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LAND OF
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LAND OF BOUNTY
Some say Santa Clara Valley is nirvana.
It is blessed with nature’s gifts and a heritage reflecting the rich
tapestry of America.
Its mild Mediterranean climate, fertile earth and forest bounty defined
the region’s fortunes for two hundred years and more.
Gradually, major agriculture took root. And today, the Gilroy region
has grown to become a cornucopia of specialist horticulture –
vegetable crops, greens, seeds and fruits of the vine.
In particular, Gilroy’s massive garlic production is nationally renowned,
and the annual festival sees the city lay claim to the title: ‘garlic capital
of the world’.

Clearly visible on the region’s horizon
is a future even more rewarding and
more sustainable than could ever have
been imagined by Gilroy’s early ranchers,
horticulturists and viticulturists.
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DO YOU KNOW THE WAY TO SAN JOSE?
Silicon Valley’s behemothic spread is fanning the winds of optimism
throughout the valley. The industries of the future loom large on
the horizon. Increasingly, science and technology, R&D and digital
manufacturing workers leave Silicon Valley workplaces each day and make
their way home to Gilroy. Just 40 minutes from San Jose, they recognize
the benefits of life and lifestyle in this beautiful locale.
The trajectory of Silicon Valley’s burgeoning tech salaries, skyrocketing
living costs, and a population boom – up 600,000 in a decade – is
transforming the region around San Jose.
The renaissance in the valley is forecast to gain momentum in a quest for
improved lifestyle values. In Morgan Hill and Gilroy, since 2000, residential
populations have increased by 28.6% and 30.6% respectively.
This economic tide is surging southwards through the Bay Area, seeing
communities grow, new families arrive, employment upswings, and
development of new social ecosystems. It spawns increasing demand for
contemporary leisure experiences.
It is here, in Gilroy, where location meets market opportunity. This
juxtaposition exhibits exciting prospects for the future in capitalizing on a
plethora of emerging opportunities.

Gilroy is witnessing a unique moment in time.
6

REACH FOR
THE STARS
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REACH FOR THE STARS
Looking over the horizon, glimpsing the future, paints a picture
of Gilroy being in a remarkable, once-in-a-generation position to
forge positive socio-economic and commercial strategies to propel
the city into a new era.
In a Request For Proposals, the City of Gilroy has appropriately
flagged lofty ambitions.
It intends to engage in a public-private partnership (PPP) to create
a major recreational, tourism-based development on a 536-acre,
city-owned property surrounding and, potentially, including Gilroy
Gardens theme park. Frontage is the Hecker Highway (152) with
Santa Cruz Mountains forming a stunning natural backdrop.
Under a long-term ground-lease, Gilroy seeks economically
productive, inspiring and thoughtful responses that best express
the City’s objective “to create a project that will establish Gilroy as
the top family-oriented outdoor recreation destination in the San
Francisco Bay Area and nearby Central Coast”.
Gilroy officials no doubt recognize that the delivery of this
stellar objective will require the crafting and development of an
appropriately funded, major landmark project with compelling,
broad demographic drawing power.

Executed effectively, this strategy would clearly be a game-changer
with potential to draw millions of new visitors to the city each year.
The flow-on effect would have tangible, positive impact on the local
economy adding diversity of employment and a fillip for the coffers
of local businesses and public sector agencies alike in a
post-COVID era.
The developed asset would require a destination quotient
comparable to best-of-breed global standards and practices, and a
distinct competitive advantage to satisfy these prerequisites.

In this context, the 536-acre parcel,
slated for development, is a one-off,
unique asset and potentially major economic
catalyst for the wider community.
It is not to be squandered.

A SHARED
VISION
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A SHARED VISION

The potential of a high-end, international theme park and recreational development
in Gilroy is extraordinary.
We agree that the City has the potential ‘to create a project that will establish Gilroy
as the top family-oriented outdoor recreation destination in the San Francisco Bay
Area and nearby Central Coast’.
Optimizing the value of this exceptional 536-acre site, close to Silicon Valley and just
over an hour or so from San Francisco and Oakland, presents a unique, once-in-ageneration opportunity.
The growing Bay Area population and demand for leisure and entertainment
activities by the conurbation’s residents presents a timely confluence with City of
Gilroy’s ambitions.
With almost 10 million residents – not to mention over 26 million tourists – this
is a massive potential catchment – a market with enormous upside for Gilroy, if
approached strategically.
A broad appeal, iconic tourist and recreation attraction in this picturesque locale,
with proximity to America’s 5th largest consumer market, has phenomenal potential
to deliver significant ROI for capital investors and public stakeholders, with major
economic flow-on for the Gilroy community.
However, the question is what are the concepts, core values, product and brand
positioning and, importantly, resources needed to craft the necessary
competitive advantage?
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What type of business model has the drawing power and financial veracity for
sustainable commercial operation?
And what could symbiotically work with each element within the holistic 536-acre
parcel while synergizing with Gilroy region’s existing features?
The vision is ambitious. Imagine That! knows that it would be a complex project. We
are very experienced, end-to-end, with this type of project and comprehend the
gravity of decisions that are required and their consequences.
You have asked for inspiring and thoughtful responses.
While your immediate RFP priorities are understood, we believe that Gilroy should
hasten slowly – festina lente – in terms of exploring the breadth of possibilities and
stepping outside the box to find the most applicable development partners and
stakeholders.
We see that there are many possible permutations and combinations for Gilroy in
optimizing outcomes and the long-term value of the site.
It is our view that they should be delivered with an eye on how this segues into
requirements for progression of the project. Therefore, we have also taken the
liberty of outlining the on-going approach we would take.
Our commitment is to provide the best strategy and most cost-effective program
in building the pillars that underpin a major commercial project of this magnitude.
Your stellar ambitions resonate with us and we share your vision to create a premier
tourism and recreation precinct, second to none in the region.
Rick Harbour - President

