
1

CAPTURING  
VALUE 

AND  
PRESERVING

IDENTITY

A report by Kiley Arroyo 

Commissioned by the  
Global Cultural Districts Network

Executive Summary    
& Value Capture Tools



76

EXECUTIVE SUMMARY
Protect your Assets: How Cultural Districts Can Use Existing Assets to Build New Revenue 
Streams, Promote Equity, and Thrive

Cultural infrastructure is a public good and, as such, generates value in ways that are 
consistent with other types of civic infrastructure. Just as new physical infrastructure 
like a bridge or transit line spurs unique opportunities for developing the surrounding 
areas, so too do investments in cultural infrastructure.

6JG�RWTRQUG�QH�VJKU�TGRQTV�KU�VQ�FGUETKDG�JQY�C�XGVVGF�UWKVG�QH�RWDNKE�ƂPCPEG�VQQNU�CPF�
inclusive practices can help cultural districts leverage existing assets to spur investment, 
create new revenue streams, and advance equitable development. 

These tools and tactics fall broadly under the heading “value capture.” 

WHAT IS VALUE CAPTURE?

6JG�KFGC�VJCV�RWDNKE�CEVKQPU�UJQWNF�IGPGTCVG�RWDNKE�DGPGƂVU�KU�VJG�DCUKU�QH�XCNWG�ECRVWTG��
#U�CP�GOGTIKPI�ƂGNF�QH�RWDNKE�ƂPCPEG��XCNWG�ECRVWTG�KPENWFGU�C�UGV�QH�VQQNU�VJCV�TGEQXGT�
and reinvest uplifts in real estate value that are produced by public sector investments. 

For example, in the case of public transit, investments are traditionally paid for by a 
combination of user fares and general taxes. Value capture taps a group of actors that 
FQ�PQV�V[RKECNN[�EQPVTKDWVG�VQ�VJGUG�KPXGUVOGPVU�DWV�UVKNN�DGPGƂV��RTQRGTV[�QYPGTU�CPF�
developers. These actors hold real estate that increases in value as a direct result of 
RWDNKE�GZRGPFKVWTGU��8CNWG�ECRVWTG�VQQNU�TGENCKO�C�RQTVKQP�QH�VJGUG�DGPGƂVU��YJKEJ�ECP�
cover the cost of providing public infrastructure. 

DIRECT VERSUS INDIRECT VALUE-CAPTURE 

The report covers a wide range of potential value capture tools, grouped into two main 
categories: direct and indirect tools. 

&KTGEV� XCNWG�ECRVWTG� VQQNU�IGPGTCVG� TGXGPWG� HTQO� VJG�WUG�QH� CP� KPHTCUVTWEVWTG�CUUGV��
Bridge tolling is a typical example, where drivers pay a fee with each use. The revenue 
collected helps to offset the cost of construction, operation, and maintenance.

Indirect value capture tools reclaim some of the additional value created by public 
infrastructure. For instance, when a city expands its public transit system, this expansion 
raises the value of properties in the corridor along the new line. This uplift, in turn, 
creates opportunities for new revenue streams.

Image:
La Biosphère, 
Montreal
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DIRECT VALUE CAPTURE TOOLS

This section of the report describes a broad range of direct value-capture tools relevant 
to cultural districts, including a case study on the Southbank Business Improvement 
&KUVTKEV��

• Special Assessment Districts 
6JG�$WUKPGUU�+ORTQXGOGPV�&KUVTKEV�
$+&��KU�QPG�QH�UGXGTCN�V[RGU�QH�5RGEKCN�
#UUGUUOGPV�&KUVTKEV�
5#&���YJKEJ�CNUQ�KPENWFG�%QOOWPKV[�$GPGƂV�&KUVTKEVU�
%$&���
$GPGƂV�&KUVTKEV�&GUKIP�1XGTNC[��CPF�6CZ�+PETGOGPV�(KPCPEKPI�
6+(���6JGUG�CTG�CNN�
concerned with the imposition of an additional tax or payment on properties within 
C�FGƂPGF�IGQITCRJKE�CTGC�KP�QTFGT�VQ�HWPF�URGEKƂE�RWDNKE�KORTQXGOGPV�RTQLGEVU� 

