues

Revenue trajectory begins to level off as
district spending life comes to a close
Early TIF-ﬁnanced
projects cause
bump-up in tax
revenues

d

e
uc

revenues

ind

w

ne

TIF

Revenues to taxing
bodies locked-in at
base year level for
duration of district

(Passive rate of increase,
usually <3%/year)

General Fund Revenues

Years
TIF base year
(district start date)

District retirement date (typically 20+ years)
All revenues ﬂow back into General Fund

TIF Model

TIF is a way to encourage reinvestment in blighted or
underutilized areas that probably won’t redevelop on
their own. Put simply, it is a way to self-finance new
development projects by capturing their back-end
tax proceeds to amortize front-end project costs. This
happens by withholding new tax revenues generated
within the district from the general fund for a specified
period of time, usually 15+ years. The withheld amount
(the “increment”) is used to pay off the district’s debts,
which are typically public bonds. TIF does not mean
an increase in property tax rates within the district.
Instead, TIF helps expand the district’s overall tax base
by stimulating private development with new TIFfinanced infrastructure or developer incentives. Most
private development wouldn’t otherwise happen in TIFdesignated areas because of blight or other impeding
conditions.
Since TIF-funded projects create their own debtpayment streams (from the additional tax revenue that
they themselves generate), they are a type of selffinancing mechanism. Also, because the increment
is unlikely to accrue at the same level without the TIF
(again, TIF-funded investments are needed to induce
the revenue-generating investment) it doesn’t equate to
a dollar-for-dollar reduction to the general fund absent
the TIF. In other words, most of the increment wouldn’t
otherwise exist were it not for the public debt needed
to create it.

TIFs, however, can cause harmful fiscal impacts if used
to finance development projects with high public
service burdens, such as single-family housing. This is
because district tax revenues flowing into the general
fund are frozen at their current levels resulting in the
need to spread new service costs system-wide with no
commensurate increase in general revenues emanating
from the district. Therefore, TIFs are typically used
to help finance mostly commercial and industrial
development.
Many cities establish eligibility criteria for the use of
TIF. Common requirements usually include many of the
following:
•
•
•
•
•
•

•
•

Job creation;
Blight elimination;
Project scale (usually defined by minimum capital
investment);
Public benefits and amenities;
Catalytic affect (i.e., ability to spawn follow-on/
spillover investment);
Proposed amount and timing of public return on
investment (i.e., how soon will the project pay for
itself and what is the long-term contribution to the
public purse);
Amount of private investment leveraged; and
Clear community need.
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3. Shared Parking
Large expanses of surface parking create a
deadening effect on major parts of Downtown.
By mixing daytime (i.e., retail) and evening uses
(residential) as well as weekday (offices) and
weekend uses (churches) in close proximity,
parking can be shared by multiple users. Restricteduse parking leases can be negotiated into publicprivate development agreements and can provide a
valuable source of revenue for lessors.
4. Hedge With Housing
Having a dense mixture of attached and multifamily
housing has been a key factor in the revival of
most healthy Downtown neighborhoods. Housing
provides a built-in market for many Downtown
businesses and helps keep the neighborhood alive
at night and on weekends. Housing also helps
keep Downtown’s “lights on” after dark and can
discourage the opportunity for crime that often
occurs when nobody is around.
5. Green Design
Among their many benefits, green buildings such
as those that employ passive daylighting and energy
efficient components can drastically reduce utility
costs and help reduce stormwater and heat buildup; planted or “white-painted” roofs are both
particularly effective in this regard. Anecdotal
evidence also suggests that they may be more
healthful to live or work in and can contribute to
worker productivity. The restoration and retrofitting
of existing buildings in most cases is inherently
greener and more economical than complete
demolition and reconstruction and should be
encouraged whenever practical. Well landscaped
streets also help with cooling and drainage and add
color and visual relief.