THE STATE
OF PLAY
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THE STATE OF PLAY
Given its residential magnitude and extensive visitor economy, the Bay
Area is considered to be relatively under-represented in terms of theme
parks. However, there are two major attractions and numerous smaller
visitor parks across the region, including Santa Cruz Beach Boardwalk,
Aqua Adventure Water Park (Fremont), Children’s Fairyland (Oakland)
and, of course, Gilroy Gardens.
The oldest amusement park in California, Santa Cruz Beach Boardwalk
(established 1906) features over 40 rides and attractions, each
individually ticketed. More than 66 million riders have experienced the
thrills of the classic wooden coaster, Giant Dipper, since it opened in 1924.
The two major parks dominate the market, each with seven-figure annual,
pre-COVID attendances.
Set on 135 acres, Six Flags Discovery Kingdom in Vallejo is an hour 30
north of Gilroy and boasts over 60 rides and attractions.
Just 50 minutes from Gilroy, in the heart of Santa Clara, is California’s
Great America park.
Opened in 1976, owned and operated by Cedar Fair, the contracted
manager of Gilroy Gardens, Great America presents over 40 rides and
attractions on 112 acres. The land component, previously leased, was
purchased from Santa Clara for $150 million in 2019 and reportedly paves
the way for major redevelopment and expansion of the theme park.
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Gilroy Gardens
Gilroy Gardens was originally named Tree Haven. The park was
conceived as a commercial plant nursery and recreation facility for
employees and families of Nob Hill Foods.
Developed progressively over 25 years by the Bonfante family, it opened
to the public in 2001 as Bonfante Gardens.
Original year-one attendance forecasts of 750,000 were not achieved
with a substantial shortfall resulting in actual guest numbers for the
launch year totalling approximately 280,000. Its name was changed to
Gilroy Gardens in 2007.
Despite contracted management by Paramount Parks and Cedar Fair
since 2003, Gilroy Gardens has struggled in terms of attendance and
revenue.
Burdened by debt, it was purchased by City of Gilroy in 2008.
The park features 19 rides, 27 attractions and six gardens on
approximately 50 acres. The most well-known features are the unusually
shaped Circus Trees.
Gilroy Gardens Inc is a 501(c)(3) non-profit educational institution
whose mission is to educate and inspire families, especially children,
to appreciate horticulture and the importance of trees by providing fun
and memories in a beautiful garden setting.
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A volunteer board guides decision making, maintenance and operation
of the park. The goal is to return a percentage of annual revenues back
into the beautification and preservation of Gilroy Gardens and facilities
for the city’s parks and recreational areas.
Gilroy Gardens revenue is a mix of public entrance fees, grants from
local, regional, state and national governments, and private foundations
in expanding the quantity and quality of educational projects.
It is understood that attendance peaked in 2016 with 476,000 entries.
Financially, it is believed, the park is in a breakeven position.

Management forecasts suggest
that without major capital investment
and attendance growth to, at least, 800,000
by 2021, Gilroy Gardens precarious financial
position would be similar to that witnessed
two decades earlier.

16
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A SLICE OF THE PIE
Gilroy is a relatively small city in terms of the population required to
support a major commercial tourist attraction. With an estimated
55,000 in Gilroy, and 43,000 in nearby Morgan Hill, the local area has
fewer than 100,000 permanent residents.
While events, wineries, shopping and Gilroy Gardens itself support
a local tourist industry, no major international-standard tourism
attractions exist.
Of note is the Gilroy Garlic Festival. Now heading towards its 43rd
year, the event has been certified by Guinness World Records as the
world’s largest garlic festival. The three-day celebration in July 2019
attracted 85,000, generating gross income in excess of $3 million.
Beyond the local area, the primary catchment for Gilroy encompasses
Santa Clara County (including San Jose) and Santa Cruz County. The
combined population is estimated to be approximately 1.2 million
residents, living under an hour’s drive away. Similarly, the nearby
population centres of Monterey County, Salinas and Monterey, add
about another 190,000.
The sustainability of a world-class recreation and tourism
development, as envisaged by City of Gilroy, would require
appropriate scale and uniqueness to expand its drawing power
beyond this primary catchment area of 1.4 million people.
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A magnetic concept genuinely aimed at attracting a significant
portion of the Bay Area’s Combined Statistical Area (CSA) of 14
counties and an estimated population of 9.7 million is prerequisite.
This is the 5th largest market in USA and 41st largest urban area on
the planet. And between 2010 and 2018, population growth has been
a colossal 8.3%.
To be commercially successful, a major world-class recreation and
tourism project in Gilroy must legitimately compete with the two
major theme parks in the Bay Area, and the plethora of other leisure
activities, for a slice of this grandiose pie.