• Tax Credits 
Tax credits are a useful tool for incentivizing community development, such as 
affordable housing, that might not occur if left entirely to market forces. Other 
potential tax credits include historic preservation and new market tax credits 
FGUKIPGF�VQ�KPETGCUGU�VJG�ƃQY�QH�ECRKVCN�VQ�NQY�KPEQOG�EQOOWPKVKGU�VJTQWIJ�VJG�
provision of tax incentives.

ASSET RECYCLING

Asset recycling is the monetization of public or non-public goods by, for example, 
selling or leasing assets to create revenue streams. Land banking, lease of public lands, 
and the monetization of green infrastructure are typical strategies.

INDIRECT VALUE CAPTURE TOOLS

This section of the report examines several indirect value capture mechanisms and 
features two case studies: The Minnesota Street Project, San Francisco, and the 
%JKPCVQYP�0;%�s�5RGEKCN�<QPKPI�&KUVTKEV�

• Zoning 
The zoning category of tools includes upzoning, allowing for denser, use of space; 
inclusionary zoning, preserving a certain percentage of residential units below 
OCTMGV�TCVG��CPF�VJG�GZRNQKVCVKQP�QH�GZKUVKPI�\QPKPI�TGIWNCVKQPU�VQ�RTQOQVG�URGEKƂE�
outcomes. 

• Development Rights 
This tool refers to the transfer of development rights, allowing communities 
to channel investment towards growth areas and air rights, which can be sold 
separately from the property itself.

EQUITABLE ASSET BUILDING

The report concludes with a discussion of equitable asset-building focused on using 
value-capture tools to advance equity and promote broad-based community wealth. 
This section includes a guiding principle and set of complementary practices that can 
inform an equity-oriented use of value-capture tools in cultural districts.

Core Principle: 
Center equity and promote broad-based community wealth.
 
Good Practices: 
• Adopt inclusive governance structures and enable meaningful community 

participation. 
• Integrate participatory and culturally relevant processes. 
• Build on local assets and collaborate across sectors and issues. 
• Exercise civic leadership and forge meaningful partnerships with government.
• /KVKICVG�FKURNCEGOGPV�
QH�TGUKFGPVU�CPF�UOCNN�CPF�NGICE[�DWUKPGUUGU��
• Keep capital circulating locally.
• Encourage institutional learning. 
 
This section also includes three illustrative case studies: Project Row Houses, Houston; 
%TGCVKXG�.CPF�6TWUV��.QPFQP��CPF�8KEVQTKC�;CTFU��,QJCPPGUDWTI�

CONCLUSION

This report describes multiple value-capture tools that cultural districts can use to 
spur investment and create new revenue streams while protecting the local character 
CPF�PGKIJDQTJQQF� KFGPVKV[��8CNWG�ECRVWTG�ECP�ENQUG�ƂPCPEKPI�ICRU�D[� TGENCKOKPI�C�
portion of the value generated by public investments. However, success depends on 
the institutional values and creativity exercised by those utilizing these strategies. 
Typically, value capture strategies are considered late in the planning process, if at 
all. By this time, more proactive parties are likely to have already captured the value 
generated. Therefore, strong leadership is required to integrate these strategies early 
enough to make a difference and driven to completion by a team comfortable with 
moving beyond business as usual.



Tool Description Primary User Pros Cons Example 

DIRECT VALUE CAPTURE

Business Improvement 
District (BID)

#�FGƂPGF�EQOOGTEKCN�CTGC�KP�YJKEJ�DWUKPGUUGU�UGNH�KORQUG�
an additional tax for area improvements. 

Partnership among local 
businesses

'HƂEKGPV�OGCPU�VQ�ECRVWTG�NQECN�XCNWG�CPF�IGPGTCVG�
ongoing review streams.  