7. Context-Sensitive Design
New development, especially in or near the historic
part of Downtown, should relate to surrounding
buildings in terms of size, materials and repeating
elements. They should attempt to mitigate off-site
impacts that may affect surrounding properties
such as stormwater runoff and light blockage, and
avoid major departures from local architectural
traditions. Unique, contrasting buildings, on the
other hand, are okay where no clear building type
or style is present or where the design distinction
in the surrounding area is otherwise lacking.
Climate-appropriate elements such as arcades,
overhangs, rooftop solar systems, ample street trees
and indigenous, drought-tolerant landscaping are
examples of context sensitive environmental design
appropriate for southwestern climates.
8. Concentrated Civic Functions
Having most of a city’s core administrative and
cultural facilities grouped in Downtown provides
functional advantages that help reinforce
Downtown’s role as the center of civic life.
These facilities can also help stabilize or spur
the Downtown real estate market and provide
important synergies with private development.
Dispersal of these facilities can lead to a cycle of
disinvestment as the businesses that rely on these
facilities also decamp or go out of business.
9. Transit & Transferring
Maintaining transit services to Downtown and
hubbing services is key to maintaining Downtown as
the “central place” where all things come together.
Bus stations and transfer points create concentrated
customer flow opportunities for businesses and fuel
Downtown’s pedestrian environment.
10. Brand Management

6. Design Guidelines
Having a common set of design standards
helps assure that basic aesthetic principles are
adhered to, and can reduce arbitrariness in the
development review process. Design guidelines
can strengthen developer confidence by assuring
that there are barriers to low-quality development
that could dampen property values. Where market
conditions are poor, however, the imposition of
design standards may provide another reason for
developers to stay away unless financial incentives
are in place to offset them.
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People need to know what Downtown is all “about”
and what unique businesses and experiences can
be found there. This needs to be communicated
through general marketing efforts, design motifs,
and other messages that reinforce a consistent
message. Control of the message should come
under purview of a privately organized Downtown
management group made up of, and funded by,
local businesses and property owners. This group
would also help collectively “manage” Downtown by
promoting co-marketing efforts, special events, and
maintaining consistent hours among other things.

Section 5

Economic Strategy

A

plan for physical improvements is of little use if
there is no economic impetus to bring it about.
New streetscape, public art, and programmed
events are helpful in changing public perceptions, but
these things need to be paid for (typically by expanding
the tax base), and they can do little by themselves to
change weak market dynamics.
For this reason, the physical plan for Downtown needs
to be wrapped in a broader economic strategy that seeks
to build market demand for Downtown real estate and
to increase opportunities for new jobs and housing.
This can be done both by helping property-owners
offset the extra costs of doing historic rehabilitation
(the supply side) and by helping increase demand for
space among prospective tenants (the demand side).
The first is basically a real estate strategy whereas the
latter is an over-arching business development strategy.
The most promising economic strategies for Downtown
involve:
 Leveraging the region’s oil and gas industry
by creating new housing and support-service
opportunities Downtown through direct solicitation
for patronage and philanthropic giving for special
initiatives.
 Increasing tourism by joint marketing Downtown
specialty businesses, expanded special event
programming, and advertising in regional tourism

media (Note: this is best done as part of a “circuit”
of small cities branded as the Lower Guadalupe
River/Coastal Plains/Chisholm Trail Region).
 Working with area Small Business Development
Centers (SBDCs) and area business colleges to
establish a “virtual incubator” Downtown. This
designation would serve to provide a range of wraparound support services targeted specifically to
entrepreneurs seeking to start or expand a business
Downtown (and not available elsewhere in the City
and region). The City could provide additional
revolving loan fund (RLF) resources specifically
for Downtown businesses and connect businesses
to the resources of an SBDC and/or area business
colleges.
 The relocation and enlargement of the Cuero
Farmers Market to downtown and its potential
expansion into antique auctions and arts and crafts
fairs. This move should be accompanied with a
new professional management structure potentially
organized under the aegis of a reconstituted Main
Street Cuero program. The new, larger, permanent
facility should be branded simply as the “Cuero
Market.”

Implementation Actions
 Convene a working group of Cuero Development
Corporation (CDC) representatives, City leaders,
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Certified Local Government (CLG) Program
The CLG program is a partnership between the National Park Service, overseers of the National Trust for Historic
Preservation, and the State Historic Preservation Office (SHPO). CLG members are eligible to apply to their State
Historic Preservation Officer (SHPO) for annual funding for activities such as architectural, historical, archeological
surveys; nominations to the National Register of Historic Places; staff work for historic preservation commissions;
design guidelines and preservation plans; public outreach materials such as publications, videos, exhibits, and
brochures; training for commission members and staff; and rehabilitation or restoration of National Register listed
properties.
CLG status could help Cuero leverage the maximum benefit from the National Main Street program by devoting
an extra layer of technical assistance and potential funding specifically for preservation-related activities.

banking officials, and business and educational
leaders to vet the virtual incubator concept.
Develop a white-paper, business plan, and funding
model.

in Downtown Cuero (i.e., with exhibits that explain
the geology and physical geography of the shale
basin, and the science and technology involved in
the drilling process).