Tourist Market
The icing on the cake for many attractions is the tourist market.
Visitor segments can often deliver higher per cap expenditure than
local markets.
Over 930,000 international visitors were welcomed to San Jose in
2017 – 44% from Mexico, 10% from Canada. More than 50,000 visited
from China, an increase of 158% in five years.
Visitor demographics show that San Jose tourists are younger, better
educated and wealthier than visitors to the U.S. overall. More than
40% of overnight visitors are in the 18-34 age range, and about 30%
earn at least $100,000 per annum and have a postgraduate degree.
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Additionally, Monterey County records a visitation of approximately
4.6 million visitors a year, and there are over 3 million visitor trips
taken to Santa Cruz County each year.
San Francisco hosted a massive 26 million plus visitors in 2019. Total
spending was $10 billion. Foreign visitors numbered almost 3 million.
Mexico, China, United Kingdom, Canada and Germany constituted
the top five international source markets.

The Bay Area residential and tourist market is a
big pie. So how does Gilroy get a slice of it?

20
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PLETHORA OF POSSIBILITIES

Taking an experienced, pragmatic approach, with an eye on the local market, Imagine
That! is delighted to express our initial impressions and a potential way forward for
Gilroy’s 536-acre precinct.
Clearly, without the benefit of specific analysis these are formed after preliminary
research and assessment and review of Gilroy’s professional package of RFP
documentation.
In our experience, the articulation of a specific vision can often achieve higher value
outcomes than leaving options to market organics.
We work with our partners at this early stage ensuring the genesis of a cogent
concept, market rationale and procedural strategy ensuring optimization for the locale.
This is important groundwork in anchoring the vision for the project and in getting the
settings in place to ensure strict adherence to advancement of more effective possibilities.
Specific targeting of IP owners, themed attraction groups, development partners
and sources of capital, with a lucid vision, focused concepts and business rationales
defining the opportunity can often achieve more advantageous pathways and delivery
of innovative project outcomes.
While this approach may be at variance with the City’s processes, our experience
suggests that this is the optimum way forward to fully explore the plethora of
possibilities for Gilroy’s 536-acre site.
Peter Sheppard - Vice President, Destination Projects
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PLETHORA OF POSSIBILITIES
City of Gilroy’s vision of creating a gateway tourism and recreational
development to the high standards envisaged is to be applauded. It is
also do-able.
Nonetheless, it is a tall order to create a project that will establish
Gilroy as the top family-oriented outdoor recreation destination in the
San Francisco Bay Area and nearby Central Coast.
Imagine That! is in no doubt that this requires an entirely
new development and brand concept. After 20 years of
underperformance, it is clear that Gilroy Gardens has failed to achieve
sustainable market penetration into the Bay Area region.
Plans of tweaking or extending existing elements within Gilroy
Gardens are misguided and unlikely to accelerate attendance growth
to the levels required.
A level of ambience has already been established with the existing
Gilroy Gardens theme park and environs and, therefore, components
exist which could be utilized in a new development.
However, it is Imagine That’s professional opinion that a complete
reinvention of the site is appropriate if the City’s ambitions are to be
truly realized. It is believed that this strategy would be more beneficial
in terms of ROI and local economic flow-on over the long-term.
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Site
The generous 536-acre footprint allows the site to potentially express
a plethora of concepts for exploration.
While the majority of the property is escarpment, the important
commercial feature of the parcel is that there remains significant
economically developable land adequate to provide a diversity of
experiences and guest capacity.
As detailed in Gilroy’s RFP, the parcel is roughly delineated into three
zones as follows.
Hillside Open Space: 400 acres
Gilroy Gardens Theme Park: 50 acres
Visitor Serving Commercial Precinct: 86 acres
Clearly, any development in the escarpment zone would need to
be in harmony with its topography from an environmental and
visual standpoint. The economics of engineering and cost-benefit
construction would require careful consideration. Notwithstanding,
numerous recreational activities would sit perfectly in this zone with
appeal to a variety of sub-markets.
With a relatively level footprint of approximately 136 acres, the Gilroy
Gardens/Visitor Serving precinct is the core and critical determinant
factor in the commercial success of the site.
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There are many options possible in the theme park and visitor serving
zones. It is noted that this combined level area is slightly larger than
Cedar Fair’s California’s Great America and slightly smaller than Six
Flag’s Discovery Kingdom.

Location
Situated about four miles (10 minutes) from Interstate 101 at Gilroy
Premium Outlets, Gilroy Gardens is subject to a relatively low volume
of passing traffic. In 2017, Caltrans Hecker Pass Highway (152) surveys,
near Gilroy Gardens at Santa Teresa Boulevard, recorded an average
daily, two-way count of 10,100 vehicles. For comparison, Interstate 101
at Masten Avenue in Gilroy, averaged 115,500.
It is also recognized that the Gilroy Gardens theme park has been
disadvantaged by not having suitable architectural frontage to Hecker
Pass Highway traffic.
Despite welcome signage, any taste of the excitement is visually
hidden with a lack of long sightlines to passing traffic.
This compromises any real sense of arrival and wonder vital for theme
parks and is a fundamental issue in optimizing business.
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Capital Investment
To achieve the City’s ambition for a development capable of attracting
the level of visitation necessary would require a capital investment
threshold potentially in the mid-nine figures.
When Marriott Corporation launched California’s Great America in 1976,
it forecast 2.5 million entries in its first year of operation. In present day
dollars, the original construction-only cost was estimated to exceed
$300 million. Additionally, significant development has taken place since,
spanning more than three decades.
It is important to note that the novelty of theme parks through the
sixties and seventies was such that it allowed market entry for relatively
lower capital requirements.
Today, however, proportionately larger investments are required to
effectively compete with an extensive matrix of more sophisticated
leisure venues and entertainment choices in and out of home.
The cost of constructing a major theme park facility varies greatly as a
factor of topography, climate, footprint, location, concept and services.
As a baseline, the industry compares construction costs to first-year
attendances for perspective on capital required for market impact. While
this is a blunt instrument approach, based on the average of all U.S.
parks from 1950s to today, it shows that an estimated construction-only
average cost of over $220 per first-year guest, in real terms, is required.
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As a rule-of-thumb, this model suggests that a new U.S. park forecasting
two million guests in its first year of operation should consider a
construction-only investment of at least $440 million.
In the case of Bonfante Gardens, its estimated present-day construction
cost of $200 million to first-year guests was over $700.
While this is academic, it serves as perspective in relation to the
dimensional quantum of capital investment that may be necessary to
deliver performance envisaged.
Unfortunately, within the industry, the Gilroy Gardens asset has a welldocumented history of lacklustre results. The rejuvenation of the site
would require a strong concept, new brand and compelling business case.
Despite the Gilroy Gardens legacy, the site’s reinvention is feasible and
should be planned to meet the future as a world-class entertainment
asset that reflects substantial contemporary efficacy and ethos.

