Comprehensive Implementation & Strategic Plan: Downtown
Welland Revitalization

James Takeo’s vision captures the exact balance Downtown Welland needs: capitalizing on distinct geographic
and cultural assets (the Canal, historic architecture, arts) while taking a pragmatic, low-bureaucracy approach
to safety, storefront vacancies, and community activation.

Below is an expanded, step-by-step implementation framework, complete with operational mechanisms,
resource requirements, estimated budget ranges, and key performance indicators (KPIs).

1. Action-Oriented Downtown Task Force

[BE0

[=al - Heritage & Arts (e.g., Central Fire Hall)

I
- Residents & Property Owners ‘% - Social Services & Outreach %
@ - City Planning & Public Works - Events & Tourism

[ [

- Regional & Police Liaisons %

Implementation Mechanics

e Charter & Governance: Form a 9- to 11-member working committee approved by City Council with a
24-month fixed mandate. The group must be empowered to make direct recommendations and bypass
multi-tier subcommittees.

e Bi-Weekly Rapid Triage: Meet every two weeks for 60 minutes with a standing agenda:

1. Immediate Maintenance & Cleanliness Log (48-hour response tracking).
2. Vacancy & Commercial Inquiries Pipeline.

3. Safety & Outreach Field Updates.

4. Upcoming Activation Calendar.

e Public Dashboard: Publish a digital "Progress Tracker" updated monthly showing metrics like vacant
space filled, incidents resolved, and events hosted.

Resource / Cost Item | Implementation Lead Estlm;:iidg:\tnnual Funding Mechanism
Task Force Coordinator| . .
(Part-Time/Contract) City of Welland / BIA $35,000 — $50,000 Shared Municipal/BIA Budget
Public Dashboard - -
Software & Admin Task Force Tech Lead $2,000 — $5,000 Existing Municipal IT Infrastructure
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2. Storefront Activation & Business Incentive Ecosystem

BUSINESS &
PLAN

[ Vacant Storefront Identlfled ]

QB

[ Landlord Engagement Property Tax Offset/ Utility Subsidy ]

—

[ Tiered Tenant Matching ] e/ @ 2.
—— Tier 1: 30-to-90 Day Pop-Up (Art Gallery / Seasonal Maker) o]

—— Tier 2: 6-to-12 Month Incubator (Emerging Retail / Cafe)
. ——Tier 3: Long-Term Lease (Commercial Conversion / Office)

A

[ Upper Floor Residential Conversion via Community Improvement Plan (CIP) ]

Implementation Mechanics

e "Meanwhile Use" Agreements: Create standardized, pre-vetted temporary lease templates for property
owners to offer 30- to 90-day low-cost leases to makers, culinary entrepreneurs, and pop-up retail
without risking long-term tenant locks.

e Storefront Matching Platform: Launch a central registry of available commercial square footage
matched with vetted applicants from local incubators, Niagara College entrepreneurship programs, and
local craft guilds.

e Community Improvement Plan (CIP) Enhancement: Offer grant top-ups for building code compliance
(fire separation, accessible entrances, plumbing upgrades) specifically targeted at converting upper-floor
vacant spaces into residential apartments.

Resource / Cost Item |[Implementation Lead (E:zt;::aalted SR Funding Mechanism

Storefront Facade &  [Economic 75,000 — $150,000/ [Enhanced Municipal CIP & Regional
Interior Match Grants [Development r Grants

Pop-Up Insurance & . .
Permit Subsidy Pool BIA / Task Force |$15,000 —$25,000 / yr [BIA Operating Budget / Sponsorships
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3. Welland Downtown Arts & Heritage District

Implementation Mechanics

Official District Delineation: Establish clear visual boundaries (East Main St., King St., Division St., and

the Canal corridor) using unified wayfinding, artistic street pole banners, and historical plaques.

Heritage Anchor Activation: Integrate historic anchors—such as the Central Fire Hall and the Welland

Museum—as cornerstones for walking tours, creative maker studios, and micro-event venues.

Mural & Public Art Corridor: Commission local artists for rotating mural walls on vacant building

exteriors, canal bridge approaches, and alleyways to deter tagging and create walkable visual corridors.

Downtown Cultural Axis and Implementation Plan

Canal Tralls / Floatlng Stage

Commencing rotating mural walls on vacant building interiors, canal bridge approaches and aIIeyways to deter tagging and create walkable visual corridors.