 Begin discussions with Farmers Market merchants
on their attitudes toward a Downtown location.
Outreach to the railroad for possible donation/
easement on the Railroad Street site for a
permanent structure. Consider staging the market
on the streets surrounding the courthouse square
as an alternative site.

 Begin outreach to entrepreneurial resources
available at the state and regional levels (including
area Small Business Development Centers and
business/technical colleges) that the City can
establish networks with.

 Approach drilling companies for potential seed
capital for expanded RLF and/or heritage fund
programs; as well as for road improvements along
Esplanade Street.
 Work with the Chisholm Trail Heritage Museum,
DeWitt County Historical Museum, Cuero Heritage
Museum, and the Reuss Pharmaceutical Museum,
drilling companies, state and philanthropic
organizations, and educational institutions in
establishing an Eagle Ford Shale interpretive center
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 Reconstitute the (proposed) Main Street Cuero
program to serve as the organizational body to help
move all of the above initiatives forward. Apply for
Certified Local Government (CLG) status.
 Empower and fund the EDC to acquire, rehab and
sell select at-risk properties with Tax Increment
Reinvestment Zone (TIRZ) funds, dedicated
general funds, or proposed “heritage” fund.
 Create a special Downtown Cuero website and
marketing campaign highlighting special events,
development resources, for-sale buildings, news
items, and local retailers (“Shop Local”).

Section 6

Implementation Strategy

While the Downtown Cuero Plan presents several
dozen strategic recommendations, its legacy will
be dependent on the community’s prioritization,
sequencing, and political will to navigate opportunity
costs and engage in proactive decision-making.
Given that each initiative requires an investment
of human capital and funding, this section sets out
to prioritize these resources based on community
survey results (see the inset on the following page).
These findings led to the identification of 12
short-term, implementable projects that can be
accomplished within the next four years and
secondary projects stretching over a longer
timeframe (as listed on the right). Due to budgetary
and staffing constraints, the City will have to
narrow the field and be even more selective, while
delegating responsibilities and leadership to other
community stakeholders.
Before the conclusion of this six-month Downtown
planning process, City staff, elected officials, and
other community leaders had already progressed
with some of these implementation measures. This
forward thinking sets an excellent precedent for the
years to come, which will require interjurisdictional
collaboration, public-private partnerships, strategic
planning, and patience to improve upon the current
state of Downtown.

Summary of Top Priority Projects
1.

Esplanade Streetscape Improvements

2.

Farmers Market Relocation

3.

Façade Grant Program

4.

Code Enforcement

5.

Direct Fundraising Campaign

6.

Main Street Cuero

7.

Downtown Library Expansion

8.

Infill Tax Incentive Program

9.

Educational Workshops

10. TIRZ Formation
11. Cuero Heritage Fund
12. Joint Marketing

Summary of Project Considerations
13. Parking Signage
14. Gateway Accents
15. Alley Improvements
16. Gonzales Corridor
17. One-Way Conversion of Church Street
18. Design Standards
19. Virtual Downtown Incubator
20. Certified Local Government Status
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Community Feedback
At the culmination of the conceptual design process, a community survey was distributed to CDC members and
other stakeholders to gain their input and prioritization of the most pressing issues. Survey respondents were
asked to rate each recommendation on a five-point Likert scale, ranging from “Strongly Oppose” to “Strongly
Support.” Proposed projects were divided into four categories: physical improvements, building maintenance and
rehabilitation, funding support, and business support. On the following page, implementation steps are ranked
based on direct feedback from community members.

Downtown Cuero Plan Survey
Thank you for your interest in the Downtown Cuero Plan. This long-range planning document offers a Downtown improvement strategy
and vision for the next 20 years. Please review the proposed initiatives and identify your level of support or opposition. As we reﬁne the
initial plan draft, we will determine consensus support from all the input received. Please direct questions to John Washburn, Assistant
City Manager, at (361) 275-6114.