Global IP
A potential pathway in the reinvention of the theme park and visitor
serving area is by leveraging high-value, third party entertainment
brands. The right global marque can assist in accelerating commercial
performance by bringing a rich commercial matrix and successful
ecosystems to the site.
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These options may be expressed as a global theme park brand or as
intellectual property (IP) reflected in various ways through content,
characters and/or storylines.
From feature films, TV, digital platforms, music, arts, fashion and
contemporary culture win-win franchise and licensing scenarios
abound. However, the cost-benefit scenarios need to be carefully
considered.
The most positive aspects include park differentiation and stronger
marketing engagement. Capitalizing on contemporary popularity, IP
can deliver instant recognition and credibility for public audiences and
investors. Its impact on rapidly growing attendance is, in the main,
firmly established.
In a tangible commercial sense, generally higher RD&E and
merchandise volumes are reflected with significant increases in
per cap spend. On a price-per-hour basis, IP can represent a 30%
premium in many cases.
Many operators see IP as a critical part of attendance and revenue
growth for the foreseeable future.

The right global brand and/or IP configuration for
the Gilroy site, with exclusivity in the Bay Area,
has real potential to deliver the City’s vision.

28

SILICON VALLEY
PLAYGROUND
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SILICON VALLEY PLAYGROUND
The City of Gilroy’s objective is to create a major new tourism and
recreation attraction second to none in the region. It would be
aimed at delivering a new entertainment precinct and compelling
recreational playground for the southern Bay Area with appeal to
target segments throughout the wider CSA. The broader Silicon
Valley area would encapsulate the heavy-user segment.

Market
The key commercial driver of any attraction project is attendance,
which of course is dependent on the quantum of the immediate
market catchment, innovative marketing and the capture rate
achieved.
Understanding a market’s demographics and psychographics is a key
factor in nurturing concept, and potentially IP, alternatives.
The core of Gilroy’s catchment market is San Jose with approximately
one million residents. It is the 3rd largest city in California and 10th
largest in the U.S.
At 35, the median age of its population is several years younger than
San Francisco and Bay Area overall.
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San Jose has a diverse ethnic make-up with almost 40% of the
residents born overseas. There are similar proportions of Hispanic,
Asian and White populations – representing about a third each.
Vietnamese is the largest Asian group and, with Asian Indian, the
fastest growing segments overall. Asian homes record the highest
household incomes. More than half the population speak a nonEnglish language at home.
In terms of education, 39% hold a Batchelor degree or higher, and
average family income is $108,000.
This is an ethnically diverse, relatively young and well-educated
market with relatively high household incomes. It is no doubt
a tech-savvy audience, experiencing a cavalcade of online
entertainment and gaming options.
Considering the demographics of the primary catchment area is
crucial in assessing suitable concepts, allowing better targeting of
attractions to forecast guests.
For the site to truly become the new Silicon Valley playground
it has to own a place in the hearts of target respondents and
maintain top-of-mind visibility to be park of choice in the region.
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Positioning
The current Gilroy Gardens theme park is a morphing of gentle
rides, experiences and horticultural features targeting families with
young children. This is a segmented market and as such requires
differentiation and drawing power from a much wider geographic
region to achieve an acceptable visitation level.
Without a compelling narrative, latest rides, unique contemporary
experiences or the benefit of sophisticated IP, the appeal and desire
to travel to the destination is limited.
A point of comparison is Legoland. With almost 16 million global
entries across eight properties in 2019, Legoland’s target market is
defined as families with young children 3-12 years.
Legoland Windsor for example, open between March and November,
welcomes approximately 2.5 million guests annually. Legoland
California and Legoland Florida are each reported to welcome
between two and three million guests annually.
Legoland demonstrates that significant attendances are achievable
even with a very young target audience. Its main differences
from Gilroy Gardens include global IP, sophisticated templated
experiences and intensive marketing.
While this young segmented market for Gilroy has merit, given the
demographics of San Jose, it simply does not have the critical mass
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or the right stuff to create a truly magnetic destination. It has been
unable to compete effectively with Cedar Fair’s California’s Great
America, specifically, and Six Flags Discovery Kingdom in Vallejo.
Great America is a blend of rollercoasters, thrill rides, family rides
and kids rides, shows and experiences and a major re-imagined
water park. Its entertainment template is a successful formula.
With Cedar Fair ownership in 2006, the park retained former owners
Paramount and Nickelodeon IP for several years. In 2010, these were
replaced by Peanuts themed areas and Planet Snoopy. In 2019, the
Gold Striker rollercoaster alone carried 650,000 thrill seekers.
Six Flags Discovery Kingdom through various mergers is a thrill
ride, animal and marine park also with a major water park. Previous
owners had invested in a number of older IP brands, to be replaced
by Warner Bros. Looney Tunes characters, Bugs Bunny, Yosemite
Sam, Batman and Superman now adorn many of the park’s
experiences.