Resource / Cost Item

Implementation Lead

Estimated Cost /
Capital

Funding Mechanism

Public Art & Mural
Commissions (4—6
sites/yr)

Arts & Culture Advisory

($30,000 — $60,000 / yr

Ontario Arts Council, Heritage Grants,
Private Donors

\Wayfinding & Heritage

Public Works / Tourism

($25,000 — $45,000

Signage Package

(one-time)

[Tourism Relief / Municipal Infrastructure

4. Maintenance, Safety, and Compassionate Outreach

[ Environmental Design & Cleanliness ]

[ Environmental Design & Cleanliness ]

- 48-Hour Rapid Maintenance Response
- Upgraded Warm LED Street Lighting
- Daily Downtown Ambassador Street Sweeps
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[ Downtown Safety & Dignity Model ]

Ny

(I

- Direct

Health/Housing

[ Integrated Social Care]

a8

diversion
oo
=S ﬁ
Supportive
ousing

[ Integrated Social Care ]

- Dedicated Outreach Teams (Health/Housing)
- De-escalation & Crisis Diversion

Pathways to Supportive Housing
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Implementation Mechanics

e Downtown "Clean Team" Ambassador Program: Deploy seasonal/part-time ambassadors for morning
sidewalk sweeping, graffiti reporting/removal, floral/planter upkeep, and welcoming visitors.

e Integrated Outreach & Support: Coordinate with Niagara Region Assertive Community Treatment
(ACT), local addiction recovery centers, and emergency shelter providers to ensure outreach workers

are physically present on a regular schedule downtown.

e CPTED Audits (Crime Prevention Through Environmental Design): Conduct walk-through audits
with local emergency services and property owners to eliminate dark alcoves, install warm LED ambient

lighting, and remove sightline obstructions.

Resource / Cost Item Implementation Lead Estimated Cost / Capital

Funding Mechanism

Downtown Ambassador /

Clean Team (2 staff) BIA / Public Works

($40,000 — $65,000 / yr

Municipal Public Works
Shared Service

Lighting & Security

Hardware Upgrades Public Works

($30,000 — $70,000

Capital Works Reserve /
Safety Grants

Niagara Region / Social
Services

Specialized Mental
Health/Addiction Outreach

Regional Alignment

Niagara Region Community

Services Budget

5. High-Frequency Micro-Activations

Instead of concentrating the entire annual promotional budget on one or two large weekends, distribute funding

across regular, repeatable weekly and monthly programming.

[ Weekly Rhythm ]
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[ Monthly Cadence ] [ Seas
- Friday Busker &s” - 1st Friday “Art &
Corners Bites Walk” l
- Saturday Canal - 3rd Thursday Open
Farmer / Makers Mic / Floating Stage
Market Showcase

®,E

s @
\ <
4 €

ninai Rhythm ]
- Spring Clean &
Garden Kickoff

- Summer / Canal 4927

Concerts 5@

- Fall Harvest &
Luminary Night &&= 0!

- Winter Market &
Heritage Lighting @

(2 Y
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Implementation Mechanics

e Streamlined Event Permitting: Institute a single-window "Blanket Permit" for recurring downtown
events, exempting small-footprint organizers from repetitive fees and bureaucratic delays.

e Plug-and-Play Street Infrastructure: Install standardized external power hookups at key public nodes
(Civic Square, Floating Stage entrance, East Main parkettes) so vendors and musicians can set up

without generators.

Resource / Cost Item

Implementation Lead

Estimated Cost / Capital

Funding Mechanism

Annual Micro-Event
Programming Fund

Task Force Events Chair

$35,000 — $60,000 / yr

Local Corporate
Sponsorships, BIA, Vendor
Fees

Power & Acoustic
Infrastructure Upgrades

City Facilities

$15,000 — $30,000
(one-time)

Parks & Recreation Capital

Fund

6. Canal-to-Core Physical & Economic Integration

Recreational Canal & Trails

S E
ERE

,ﬁm Oq]io

il l (Enhanced Crossings, Pavement Murals, Wayfinding) %
Cross-Street Connectors (e.g., Division / East Main / West Main) 1

!