Requires enabling legislation, strong coordination 
among district stakeholders, and transparency to 
GPUWTG�TGUKFGPVU�DGPGƂV�

South Bank Business Improvement 
&KUVTKEV��.QPFQP x x

%QOOWPKV[�$GPGƂV�
District (CBD)

5KOKNCT�VQ�C�$+&�DWV�RCTVPGTUJKRU�KPENWFG�NQECN�TGUKFGPVU�CPF�
community-serving organizations.

Public/private partnership - 
including residents

'HƂEKGPV�OGCPU�VQ�RQQN�HWPFU�HQT�NQECN�
KORTQXGOGPVU�KFGPVKƂGF�KP�EQNNCDQTCVKQP�YKVJ�
residents. 

Consensus building across different stakeholders 
can be challenging, if not supported by explicit 
decision-making processes.

;GTDC�$WGPC�%QOOWPKV[�$GPGƂV�&KUVTKEV��
San Francisco

$GPGƂV�&KUVTKEV�&GUKIP�
Overlay 

A public space design guideline intended to celebrate 
neighborhood identity. 

Public/private partnership - 
including residents

Promotes neighborhood identity and culturally 
relevant architecture, design motifs, and spaces. 

&GUKIP�IWKFGNKPGU�UJQWNF�DG�FGXGNQRGF�KPENWUKXGN[�
to foster a shared sense of belonging.  

.KVVNG�6QM[Q�%WNVWTCN�&KUVTKEV��.QU�#PIGNGU�
x

Tax Increment 
Financing (TIF)

7UGU�CPVKEKRCVGF�HWVWTG�KPETGCUGU�KP�VCZ�TGXGPWGU�VQ�ƂPCPEG�
current improvements that are expected to generate those 
increased revenues.

Public/private partnership )GPGTCNN[�WUGF�VQ�EJCPPGN�HWPFKPI�VQYCTF�
improvements in underdeveloped areas. 

Requires close examination of regulatory 
environment and approved uses and substantial 
administrative capacity and transparency.

.KPEQNP�;CTFU��%JKECIQ�
x

Low-Income Housing 
Tax Credits (LIHTC)

Incentivizes the acquisition, construction, and rehabilitation 
of affordable rental housing for low- and moderate-income 
residents, such as artists. 

2WDNKE�RTKXCVG�PQPRTQƂV�
partnership

2TQXKFGU�UKIPKƂECPV�HWPFU�HQT�CHHQTFCDNG�JQWUKPI�KP�
the United States. 

The tax credit process is complex and can be 
complicated to administer.

Artspace, Mt. Baker Lofts, Seattle
x

Historic Preservation 
Tax Credit (HPTC)

Provides a 20% tax credit to property owners who preserve, 
rehabilitate, restore, or reconstruct historic buildings. 

Public/private partnership Viewed by many as a highly effective means to 
generate funds for cultural development and 
preservation. 

Some critics believe these tools need to be 
updated to respond to contemporary trends, 
particularly around millennial residential 
preferences.

Kings Theater, Brooklyn 

x

New Market Tax Credit 
(NMTC)

Provides a modest tax incentive to private investors who 
provide capital to community development entities. 

Public/private partnership Seen as an effective way to encourage new or 
increased investments in low-income areas. 

+PUWHƂEKGPV�FCVC�CXCKNCDNG�VQ�WPFGTUVCPF�VJG�NQPI�
term impact of this tool.

Casa Familiar, Living Rooms at the Border 
2TQLGEV��5CP�&KGIQ

x x

Arts and Culture-
Centric Tax

Some municipalities provide tax exemptions to cultural 
districts, while others divert taxes from sources such as hotel 
stays towards the local culture sector.

Public agencies )GPGTCNN[�UGGP�CU�CP�GHHGEVKXG�YC[�VQ�IGPGTCVG�
funds for arts and culture, particularly in areas with 
high levels of tourism. 