For Imagine That! a clear understanding of
competitive advantages and range of options
are emerging which could set the property on
a successful new course in achieving the future
envisaged by Gilroy City.
33
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34

BEST OF BOTH WORLDS
The 536-acre Gilroy site has something its competitors in the Bay
Area don’t have – a rich verdant environment and picturesque
mountainous backdrop. This juxtaposition with San Jose will be
accentuated even more as urban development continues.
Utilizing this natural setting potentially provides a unique frame in
presenting and activating the development’s competitive advantages.
The philosophy underscoring the original Gilroy Gardens remains
sound in providing a back-to-nature ambience, but it lacked the
critical mass, narrative and brand posture.
However, as a destination the site fundamentally requires
world-class content to draw, and keep drawing, adequate numbers of
the primary user segment and a diverse range of subset markets.
A visit to the destination has to be perceived as representing
world-class experiences of quality and value and an escape to a new
world of entertainment experiences.
The objective is to deliver much more than a few hours in-precinct.
Ideally, more than a day of activities provides major economic
flow-on for the city in terms of accommodation and ancillary,
downstream expenditure. This also ensures retention of clientele
and repeat visitation.
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Epicentre of Entertainment
Commercial logic points to the opportunity of creating a major oneticket, global-brand theme park resort on the level land from Hecker Pass
Highway to the escarpment – a footprint of approximately 136 acres.
The park would need to be pitched head-to-head with the other major
theme parks in the Bay Area region as a superior alternative and deliver
unique experiential components enhanced by distinctive architectural
and environmental dimensions.
However, in doing so, it must be differentiated with a real content
advantage. While the greenery provides a visual ambience, cut-through
uniqueness would come from a roster of new rides and premium
experiences eliciting high levels of fun and excitement for primary target
groups and a wide range of subsets.
This could be significantly enhanced with the overlay of a global brand
or the application of selected IP. There is also the option of utilizing
different, yet complimentary, IP groups in a precinct zonal, or crossgenre, approach.
A configuration maximizing the effect of linked precincts, or worlds,
allows the juxtaposition of diverse content appealing to different
demographic and psychographic groups while embracing an umbrella
thematic narrative.
Family accommodation and RD&E are also valid considerations in a
major staged development.
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Gravity Gilroy
The beautiful hillside escarpment zone is an obvious, natural fit for
adrenaline-charged gravity sports. Downhill MTB, ziplines, luge,
freestyle skateboard, paragliding, high ropes, headline a range of
gravity-defying activities for consideration.
These are more likely to be lower volume, individually ticketed and
operated by specialist organizations recognizing the training, risk and
club orientation of possible extreme sports activities.
Constructed to standards required by global sanctioning bodies,
major national and international event producers would potentially
place Gravity Gilroy on their radar.
Themed wellness retreat facilities and corporate conference
accommodation is also an option.
The fostering of a broader mountain experience for public freestyle
hiking, riding and MTD recreational activities would assist in creating
holistic integration of the whole 536-acre precinct.
The generous area of the 536-acre precinct provides latitude for a
multiplicity of attractions and experiences, including retail, dining
and accommodation.
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For a year-round tourism and recreation destination asset, with daily
trading, careful consideration is required in understanding the change
in demographics available on days of the week, weekends and at
specific times.
The integration of a high-profile events program is often a valuable
key in unlocking attendance by segmented target audiences and
tourist groups. This strategy also applies in establishing a marketplace
experience showcasing the arts, crafts and produce of the Gilroy
region throughout the year.
There are many viable options in developing this amazing asset.

The overarching objective is to craft a cogent
masterplan that achieves a synergy in synthesising
geography, architecture, entertainment
experiences and commercial sustainability in a
unique and compelling destination asset for the
community of Gilroy.

38

HOLISTIC
PATHWAY
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HOLISTIC PATHWAY

The business of imagination can be brought to life in myriad ways and in numerous
formats. Imagine That! continuously explores exciting, new parameters in experiential
presentation.
Our collective knowledge and skills are adeptly applied to site identification and
evaluation, concept creation and assessment, project feasibility, design development,
master planning, architectural and technical drawings, project management, IP
development, branding, show creation and production, technical and operational
systems; all the way to commissioning and operational management.
We take a top-to-bottom, end-to-end approach in addressing all themed destination
projects. We understand business requirements, government prerequisites, financing
criteria, sales and marketing, and the accelerated timelines often needed to bring
an exciting concept to market. We identify parallel channels and envisage the many
individual elements needing to be addressed concurrently.
Imagine That! prides itself on always exploring multiple possible strategies to secure
the most beneficial outcomes, in the short term, over the full life of the project’s
development, and into its operational phase.
We understand that many roads can lead to the one destination. The skill is in
identifying the most advantageous pathway for optimum commercial success and in
maximizing positive investor and stakeholder outcomes. We would apply the disciplines
of a holistic, five-phase approach in optimizing overall outcomes for the Gilroy site.
Kevan Patriquin - Vice President, Operations
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Fundamentally, Imagine That!
works within a five-phase
integrated component program
in progressing leisure and
lifestyle projects. Each has a
multiplicity of features and are
interrelated with concurrent
activities. While taking a
holistic view, Imagine That!
understands that immediate
priorities often require a
strong initial focus on capital
raising, financial disciplines,
stakeholder relationships and
IP partnerships with tools
that facilitate and prove the
business proposition and
development case.
While there are many facets
to the Gilroy project, Imagine
That! is confident that this
pathway has the potential to
optimize outcomes for the
536-acre site.
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PHASE ONE: CONCEPTION AND INITIATION
This initial phase is one where essentially the project vision and
business case are established, and the clarity and veracity of
assumptions defined.
Conceptualization would evolve City of Gilroy’s vision to, potentially,
a premium value destination. Reviewing the charter and refining this
vision in outlining the project’s purpose and requirements is essential
in ensuring all stakeholders are on the same page and that relevant
authorities concur.