PHYSICAL IMPROVEMENTS
STRONGLY SOMEWHAT
OPPOSE
OPPOSE

NO
OPINION

SOMEWHAT STRONGLY
SUPPORT
SUPPORT

(a) Esplanade Streetscape Improvements. Construct marked crosswalks, corner bump-outs, stylized lighting, and other streetscape
accents that improve the safety, appearance, and functionality of
Esplanade Street.
(b) Downtown Library Expansion. Expand or reconstruct the City’s library
at its current location, with the addition of a public plaza at the corner
of Main and Gonzales Streets.
(c) Farmers Market Relocation. Relocate the Farmers Market to Railroad
Street, and reconstruct the parking lot to maximize parking spaces and
accommodate a permanent outdoor structure that provides shade for
merchants during the market and automobiles on non-market days.
(d) Parking Lots. Purchase vacant and underutilized property to construct
new off-street parking lots that accommodate business patrons.
(e) Parking Signage. Invest in parking signs that reserve on-street parking
for business customers only. If the problem persists, consider enforcing
a two-hour parking maximum.
(f) One-Way Conversion of Church Street. From Gonzales to Esplanade
Streets, convert Church Street to one-way trafﬁc ﬂow with diagonal
parking spaces to maximize parking capacity.
(g) Gonzales Corridor. Install streetscape accents, brand, and program
Gonzales Street as the City’s public promenade and civic spine.
(h) Gateway Accents. Construct streetscape improvements, signage, and
monumentation at the corner of Esplanade and Broadway Streets to
mark the entrance to Downtown.
(i) Alley Improvements. Redesign key Downtown alleys to improve
parking capacity, appearance (e.g., trash enclosures), and pedestrian
access.
(j) Eagle Ford Shale Interpretive Center. Develop a museum that
features exhibits on the geology, geography, and technology involved
in the drilling process.

BUILDING MAINTENANCE AND REHABILITATION
STRONGLY SOMEWHAT
OPPOSE
OPPOSE

NO
OPINION

SOMEWHAT STRONGLY
SUPPORT
SUPPORT

(k) Code Enforcement. Step-up code enforcement of Downtown
buildings. Initially focus on roofs, windows, and structural elements
in order to preserve the structural/architectural integrity and assure
public safety.
(l) Design Standards. Develop Downtown design criteria to inﬂuence the
character and quality of Downtown restoration, new construction, and
maintenance.

Note: Survey continued onto a second page.
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In response to the community survey, Table 6.1, Top Priority Projects, and Table 6.2, Project Considerations,
consolidate several project initiatives to reflect findings from the community preference survey and to
accommodate the natural sequencing of design and programming elements. In addition to generalized short- (1
to 2 years), mid- (3 to 4 years), and long-term (5 or more years) implementation schedules, leading entities are
also identified for each initiative.

Table 6.1, Top Priority Projects
Rank

1

2

Projects and Programs

Years
1-2

5+

Lead Entities
CDC, City,
TxDOT,
(Proposed)
Main Street

Esplanade Streetscape Improvements

Determine the scope and prioritization of all potential streetscape
improvements. As proposed in this plan, address marked crosswalks, corner bump-outs, stylized lighting, and other streetscape
accents that improve the safety, appearance, and functionality of
Esplanade Street.



Continue coordinating with TxDOT to identify funding availability,
sequencing, and design parameters for potential streetscape
improvements.



Prepare a detailed Esplanade streetscape plan which includes
itemized cost estimates and incremental phases. Include the site
selection, design, and cost of off-site parking lots as needed.



Develop a five-year strategic implementation plan, which
will address sequencing, funding, design, and construction
timeframes.



Produce annual status reports to share with project partners,
which will help to maintain project momentum and coordinate
unanticipated challenges.



Solicit sponsorship opportunities (e.g., tree dedications,
streetscape benches, monumentation) to offset the cost and
maintenance of improvements.



Implement a comprehensive funding strategy for designing,
constructing, and maintaining the streetscape improvements.
Explore options for tax increment financing, developer
concessions, special assessments, and a private maintenance
endowment to offset the City's investments.



CDC, City,
(Proposed)
Main Street,
Chamber

Farmers Market Relocation

Establish a steering committee with Farmers Market stakeholders
to confirm interest in relocation; identify space and facility needs;
and solicit the involvement of project champions.

3-4
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Rank

3

4

32

Projects and Programs

Years
1-2

Prepare a detailed design plan for the Farmers Market structure,
parking, and circulation at the existing parking lot along
Railroad Street (as proposed in this plan). Involves parking lot
reconstruction to maximize parking spaces and to accommodate
a permanent outdoor structure that provides shade for merchants
during the market and automobiles on non-market days.