The equitable distribution of these funds has been 
challenged in some cases.

Hotel Occupancy Tax, San Francisco, and 
5VCVG�QH�/CT[NCPF�%WNVWTCN�&KUVTKEV�6CZ�
Incentives

x

Anti-Speculation Tax A tax to discourage speculative investors from buying and 
rapidly reselling properties. Also used to prohibit or severely 
limit short-term rentals. 

Can mitigate against rising rents and reduced 
owner occupancy. 

Expanding pathways to ownership can be a more 
effective method

The City of Berlin recently enacted 
legislation that will freeze rents on more 
than 1.5 million apartments to mitigate the 
displacement of vulnerable citizens

x

Developer Impact Fees A type of development exaction that requires real estate 
developers to contribute to public facilities, infrastructure, 
CPF�QT�UGTXKEGU��GKVJGT�ƂPCPEKCNN[�QT�KP�MKPF�

Public/private partnership Help to protect the local tax-paying community from 
having to shoulder the additional cost of additional 
public services by asking incoming developers and 
users to share those costs. 

5KIPKƂECPV�ECRCEKV[�KU�PGGFGF�VQ�CFOKPKUVGT�KORCEV�
fees. 

Between 2015-2016, the City of San 
Francisco generated approximately 
$240,000,000 in fees, which were used to 
ƂPCPEG�C�XCTKGV[�QH�EQOOWPKV[�COGPKVKGU��

x

ASSET RECYCLING 

Land Banking Public or community-owned entities created to acquire, 
manage, maintain, and repurpose vacant and foreclosed 
properties using a range of special powers.

Quasi-government entities Flexible tool that can be used in diverse contexts. 
Work best when supported by a stable funding 
UQWTEG��YJKEJ�ECP�DG�FKHƂEWNV�VQ�UGEWTG�KP�FKXGUVGF�
areas. 

The process of land banking can be quite complex, 
requiring a range of institutional capacities and 
partnerships in order to be successful.

)GPGUGG�%QWPV[�.CPF�$CPM�#WVJQTKV[��
Michigan 

Lease of Public Land Cities can capture value by ceding control of public land to 
private developers through a ground lease or outright sale, 
with the condition that civic space is integrated into the 
development plan.

Public/private partnership Enables cities to continue to control how it is 
WUGF�VQ�ETGCVG�RWDNKE�DGPGƂV�CPF�ECP�IGPGTCVG�
UKIPKƂECPV�TGXGPWGU�HQT�QVJGT�RWDNKE�KPXGUVOGPVU��

As this strategy requires the public to relinquish 
control of local assets legally, transparency and 
clear governance structures are necessary.

$TQQMN[P�$TKFIG�2CTM��0GY�;QTM�

x x

Monetizing Green 
Infrastructure

+P�CFFKVKQP�VQ�IGPGTCVKPI�RQUKVKXG�GPXKTQPOGPVCN�DGPGƂVU��
green infrastructure can produce social, cultural, and 
GEQPQOKE�XCNWG�KP�VJG�HQTO�QH�ƂPCPEKCN�GHƂEKGPEKGU�CPF�
RQVGPVKCN�RTQƂVU��

Building owners and 
operators 

Can produce long-term revenue streams and 
stimulate public dialogue about environmental 
stewardship. 

Strategic partnerships often required to gain the 
necessary expertise. Costs can be prohibitive to 
small scale operations.

.CPF�#TV�)GPGTCVQT��8KNNCIG�QH�#TVU�CPF�
*WOCPKVKGU�CPF�%GPVGPPKCN�2CTMUKFG�%&%��
Philadelphia 

INDIRECT VALUE CAPTURE

Upzoning A change in regulations that allows for more diverse, dense, 
and often higher-value use of space. 

Public/private partnership Many affordable housing advocates believe that 
increased density provides more options for low- 
and moderate-income residents which mitigates 
displacement. 