Site and Location
Dreams come in all shapes and sizes in many different places.
Imagine That! understands how to shape projects so they become
viable reality. Applying the prerequisites of site and location, with our
team’s vast experience, we evaluate the inherent foundations of your
project’s potential success.
Site and location fundamentally underscore the potential of visitor
attractions. Evaluation of the relationship to public access, source
markets, transport, neighbouring developments, competition and
local amenities are viewed objectively and fully assessed within a
pragmatic context. Understanding any caveats in relation to land
tenue, local codes and usage restrictions are also necessary. This

contributes towards determining the most advantageous commercial
strategies for the site.
Reviewing this first stage of project conception and initiation greatly
assists in consolidating the holistic vision of the development for
stakeholders, capital investors, in facilitating authority approvals,
designations, urban planning and mandatory development impact
studies. In part, it indicates a pathway for the most rewarding value
propositions.
Applying the prerequisites of location and contextual relationships
with its environs, assesses the inherent foundations for the enhanced
success of a high-value site and contributes to the mitigation of risk.

Business Case, Vision and Scope
The initial business case brings together the perceived benefits,
disadvantages, costs and associated risks of the project to determine
if it should progress to the next stage. It captures the rationale for
initiating the project and articulates the vision for the project, defining
the breadth and dimension of the project’s scope.
It identifies the key drivers of the project’s success. Developing and
maintaining a solid business case ensures that all stakeholders have a
common understanding of the value intended to produce, resources
required and the project’s technical deliverables.
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Having a lucid definition of the project agreed by all key stakeholders
allows preparation of a roadmap for project development, capital
requirements and the setting of project management goals. Within this
phase, high-level activities and disciplines include:
• Scope Statement – Definition of the business need, benefits,
objectives, deliverables and milestones
• Work Breakdown Schedule – Dissection of scope into
manageable sections
• Milestones – Identify high-level goals
• Timeline – Gantt chart to visualize critical paths.
• Communication Plan – Development of stakeholder messaging to
communicate deliverables and milestones
• Risk Management Plan – Identification of time, cost, changed
requirements, supplier and resource risks

Project Feasibility
Looking over the horizon to comprehend the matrix of results where
capital, concepts and operations intersect in the marketplace is a vital
process in forecasting potential Return on Capital Employed (ROCE).
The feasibility of achieving the asset’s objectives and delivering crucial
performance milestones, while considering levels of risk, is required
insight before capital is committed and the green button is pushed on
development implementation.
Imagine That! ensures that feasibility studies are independently
conducted by an internationally recognized consulting firm, with
relevant contemporary experience, and usually predicated on a specific
land use scenario and development concept.
It provides the metrics relevant to the development vision, land use and
site concept scenarios, project scope and commercial rationales that
are agreed. This is the core element of the project’s business case and
key factor in investor due diligence.
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PHASE TWO: DEFINITION AND PLANNING
Concept Creation and Assessment
Experienced insight and original thinking underscore land use and
concept options that are the touchstone of the project’s definition,
market drawing power and ROCE. Exploring market gaps to
devise concept USP is a paramount exercise. Analysis of potential
entertainment, retail and dining (RD&E) concepts and identification of
optimum cost-benefit factors will fundamentally assist in identifying
inherent value and achieving commercial goals.
The deployment and allocation of land parcels within the 536-acre site
to specific usage requires lucid definition. A definitive land use plan
for the site’s ultimate completion, identifying all proposed precincts
with commercial rationales is required for investor negotiations, as
well as stakeholder and authority support.

Design Development
In the alchemy of creativity, technology and experience, design
development is a catalytic process that creates the core values
influencing the brand and spawning the DNA of the project’s success.
This is where the wow-factor is born.

Imagine That! understands that the product of original thinking
and lateral ideas requires an innate appreciation of the site, market
dynamics, functionality and commercial requirements.

Master Planning
Transitioning design concept to site configuration, Imagine That!
commits to expanding the envelope in exciting, functional and
innovative ways. With bespoke, site-specific planning, we believe this
well-located, 536-acre Gilroy site can achieve a cost-effective and
efficient platform with a unique signature that reflects imaginative,
magnetic and iconic values.
An initial high-level CAD master plan would deliver 3D models and
enhanced illustrations and development flythrough, potentially
augmented with CGI, adding greater clarity to the definition and
excitement of the project for all stakeholders, development partners
and potential investors.
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Quantity Survey (QS)

IP Development

Concurrent with the initial components in project definition is the
progressive metrics of cost. This provides the financial dimensions
of the project affecting all aspects of the development and
tracks, monitors and controls variances as expenditure allocations
commence. The QS program includes:

Leveraging inherent value and consumer excitement of global IP
brands, Imagine That! creates opportunities in accelerating the
performance of destinations. Our expertise develops win-win
franchise and licensing scenarios for IP owners and projects alike.
From feature films, TV, digital platforms, music, arts, fashion and
contemporary culture, Imagine That! identifies and negotiates
advantageous, site specific IP concept options.