Coordinate with the Union Pacific Railroad for potential ownership
and compatibility issues relating to a Farmers Market structure
adjacent to the rail lines.



Identify total project cost, timing, and potential timing
coordination with Esplanade streetscape improvements.



Secure funding sources from the City and potential project cosponsors, such as the Chamber of Commerce, (proposed) Main
Street Cuero, and Cuero Independent School District.



5+

Lead Entities

CDC, City,
(Proposed)
Main Street

Façade Grant Program
Research Downtown Façade Grant Programs from other
communities to compare the funding sources, spending caps,
design guidelines, and administrative processes in relation to
Cuero's existing program.



Review the current design guidelines to ensure grant-funded
improvements are compatible with Downtown’s existing character
and future vision.



Weigh the costs and benefits of increasing the current program
cap from $2,500 to $10,000 (based on a 50-50 match) if higher
standards are met.



Identify sustainable funding strategies from the CDC, (proposed)
Main Street Cuero, and City's General Fund to support any
substantial increases.



Market the program to property owners, brokers, realtors,
contractors in order to build program momentum (i.e., improve
the appearance of Downtown).



Code Enforcement

City

Conduct a lot-by-lot analysis of existing code non-conformance
issues, with a primary focus on roofs, windows, and structural
elements in order to preserve the structural/architectural integrity
and promote public safety.



Plan and budget for an enhanced enforcement strategies (at
a minimum, include adequate funding and staffing of code
enforcement officers).



Develop an outreach and awareness campaign to facilitate
understanding and solicit feedback on existing issues and
potential regulatory opportunities. Tie these efforts to the Façade
Grant Program and/or Revolving Loan Fund to educate property
owners on available financial support.
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3-4

Rank

Projects and Programs

Years
1-2

Partner with other community organizations to introduce new
cleanup and beautification initiatives, such as “Clean it to the
Curb” or “Keep Cuero Beautiful.”



Develop a Downtown Ambassadors program, which selects and
trains citizens to help support the mission of code officers.



Issue citations with probationary periods, compliance deadlines,
and penalties for noncompliance.



Once an enforcement regime is in place, identify potential code
amendments that would improve the attractiveness, function,
safety, and preservation of Downtown's character.

5

6

3-4

5+

Lead Entities



CDC,
(Proposed)
Main Street,
Chamber

Direct Fundraising Campaign

Build a distribution list of targeted groups and contacts for
soliciting potential seed capital for an expanded Revolving Loan
Fund and Cuero Heritage Fund, with a special emphasis on
drilling companies.



Circulate a business survey to identify company needs in terms of
quality of life.



Seek leadership from elected City officials, CDC, the Chamber of
Commerce, and (proposed) Main Street Cuero to solicit funds on
behalf of the community.



Develop detailed literature (needs, community/company benefits,
itemized costs, marketing opportunities) on projects and
programs that need corporate sponsorship.



Solicit contributions from drilling companies and other major
employers that can help to fund capital investments and programs
in exchange for recognition and other forms of philanthropic
marketing.



CDC,
(Proposed)
Main Street

Main Street Cuero
Develop a three-year strategic plan that identifies the mission,
organizational management, and funding of a proposed and
re-certified Main Street Cuero program, which is contingent
upon October 2012 selection by the Texas Main Street Program.
Establish program objectives, which will include the provision
of business assistance and development, programming, and
management of Downtown events.



Form a steering committee to clearly delineate new
responsibilities of (proposed) Main Street Cuero in relation to the
Chamber of Commerce, CDC, and City.



Establish bylaws and recruit the Board of Directors.
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Rank

7

8

9

Projects and Programs

1-2

Carefully craft a job description for the Main Street Director to
match the specific skills necessary to succeed in Cuero.



Conduct a national search to hire an experienced Program
Director that will spearhead Downtown efforts.



3-4

Downtown Library Expansion



Identify cross-functional uses (e.g., meeting space, technology) to
solicit funding and sponsorship from project partners (e.g., CISD).



Prepare a detailed design plan for the library and its surrounding
site (i.e., public plaza at the corner of Main and Gonzales Streets)
to identify total project cost, timing, and coordination with the
reconstruction of City Hall.



Identify financing options, including community partnerships,
grants, and corporate sponsorships.



