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INTRODUCTION
About me
Specialist in commercial district retail strategies

100+ communities nationally and internationally

New York City Planning Commissioner

Assistant Visiting Professor, Pratt University

Leadership
Board Member, International Downtown Association

Co-Chair, NYS Alliance, International Council of Shopping Centers

Co-Chair, PlaNYC Advisory Council

Member, Advisory Council, 4th Regional Plan, Regional Plan Association

Author/Editor/Blogger 
Improving Tenant Mix, ICSC

Commercial Revitalization Planning Guide, LISC

www.commercialdistrictadvisor.com
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INTRODUCTION

About you

retail attraction experience (multi-site) 

years of experience

upper-income vs. middle-income vs. lower income

previous ICSC trade show attendance



©2015

COURSE AGENDA

Part 1: Get “Retail Ready”

Part 2: A Step by Step Guide to Retail Attraction
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GET “RETAIL READY”

Part 1: 
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Why does tenant mix matter?
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What drives customer loyalty?

Source: John Skinner, Verde Group/ ICSC Global Research Network, p. 7 

Summary of Strategies

District 

Experience

Tenant Mix

Location

Behavior Drivers
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What drives customer loyalty?
Summary of Strategies

DISTRICT EXPERIENCE

Access

Security

Physical Environment

Services

Events

STORE EXPERIENCE

Selection

Prices

Customer Service

Store Layout

Merchandising

STAGE SELL
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How do we get there?

Tenant mix

Retail density 

Parking/Access 

The outcomes we seek…

Improved Shopper preference

Higher real estate values

Retail sales and sales growth over time

Source: Econsult, “Commercial Corridors: A Strategic Investment Framework for Philadelphia, March 2009

Characteristics of successful corridors

Corridor Size

Leadership
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Are you ready for retail attraction?
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Retail ready also means…

• Engaged property owners

• Available space - right size, type and location



©2015

A “good” tenant mix is one of the 

strongest indicators of commercial 

district success

(Of course, “good” is relative)
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STEP BY STEP GUIDE 
TO RETAIL ATTRACTION

PART 2:
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Walk your district and observe the 
existing retail mix

Talk to those in the know
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Identify your traffic 
generators

Define retail micro-
climates
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Parking/Access
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Perception of crime/safety
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Perception of crime/safety
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What data do retailers 
want?
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Hint, Hint. This is where you come in….

Additional “wish list”

Daytime population

Non-census based data

Short-term neighborhood 
change

Pedestrian counts

Detailed ethnic composition

Visitor Population

Recent public investments
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Destination

30 min – 1 hour+++

Comparison

10 – 30 min

Determine Trade Area

Convenience

0-10 minutes
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Convenience District
- Everyday goods/services
- Proximity
- More frequent visitation
- Competition less critical
- Smaller trade area
- Lower average sales

Destination District
- Unique goods/services
- Out of the way OK
- Less frequent visitation
- Competition
- Larger trade area
- Higher average sale
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Consumer Demand Q&A

Where does your district fall on the trade area spectrum?

Do you know your district demographics?
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Additional customer data

Preferences

Consumer concerns

Prospects

Source: LISC Commercial Revitalization Planning Guide
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Tapestry Segmentation
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Who are your customers?

42%

30%

12%

9%

6%

1%

Psychographic 

Profiles

Urban Melting Pot neighborhoods 

are ethnically diverse, made up of 

over 50% foreign-born residents. 

Fashion conscious, yet cost 

conscious, Urban Melting Pot 

residents love to shop. 

International Marketplace

neighborhoods are 

developing urban markets 

with a rich blend of cultures. 

They buy groceries, diapers, 

and children’s clothes. 

Hispanic cultures dominate this 

family oriented segment. Putting 

their children first, NeWest Residents

lead a strong, family-oriented 

lifestyle. 

High Rise Renters residents are a 

diverse mix of race and ethnicity. 

They buy household items and 

apparel at discount stores and 

affordable department stores. They 

do not dine out regularly.

City Lights residents earn a good 

living working in white collar and 

service occupations. They buy 

household furnishings, groceries, 

personal goods, and entertainment. 

Geography: Primary Trade Area (.5 mile) Source: Esri, 2012

City Strivers shop at wholesale 

clubs for groceries and children’s 

essentials. 
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LOA Strategic Positioning Matrix
Mapping your District’s Business Mix

What are their preferences?
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What is the “right” mix?

LOA Strategic Positioning Matrix
Mapping your District’s Business Mix

TJ Maxx

Brooklyn 

Industries

Macy’s

Dollar Store

Talbots

Blink Gym

Retailer price point as 

it relates to relative 

income benchmarks.
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Define your target customer
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Opportunity site inventory

Lease expiration dates

Owner expectations – lease rates, 
uses
Owner interest - don’t engage if an 
owner is recalcitrant to share 
information. 

You do not want to go to a retailer 
without some assurance that you have 
a viable site
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Property Owner Engagement

Listen to their ideas and concerns

Engage early through market research

Move on if recalcitrant

Don’t give up. Revisit after successful 
execution

Request formal commitment before 
expending time/resources
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Identify Retail 
Categories to Target
Consumer demand

Community preference 

Size and configuration of 
opportunity sites
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Map of the district that 
clearly identifies retailers 
and major activity 
generators
Information about any 
incentives or resources for 
retail

Testimonials from 
merchants

Sales figures for your 
district
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District Sell Sheets
(completed in house)
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Property Sell Sheets
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Share your findings and vision 
with the stakeholders

Become a vehicle for connections
• Real estate events
• Monthly alerts (vacancies, new 
business openings, businesses 
for sale, business testimonials

Make the commercial real estate 
community aware of your targeted 
retail approach
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Share your strategy

Get to know:
- Leasehold expiration dates
- Rent expectations
- Use Preferences

Offer to help

Reach out regularly

Remember. Leasing starts BEFORE 
you see the “For Rent” sign
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PROSPECTING Q & A

How many of you have attended a trade show? 
What has worked and what hasn’t?