• Cost auditing and assurance
• Cost benchmarking
• Cost control
• Cost estimating

Branding

• Cost planning and engineering

An indelible signature brand is required to develop a differentiated
and premium belief structure for the project with stakeholders and
in the commercial marketplace. It would lay down the competitive
advantage and assist in establishment and definition of the project
beginning a longer-term sales, marketing and engagement campaign.

• Value engineering
• Whole-life costing

Capital Requirements
It is a progressive QS program that validates and finetunes baseline
development cost estimates and contributes to the establishment of a
real-world budget within accepted tolerances.

A holistic and meaningful project brand would subsume preconceived
notions, establish a differentiated positioning and expand into
a communicative package which includes brand mark, website,
digital and collateral material, to ratchet-up PR, and early sales and
marketing initiatives.
This adds a credible, more sophisticated dimension when pitching
public and private sector stakeholders, potential investors, partners
and tenants.
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PHASE THREE: EXECUTION
Architectural and Technical Drawings

Project Management

From a rich palette of experiences, Imagine That! would supervise
the translation of conceptual development and creative design
into the detail that delivers tangible reality and functionality. A fully
documented trove of project material would be continually updated.

Imagine That! provides experienced, professional project management
ensuring a seamless commitment to end-to-end concept principles.
Our robust skillsets and fully integrated team have achieved a
reputation for the successful delivery of budgetary milestones and
development timeframes – where on-time and on-budget also means
on-concept. Tasks include:

With an axiom of preserving development vision and maximizing
destination quotient, Imagine That! would bring this potentially
distinctive project to exciting commercial fruition.

• Development of full project management team
• Assignment of resources
• Execution of project management plans
• Procurement and management procedures
• Total management of project execution
• Setup of tracking systems and monitoring technology
• Task assignment execution
• Communication and status meetings program established
• Project update schedule implemented
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PHASE FOUR: PERFORMANCE AND CONTROL
Measuring project progression and performance is imperative in
ensuring complete alignment with the project management plan,
tracking and KPIs.

Surveillance and Monitoring
Strong, experienced mixed-use project management is vested in
professionals with appropriate skills and experience, using ‘knowhow’ and cutting-edge technology to maximize value through cost,
quality and time paradigms. Tracking every aspect of the project’s
logistics, metrics, delivery of KPIs, budget sensitives and contractor
performance is a vital requirement.

Attractions Development and Show Creation
Imagine That! knows how to put on a show. From sophisticated,
logistically complex rides, themed experiences, cultural pavilions,
touring extravaganzas, to established multi-season theatrical
productions, spectacular stunts and breathtaking lightshows, there
isn’t a genre on land, sea or in the air that our team hasn’t produced.
Technology-rich, immersive, high frequency theme park shows have
become a hallmark. Integrating entertainment requirements into
project planning is a cost-effective strategy avoiding the considerable
expense of retrofitting installations.

Technical and Operational Systems
Utilizing our team’s advanced technical skills, Imagine That! designs
operational and management systems at the cutting-edge of
technology. Versatile, technical control systems allow for improved
reliability and cost-effectiveness in efficient operation and monitoring.
Workplace safety and duty of care responsibilities are a priority with
risk mitigation and monitoring programs inherent system features.
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PHASE FIVE: PROJECT CLOSE
Successful project completion requires an orderly and professional
transition to operational procedures ensuring that all the dots are
connected in terms of documentation, communication, certifications,
procedures and technology.

Operational Management

Reporting

Imagine That! is experienced in preparing and operating a broad
portfolio of major theme parks and mixed-use destinations generating
positive profit outcomes and building significant asset value.

While a comprehensive regimen of reporting procedures and
thorough documentation would be in place through each of the
project’s component phases, a holistic review of the development
would segue into a checklist working through the plethora of
certifications and approvals required prior to commissioning and
public operation.

Recruitment and training of talented individuals, creating customized
procedures, innovative marketing, financial systems, safety, security,
legal and reporting programs are key elements in our management
portfolio preparing assets for public operation.

Commissioning
Imagine That! is very experienced in commissioning new themed
attractions, precincts, major rides and technical shows. Previewing
and testing to recognized international quality and engineering
standards, and rehearsing shows and procedures to perfection, are
features designed to ensure excellence in delivery of efficiency, cost
containment, safety and guest experience.
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RECIPE FOR
SUCCESS
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“

RECIPE FOR SUCCESS

Establishing the foundations of the Gilroy project is crucial in setting it on the right course
towards successful physical asset delivery and optimized ROI. Imagine That! views this
as forming the DNA of the project and forging the relationships necessary to grow the
development to maturity.
In this context, our experience suggests that adept professional stewardship in completion
of Phase One and Two components achieves the necessary platform with strategic definition
and competitive market differentiation, holistic concept design, base masterplan and capital
cost estimates in order to pitch IP owners, government authorities and other stakeholders.
Importantly, it provides a threshold of clarity in terms of the constructed development, its
market positioning and veracity of business case assumptions packaged suitably within an
integrated IM for evaluation by appropriate global investment partners.
It is believed that an initial Preliminary Phase is required to appropriately introduce the Gilroy
project to potential capital investors, high-end developers and corporate partners.
Its success would be the harbinger and accelerator that sees Phase One and Phase Two of
project development instigated.