Infill Tax Incentive Program

Lead Entities

CDC, City

Identify boundaries for a Reinvestment Zone (which correspond
to the formation of a TIRZ), which will include key vacant and
blighted sites that are eligible for infill tax incentives.



Determine protocols, minimum standards, matching requirements,
and permanent funding sources of an Infill Tax Incentive Program,
which aims to promote improvements to Downtown’s overall
activity level, tax base, and visual cohesion.



Organize and recruit membership of a Design Review Committee,
which will process applications and ensure compliance with
standards.



Market the program to property owners, brokers, realtors, and
contractors through the City, CDC, and (proposed) Main Street
Cuero.



(Proposed)
Main Street,
City

Educational Workshops
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5+

City

Fund a Library Space Needs Study to evaluate existing and future
needs, which will specify the scope of new construction and
renovation at the library's current location, with the addition of a
public plaza at the corner of Main and Gonzales Streets.

Collaborate with the City, CDC, and (proposed) Main Street Cuero
to identify an Education Program Director who will spearhead
planning and coordination efforts. He or she will also serve as a
liaison for follow-up information, which is critical to sustain longterm programming.
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Years



Rank

10

11

Projects and Programs

Years
1-2

Conduct a needs assessment (e.g., survey, focus groups,
stakeholder interviews) to identify knowledge gaps and areas
of interest. Topics may include: historic preservation tax credits,
creative compliance with American with Disabilities Act (ADA)
standards, restoration/reconstruction techniques and resources,
and establishment of a Public Improvement District (PID).



Recruit local and regional experts that will have credibility with
property and business owners, developers, and elected officials.



Schedule a two-part kickoff series that tackles relevant community
issues in sufficient detail so program participants can engage in
new business practices.



Invest in marketing collateral to ensure high turnout and to create
sufficient "buzz" to lock in future program success.



3-4

TIRZ Formation

5+

Lead Entities

CDC, City

Conduct a blight study, which assesses the existing conditions
of an area which must “substantially arrest or impair the sound
growth of the municipality or county creating the zone, retard the
provision of housing accommodations, or constitute an economic
or social liability and be a menace to the public health, safety,
morals, or welfare in its present condition and use...”



Establish the geographical boundaries of the tax increment
reinvestment zone, which will be determined by the blight study.



Empower and fund the Cuero Development Corporation to
acquire, rehab and sell select at-risk properties with TIRZ funds,
dedicated general funds, or the proposed Cuero Heritage Fund.



Prepare and adopt a Project Plan and a Reinvestment Zone
Financing Plan, which should include: a detailed list of
improvement projects (and associated costs within the zone); an
economic feasibility study; methods of financing all estimated
project costs; total appraised value of taxable real property in the
zone; and the duration of the zone, among other items.



Freeze tax revenues in those boundaries, and apply tax money or
public bonds to support economic development projects in the
zone, which are typically used to pay for infrastructure and capital
improvements.



CDC,
(Proposed)
Main Street

Cuero Heritage Fund
Coordinate with local banks to establish a loan pool to capitalize
and administer the fund.



Explore various capitalization sources through the USDA, SBA,
CBDG, EDA, and other state and national funding pools.



Contribute City funds to a new Revolving Loan Fund or create a
separate fund to guarantee bank financing.
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Rank

12

Projects and Programs

Years
1-2

Develop underwriting and project eligibility criteria, which may
include: low-interest and deferred loans, sale-leasebacks, façade
improvements, sign grants for historic properties, and technical
assistance (design) grants.



Disseminate program information amongst business groups,
developers, brokers, educational institutions, and the general
public through marketing collateral, educational workshops, guest
speaking events, and roundtable discussions.



3-4

5+

Lead Entities

CDC,
(Proposed)
Main Street,
Chamber

Joint Marketing

Solicit annual financial support from the Chamber of Commerce,
CDC, (proposed) Main Street Cuero, and the City to be used for
joint marketing collateral and coordination to increase regional
and local tourism.



Under leadership of the (proposed) Main Street Cuero, form a
Downtown Marketing Committee with representation from all
the funding organizations to ensure organizational interests are
equitably served.



Enlist graphic design professionals to create a unified branding
message, iconography, and color palette that incorporate the
findings of the Downtown Cuero Plan with additional community
inputs.



Hire professional designers to develop a multi-purpose Downtown
website that highlights special events, development resources,
real esate listings, and local news. Identify and fund a website
administrator that will keep the site current.