How many of you actively prospect? 
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What not to do.
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Relationships matter more 
than materials

National vs. regional vs. local

Tenant reps vs. broker reps
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Criteria Range

Hispanic Population 23% - $40%

Median Household Income $29,000 - $60,000

Population Density 42,000 – 105,000

Scout “like” neighborhoods

Lower East 

Side

South + East W’burg

Sunnyside

Astoria

Morningside/Harlem

Retail Attraction Committee

• Meet regularly 

• Eat, shop, visit  prospects

• Discuss prospects before 
active pursuit
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Read, Absorb

Industry publications

Shopping Centers Today

Retail Traffic

Reference USA (sales psf)

Local news

Wall Street Journal

Business Journals
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Network

Tradeshows

Websites

Brokers/Leasing Agents

Regional Real Estate Reps

Go to where the 
businesses are

Chambers of Commerce

Merchants Associations

Business Competitions
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MAINTAIN A PROSPECT DATABASE

• Business Contact Information
• Broker Contact Information
• Lifestyle/Pricepoint
• Square Footage Needed
• Desired Rent
• Other locations
• Strength of prospect (hot/warm/cold)

- Keep track of when to follow up
- Be persistent
- Stir up the competitive juices
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Prospect Sheets
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Do your homework before the pitch

Do you have the right people?

• Einstein Bros. Bagels �70% some college education

• Mandee’s � trendy young women with mod/low incomes

Do you have enough pedestrian traffic?

• Auntie Anne’s � 30 pp. every 5 minutes during off-peak

Do you have the right space? 

• CB2 � 6,000 – 9,000 sf, target young professionals

• Pinkberry � 600 – 1,600 sf 
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Characteristics Duane-Reade CVS Walgreens

Trade Area Size 3-5 miles

Trade Area Population 25,000 18,000 20,000

Store Size SF 12,900 (96 x 137) 14,560sf (112 x 130)

Site Preferences High visibility, high traffic count Signalized intersection with heavy traffic count

Parking Requirements 75-80 cars 70+ cars

DRUGSTORE

GROCERY STORE

Prospect Research
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Invite prospects on a 
choreographed tour of your 
district

District-Wide “Open Houses”
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Letter campaigns 

Repetitive outreach
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Play the mediator to negotiations, don’t be the broker 
(unless you have to)

Be prepared with resources that will help tenants 
in their interactions with the landlord

Don’t be discouraged, getting to “yes” can 
mean hearing “no” multiple times
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Grand Openings

Build credibility, engage 
more property owners, 
and attract more retail

Issue press release, invite 
local leaders, cut that 
bright red ribbon!
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STEP 11:  EVALUATE OUTCOMES

Have a system in place to measure success as well as failure
Sharing your success will provide your organization with 
valuable recognition
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Wash, rinse, repeat! 

Consistent repetition is 
fundamental to the success of 
your effort.
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BEST PRACTICES
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Downtown Brooklyn. Nightlife.
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Pop Ups
Temporary Art Installation Permanent Retail

Organization: No Longer Empty
Corridor: 8th Street, Manhattan, NY
Challenge: Long-term corridor vacancies
Outcome: Short-term use resulted in immediate occupancy
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South Bronx. Aspirational Staging

Vacancy: Before
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South Bronx. Aspirational Staging
Vacancy: After
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Woonsocket, RI. Main Street Open House

Organization: Neighborworks, LISC
Corridor: Main Street, Woonsocket, RI
Challenges: High vacancy rate
Outcome: 20+ businesses (since 2010)
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Bed-Stuy, Brooklyn. Social Media
Organization: Bed-Stuy BID, SBS
Corridor: Fulton Street
Challenges: Need for higher quality 

businesses
Outcome: Healthy food 

establishment
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Parting Words

• Retail attraction is not a “quick fix”

• Some retail attraction begins with the fundamentals

• Relationships are key to successful leasing

• Engage your board and local residents in the effort

• Don’t get discouraged – there will be many “no’s” before a “yes”
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THANK YOU!

www.larisaortizassociates.com
718-205-5116

Twitter: @cdadvisor
Facebook: Commercial District Advisor

Blog: www.commercialdistrictadvisor.com

Download for free at:

www.icsc.org/uploads/gpp/ICSC-

Guide-for-Improving-Tenant-Mix.pdf
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COMPLETE YOUR SHOW EXPERIENCE
MORE THAN 30 SESSIONS CAPTURED LIVE DURING RECON!

• Recording Package $150 usd

• Extend Your Own Education

• Share Sessions with Colleagues

• Compatible with Mobile Devices

icsc.sclivelearningcenter.com
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Course Evaluation

Please Complete Your Evaluation Now.

1. Take Out Your Smartphone or Tablet

2. Go to survey.icsc.org/2015RECON

3. Select this course: 
Optimizing Tenant Mix for 

Downtown Business Districts 