Increased density will erode the distinct character 
and architectural heritage of an area. 

0QOC�0GKIJDQTJQQF��9CUJKPIVQP�&%

x

Inclusionary Zoning 
(IZ) 

Requires private developers to designate a percentage of 
units within a project as below-market rate in exchange 
for the right to build additional units, also called a 'density 
bonus.'

Public/private partnership A popular way for cities to produce affordable 
housing through the private market and 
help a diverse mix of people live in the same 
neighborhood. 

Affordable units will return to market rate after the 
required period, which can undo the gains made.

Community Rezoning Campaign, 
%JKPCVQYP��0GY�;QTM

x

Creative Exploitation 
of Existing Zoning

Cultural districts can take advantage of existing zoning that 
is advantageous to creative professionals - for example, 
regulations that allow light manufacturing and prohibit 
residential development.

2TKXCVG�FGXGNQRGTU�
HQT���
QT�PQV�HQT�RTQƂV���RTKXCVG�
donors, and philanthropy

Limits competition for space in ways that can 
FKTGEVN[�DGPGƂV�ETGCVKXG�GPVGTRTKUGU��&QGU�PQV�
require a change in zoning regulations. 

The artists and creative professionals that work in 
VJKU�CTGC�OC[�JCXG�VQ�NKXG�HWTVJGT�CƂGNF�

Minnesota Street Project, San Francisco 

x

Transferable 
Development Rights 
(TDR)

Market-based tools that allow communities to channel 
development toward designated growth areas

Public/private partnership May stimulate investment in overlooked areas or 
where land is scarce. Can be a powerful tool for 
neighborhood preservation. 

As a voluntary program, will only work when there 
KU�C�UWHƂEKGPV�PWODGT�QH�RTQRGTV[�QYPGTU�YKNNKPI�VQ�
buy and sell developer rights. 

Benaroya Symphony Hall, Seattle 
x

Air Rights Permission to use or control the space above or below a 
structure, which land owners can sell separately from the 
property itself. 

Public/private partnership - 
often with resident input

The sale of air rights can generate revenue for a 
variety of community serving projects, particularly 
when the space is located above public facilitities. 

&GXGNQRGTU�YJQ�DW[�VJGUG�TKIJVU�OC[�WUG�VJG�
URCEG�KP�YC[U�VJCV�EQPƃKEV�YKVJ�TGUKFGPV�RTKQTKVKGU�
and erode neighborhood character. 

5GYCTF�2CTM�%Q�QR��0GY�;QTM�
x x
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Kiley Arroyo is a respected cultural policy, collaborative learning, and systems change 
expert based in the Bay Area. Over the past twenty years, she has led a diverse portfolio 
of initiatives in partnership with entities from the arts and culture, government, civil 
society, and academic sectors. This work has taken place in a combination of urban, 
rural, and indigenous contexts in the United States and internationally. Ms. Arroyo 
has published widely on the role of culture in contemporary policy issues, equitable 
development, and the advancement of racial justice.  

Ms. Arroyo’s career began as a teaching artist in public schools. Learning through 
intercultural exchange and creative processes remains central to her work with 
foundations, government, and cultural development actors. She has lectured at 
universities in the United and abroad on topics including comparative cultural policy, 
racial equity, systems transformation, and participatory democracy. In recent years, 
this work has focused on amplifying non-western, and indigenous approaches to whole 
systems care as a means to expand the library of cultural knowledge that informs just 
transitional efforts. 

Ms. Arroyo has a Bachelor’s degree in Art and Architectural History from the University 
of Oregon and a Masters in Cultural Policy and Management from University College 
&WDNKP�� 5JG� KU� C� 5CN\DWTI�)NQDCN� 5GOKPCT� HGNNQY� CPF� JCU� RWTUWGF� CFXCPEGF� VTCKPKPI�
KP�TCEKCN� LWUVKEG�HCEKNKVCVKQP�� KPVGTEWNVWTCN�FKCNQIWG�CPF�EQPƃKEV�PGIQVKCVKQP��EQORNGZKV[�
VJGQT[�� CPF� EQNNCDQTCVKXG� NGCFGTUJKR�� 5JG� KU� EGTVKƂGF� KP� RGTOCEWNVWTG� FGUKIP� CPF� KU�
currently studying agroecology. Ms. Arroyo lives in Marin County, California, just north 
of San Francisco, where she likes to play loud music, dance, and paint on walls. 