Downtown Core: Dining, Retail, Patios, Galleries

Implementation Mechanics

NaRSaa=

e Visual Trail Gateways: Install high-visibility physical interventions (decorative archways, trail-side bike
repair stations, maps, and shaded seating) at key canal trail access points directing users into the core.

e "Paddle/Pedal to Patio” Commercial Incentives: Partner with waterfront rental operators and cycling
groups to offer stamp cards or digital promotions redeemable at downtown eateries and shops.

e Patio Extension Framework: Facilitate seasonal curbside and waterfront pop-up patios with waived

municipal encroachment fees during the s

pring-to-autumn corridor.

Resource / Cost Item

Implementation Lead

Estimated Cost /
Capital

Funding Mechanism

Trailhead Gateways &
Bike Amenities

Parks & Rec / Public
\Works

($20,000 — $40,000

Active Transportation & Healthy
Communities Grants

Crosswalk & . - ,

Connection Art Public Works / Arts 110,000 — $20,000 Municipal Road Maintenance / Art
Group Funds

Pavements
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7. Multi-Tiered Strategic Partnerships

Partner Entity

Strategic Role

Shared Resource / Contribution

Niagara College (Welland Campus)

Student housing integration, culinary
pop-ups, graphic design/marketing
support.

Student capstone projects, seasonal
foot traffic, live event staffing.

Niagara Region

Social infrastructure, public transit
frequency, affordable housing
incentives.

Regional Housing Facility grants,
transit link optimizations.

Local Service Clubs & Non-Profits

\/olunteer mobilization, heritage
preservation projects, charity
food/craft events.

Grassroots labor, historical archives,
established community networks.

Private Financial Institutions &
Developers

Commercial lending for adaptive
reuse, building restoration capital.

Low-interest facade/renovation loan
pools, commercial sponsorships.

8. Narrative Reframing & Public Relations

Implementation Mechanics

e "Faces of Welland™ Content Series: Launch a professionally curated bi-weekly spotlight featuring
downtown entrepreneurs, long-time legacy business owners, artists, and community builders across
social platforms and regional media.

e Earned Media Strategy: Pitch turnaround milestones (e.g.,

“3 New Independent Businesses Open on

East Main”, “Heritage Fire Hall Secures Restoration Step”) directly to regional outlets rather than waiting

for formal annual reports.

e Direct Real Estate Showcase: Host an annual "Open Doors Commercial Tour" inviting regional
entrepreneurs, craft brewers, artists, and restaurateurs to tour available properties and meet willing

landlords directly.

Resource / Cost Item

Implementation Lead

Estimated Cost / Capital

Funding Mechanism

Content Production &
Social Campaign

Task Force Marketing Lead

$12,000 — $20,000 / yr

BIA Marketing Levy /
Corporate Partners

Annual "Open Doors"

Investor Tour BIA

Economic Development /

$3,000 — $6,000 / yr

Registration Fees /
Sponsorships
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Master 36-Month Phased Rollout Schedule

& Phase 1: Months 1-6 (Foundation & Quick Wins)

v/ Establish Council-backed Task Force & Charter I
v Conduct Street-level Vacancy & Safety Audit I
v/ Launch 48-Hour Rapid Maintenance Protocol (el
v Pilot first 3 Pop-Up Storefronts P Ihe

1™ Phase 2: Months 7-18 (Activation & Physical Upgrades)

A Implement “Downtown Clean Team” Ambassador Program

£+ Roll out bi-weekly Canal-to-Core micro-events

@ Launch Arts District branding, murals, and wayfinding !
@ Initiate CIP grants for upper-floor apartment conversions /"

“d

hase 3: Months 19-36 (Capital Investment & Long-Term Growth)
i Complete key heritage restoration landmarks
~ Secure permanent commercial tenants in >60% of targeted vacant spaces
.. Permanent streetscape & canal gateway infrastructure upgrades
4 Full integration of student, residential, and visitor foot traffic

Key Performance Indicators (KPlIs) to Track Progress

1. Commercial Vacancy Rate: Reduction of ground-floor vacancies in the core zone by 35% within 24
months.

2. Pedestrian Foot Traffic: Baseline measurement via trail counters and downtown sensors showing a
25% year-over-year increase during non-festival weekends.

3. New Residential Units Created: Number of upper-floor conversions approved and completed through
the CIP framework.

4. Maintenance Response Time: 90%+ of non-emergency downtown maintenance tickets resolved within
48 business hours.

wntown Welland Revitalization - Jessica LaHay
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