”

Imagine That! understands implicitly the requirements in kick-starting a tourism and
recreation project of the scale envisaged in Gilroy. We are skilled in expeditiously achieving all
project KPIs and ultimately delivering a stunning, well-managed, profitable project.
Fred Maybury - Vice President, Marketing & Finance
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Imagine That! would be able to provide the Gilroy project with
an initial Preliminary Phase package capable of garnering the
professional interest of relevant development stakeholders and,
importantly, potential sources of development capital.
Timing and component elements would need to be agreed.
However, this program could be delivered relatively expeditiously.
Preliminary Phase Deliverables
• Initial Site & Location Report
• Project Vision
• Initial Scope Statement
• Creative Concept & Design Direction
• Architectural Overview
• Estimated Development Capital
• Business Case Overview
• Gilroy Project Information Synopsis
It is envisaged that with the successful market acceptance of this
preliminary material, progress towards a formal project feasibility
would be instigated. Phase One and Phase Two of the program
would include the following components.
It is possible to complete these two phases within a six-month
timeframe.
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Phase One Deliverables
• Site and Location Assessment
• Vision Statement
• Scope Evaluation
• Business Case Proposition

Phase Two Deliverables
• Concept Creation and Assessment
• Design Development
• Master Planning, Architectural Drawings and Flythrough
• Quantity Survey
• Capital Requirements
• IP Development
• Branding
• Project Feasibility
• Information Memorandum
These two important phases constitute the keystone of the Gilroy
site; vital in assessing whether component elements are robust
enough to potentially deliver a project capable of carrying the
City’s stellar ambitions.
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JUDGE US BY THE
COMPANY WE KEEP
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“

JUDGE US BY THE COMPANY WE KEEP

Morphing creativity and cutting-edge technology, Imagine That!
crafts bespoke concepts, original experiences and commercial
solutions for global destinations and the world of entertainment.
Imagination is where it starts, in creating the competitive advantage
and commercial edge that ultimately leads to profits and ROI.
International theme parks, major attractions, property developers,
global IP brands, hallmark events, stellar venues, hotels, casinos,
tourist destinations and governments rely on Imagine That! to
create, collaborate, coordinate and deliver the planet’s most
ambitious and exciting projects and experiences. The Gilroy project
would be in good company.
You know that project success doesn’t just happen. It is inspiration
and perspiration. There are no short-cuts. Success is borne of a
culture that nurtures original thinking, strict disciplines and creative
ideas within commercial reality. At our core is a suite of professional
competencies, principles, values and lateral processes forged in the
furnace of real-world experience.
For over three decades, Imagine That! has been expanding the
boundaries of creativity and design innovation across the full
breadth of experiential genres in 22 countries, with over 400 unique
projects delivered in spectacular flourish.
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“

Our quest for the creation of new, engaging dimensions in leisure
and lifestyle experiences remains undiminished.
Imagine That! has recently set the parameters for a multibilliondollar, mixed-use themed leisure project in South Korea. Global
financiers and property developers agree that the project is now
programmed for success with expectations it will be totally funded.
To be staged over a decade, we have secured the involvement of
multiple international stakeholders, Government of Korea and one
of the world’s largest media content producers and intellectual
property owners in a world-first partnership.
In a similar context, we believe the proposed recreation and tourism
development in Gilroy could benefit from a similar innovative
approach as the strategic confluence of innovation, imagination,
design and architecture in a highly successful commercial
environment.
With a reputation for creativity, high-value concepts, professional
precision and well-planned delivery, Imagine That! works with the
biggest names in the world of themed destinations – bringing ideas
to spectacular reality. Here are just some of our great partners
representing numerous individual projects.

”

Peter Sheppard - Vice President, Destination Projects
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IMAGINE WHAT WE
COULD DO TOGETHER?
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“

IMAGINE WHAT WE COULD DO TOGETHER?

I am personally very excited by the prospect of working on the Gilroy project. And I know I also
speak for my entire professional team. Fabulous concepts and design possibilities are already being
visualized, running like adrenalin through our veins.
This is a defining project with cross-generational impact for the Gilroy community. It is vital that the
opportunity to fully realize the potential of the site is not compromised. Therefore, it is of paramount
importance to ensure that the very best, highest-value partners are attracted to the project.
Our approach may be different from that expected by City of Gilroy.
However, your ambition ‘to create a project that will establish Gilroy as the top family-oriented outdoor
recreation destination in the San Francisco Bay Area and nearby Central Coast’, sets the high bar –
correctly recognizing the site’s amazing potential.
Experience does make a difference. Bringing a global perspective, our approach would ensure the
Gilroy project has the conceptual definition, market validity and commercial posture, supported by an
initial business case, to excite and attract appropriate global investor interest.
Imagine That! knows when intellectual capital, chemistry and esprit de corps come together in
a synergy with client-side professionals, imaginative outcomes and unique project solutions are
achievable.
We would be proud to be associated with an iconic Gilroy project. The entire Imagine That! team would
welcome your feedback and looks forward to working closely with you in creating alchemy for this
defining project.
Rick Harbour - President
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IMAGINATION
IS THE CURRENCY
OF THE FUTURE

IMAGINE THAT!
creative • design • produc tion

www.imagine-that.com