Develop a suite of Downtown marketing collateral (e.g.,
brochures, direct mail, newsletter templates, welcome packets)
that can be used by different entities and organizations that
promote Downtown tourism.



Consider regional broadcast PSAs to promote Downtown cultural
amenities and special events. This could include a regular series
on Downtown events, programs, ground-breakings, and history.



Table 6.2, Project Considerations
Rank
13

Projects and Programs

1-2

3-4

Parking Signage
Invest in parking signs that reserve on-street parking for business
customers only. If the problem persists, consider enforcing a twohour parking maximum.
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5+

Lead Entities
City



Rank
14

Projects and Programs

Years
1-2



Alley Improvements

CDC, City


CDC, City,
(Proposed)
Main Street

Gonzales Corridor
Install streetscape accents, brand, and program Gonzales Street
as the City’s public promenade and civic spine, as referenced
in Focus Area 3.2 of the Comprehensive Plan, which addresses
improved sidewalk circulation, “Complete Streets,” on-street bike
lanes, and a trail system.

17



One-Way Conversion of Church Street

CDC, City

From Gonzales to Esplanade Streets, convert Church Street to
one-way traffic flow with diagonal parking spaces to maximize
parking capacity.
18



Design Standards

City

Develop Downtown design criteria to influence the character
and quality of Downtown restoration, new construction, and
maintenance.
19



CDC,
(Proposed)
Main Street

Virtual Downtown Incubator

Work with the Cuero Development Corporation and educational
institutions to establish a “virtual incubator” Downtown. This
would provide a range of professional services targeted at
entrepreneurs seeking to start or expand a business Downtown.
20



Certified Local Government Status
Seek Certified Local Government (CLG) status to help bring more
historic preservation resources into the City.

Lead Entities
CDC, City

Redesign key Downtown alleys to improve parking capacity,
appearance (e.g., trash enclosures), and pedestrian access as
referenced in Chapter 3 of the Comprehensive Plan.
16

5+

Gateway Accents
Construct streetscape improvements, signage, and
monumentation at the corner of Esplanade and Broadway Streets
to mark the entrance to Downtown.

15

3-4

CDC, City
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Section 7

Conclusion

T

here is no one single strategy to improve
Downtown. It involves a combination of public
physical improvements, coordinated publicprivate management, event programming, marketing
activities, business support services, and incentives
and regulations. And while the latter are generally
the easiest and cheapest to implement, they can
sometimes undermine the most important strategy
of all – improving the overall climate for investment
– if not tailored to local conditions and coupled with
incentives. In short, both “carrots and sticks” are
needed to turn around Cuero’s Downtown.

gas funded programs may be most effectively set up at
the county level and distributed based on community
size, implementation capacity, and environmental
impact.

Ultimately, however, the best Downtown revitalization
strategy is a regional economic strategy – one that
seeks to increase incomes, jobs, and new business startups region-wide. Many of these strategies have already
been laid out in the Cuero Economic Development
Strategic Plan and supplemented herein.

Currently, there is a lack of private reinvestment
Downtown resulting in buildings that are increasingly
at risk of becoming blighted. This lack of investment
can be attributed to a host of overlapping factors:

In addition to the strategies presented here and in
the Economic Development Strategic Plan, the City,
along with others in the Eagle Ford Shale region,
should also look at ways to funnel fees and royalties
stemming from oil and gas extraction operations into
downtowns. The vehicle for this could be a dedicated
investment fund capitalized mostly through fees and
donations from drilling companies and supplemented
with state, federal, and local program funds. Oil and

 Space is not in demand – i.e., no perceived market
for rehabbed space.

Regulatory tools are also needed to protect
Downtown’s historic assets by preventing them
from being destroyed by neglect and to stabilize the
investment market by assuring that new investments
won’t be diminished by deterioration “next door.” This
adds a degree of comfort and certainty to real estate
investment decisions.

 Owners are not creditable or “bankable” – i.e.,
owners can’t get financing.