In 2007, Ms. Arroyo established the Cultural Strategies Council� 
%5%��� C� XGJKENG� HQT�
interdisciplinary research, collaborative learning, and creative systems change. This 
work builds upon a decade of working with cultural organizations, think-tanks, and 
government entities and realizing their shared desire to learn how to work together in 
new ways to advance social justice. The CSC aims to respond to that call by providing 
a combination of interdisciplinary research, collaborative learning, and systems change 
strategy to a unique array of entities working across sectors, geographies, and cultural 
identities.  

This work is predicated on the belief that society’s capacity to address complex issues, 
from racial injustice to climate change, relies on our ability to envisage, assess, and 
realize alternative futures cooperatively. Within this frame, justice is not seen as a static 
goal, but rather, a dynamic condition that requires diverse partners to recalibrate what 
VJG[�FQ�CPF�JQY�VJG[�YQTM�s�KP�TGURQPUG�VQ�EJCPIKPI�EQPFKVKQPU�CPF�NGF�D[�VJQUG�YJQ�
have personal experience with the issues at hand. Collaborative learning that is context-
sensitive and rooted in inclusive dialogue enriches this adaptive capacity, enabling 
experimentation, and the equitable distribution of power and wealth, today and over 
time.

Arts and cultural strategies can support this kind of transformational change by shifting 
the atmosphere, enabling individuals and groups to encounter difference, share 
GZRGTKGPEGU��GPICIG�KP�OGCPKPIHWN�FKCNQIWG��FGXGNQR�OWVWCN�WPFGTUVCPFKPI��CPF�ƂPF�
EQOOQP�ECWUG�s�VJG�HQWPFCVKQP�QH�OGCPKPIHWN�EQNNGEVKXG�CEVKQP�

ABOUT GCDN 

6JG� )NQDCN� %WNVWTCN� &KUVTKEVU� 0GVYQTM� 
)%&0�� KU� CP� KPFGRGPFGPV��
international association committed to improving the quality of 
urban life through the contribution of the arts, culture, and creative 
industries.

The network fosters collaboration and knowledge-sharing among 
those responsible for creative and cultural districts, quarters, and 
clusters in widely diverse contexts, providing rich and rewarding 
opportunities for cross-fertilization and exchange.

The forum engages leaders and opinion formers in culture and in 
urban development through convenings, research and collaboration 
in order to inform global, local and sectoral agendas. 

)%&0�KU�CP�KPKVKCVKXG�QH�#'#�%QPUWNVKPI�

For more information visit gcdn.net

ABOUT AEA CONSULTING

#'#�%QPUWNVKPI� KU�C�INQDCN�ƂTO�UGVVKPI�VJG�UVCPFCTF� KP�UVTCVGI[�CPF�
planning for the cultural and creative industries. AEA is known for 
providing candid and impartial advice that draws on deep knowledge 
of the cultural sector as well as robust research and analytical insight.

Since 1991, AEA has successfully delivered more than 1,000 assignments 
in 35 countries, helping clients around the world plan and realize vital 
and sustainable cultural projects.

9KVJ� QHƂEGU� KP� 0GY� ;QTM� CPF� .QPFQP�� #'#� QHHGTU� C� VCNGPVGF��
multidisciplinary team of professionals with proven practical 
experience who deliver personalized solutions to organizations in 
the arts, cultural, creative, and public sectors. AEA thrives on new 
challenges and approaches problem-solving with curiosity, creativity, 
and integrity.

For more information visit aeaconsulting.com
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