 Rehab is market prohibitive – i.e., rehab costs
exceed financial returns resulting in project “gap.”
 Technical fear – i.e., confusion or intimidation
over how to do historic renovations, and the
belief that such work is either too expensive or
that competencies are unattainable or unavailable
locally.
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 Owner inertia – i.e., lack of owner motivation
usually the result of a combination of the above
along with abnormally low real estate holding costs
such as taxes, insurance and maintenance.
The recommendations contained in this plan
attempt to work on all of these factors simultaneously.
Financing tools such as revolving loan funds, the
proposed heritage fund, tax increment finance, tax
credits and façade grants help address the “creditable”
and “marketable” issues; whereas, the proposed
Main Street Cuero program and the Certified Local
Government (CLG) can help neutralize technical
fear. The business development strategies outlined in
the virtual incubator concept begin to improve the
demand side, and regulatory enforcement begins to
work on owner inertia.
One of the most important and sensitive issues facing
Downtown Cuero’s regeneration, however, hinges on
bringing the tax code more in line with redevelopment
goals for Downtown. This also gets to owner inertia.
Taxes shouldn’t be so high as to unfairly burden
property owners and discourage reinvestment, nor
too low causing deterioration in public services
or effectively reducing property holding costs to
abnormally low levels.

Very low taxes coupled with a weak regulatory regime (the
current situation in Cuero) allows unmotivated property
owners to basically “sit” on their property without being
compelled to maximize the use and income that can be
derived from them. More neglect is the likely result.
Likewise, too high of taxes also acts as a disincentive
to make major property improvements. Striking the
right balance and applying it evenly and consistently
is crucial in helping to instill investor confidence and
facilitate a virtuous cycle of reinvestment.
Another way to promote reinvestment in Downtown
buildings is to provide tax incentives for those
making substantial investments in their property.
Such incentives can range from abatements of taxes
for a certain period of time – otherwise known as a
tax “phase-in” – or more powerfully by providing tax
credits against the costs of improvements.
Currently, a large section of Downtown is listed on the
National Register of Historic Places. This opens up the
possibility of investors being able to reap federal tax
credits of up to 20 percent for rehabs that meet the
National Register’s rather exacting criteria. The tax
credit applies toward one’s federal income tax and can
be taken over a period of years.

∙ Entreprene
sm
urs
ali

hip

Lo
c

-Makin
t
e
k
r
a
g
M
Business
Development

Regulatory
Correctness

Incentives
Business Climate

en

se

Real
Estate
Development

m

ADOPTED 09.05.12

Projects

d-U

cA

40

Strategic
Catalytic

P u b li

Promotion and
Branding

Programs

ixe

Assistance

velopmen
e De
t
c
a
Pl

Bricks & Mortar

Organizational
Structure and
Alignment

itie s

∙ H o u sin

g∙

M

Public Finance
Tools

Cuero could potentially implement an additional mechanism
to encourage appropriate building renovations that are
scaled to the City’s more modest market, by offering tax
abatements or “freezes,” or tax credits against local property
taxes.
Under a tax credit program, property owners would
essentially be buying credits with the dollars they put toward
their renovations. The credits could be used over a period
of years and once they’re exhausted, owners would return to
paying a full, regular amount of taxes. Alternatively, the City
could offer a sweetener tax credit to be used in conjunction
with federal historic credits.
Under a more normalized tax structure, some form of local
tax credit program could be a very powerful incentive in that
it would allow investor/owners to essentially pay their taxes
with their construction invoices – basically giving them a
“double bang” for the buck. It eliminates the double hit that
investors face when they do major rehabs, and then they are
faced with an increased tax bill for the trouble.
It needs to be pointed out, however, that this type of system
could drastically strain tax collections and the public services
that they support if it becomes widely used. It also can’t be
used concurrently with more traditional tools such as tax
increment finance (TIF/TIRZ). In this case, such a policy
should have a sunset or scale-down provision that gives the
greatest rewards to the “first-in” investors who help establish
the market. This type of provision would also instill some
urgency by establishing a window in which to take advantage
of the program. As stated earlier, property owners should be
forced to adhere to some basic building design standards in
order to be eligible.

Encourage More Live-Work
Getting more people to live Downtown is critical to reviving
it. Given the complications and expense associated with
making upper floors of historic buildings compliant with
the American With Disabilities Act (ADA) requirements,
the most likely candidates for above-the-storefront living are
the street-level merchants themselves. This, in fact, is the
situation with several of the existing upper-floor living units.
The City should encourage more upstairs-downstairs livework arrangements by educating property owners about
the potential lifestyle and tax advantages of such living
arrangements (portions of the living space used for business
can be depreciated for instance), and by offering its richest
incentives for projects that include a housing component. It
should conduct workshops in conjunction with the Texas’
historic preservation office toward identifying creative ways
to work around ADA standards.
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