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Introduction 
 
 
 

 
In the 1970's, national heritage agencies in Canada and 
the United States developed and implemented Main 
Street programs to encourage the economic and social 
sustainability of commercial districts in cities and towns. 
Main Street programs were established to revitalize busi- 
ness areas through a combination of community orga- 
nization, heritage building conservation, and economic 
development. These programs provided financial and 
technical support to establish community-based organi- 
zations to work with property owners, municipal govern- 
ments and other stakeholders, to promote and conserve 
historic buildings and downtown streetscapes for contem- 
porary use. These investments resulted in significant job 
creation, private sector investment, tourism potential, 
and increased pride and "sense of place" for community 
residents. 

 
Main Street Saskatchewan is a program to support 
communities in revitalizing their historic commercial 
areas. It was established by the Ministry of Parks, 
Culture and Sport to implement the Main Street 
Approach® in Saskatchewan. Through the Ministry, Main 
Street Saskatchewan has entered into a g reements 
with community  or ganizations in selected 
communities to provide advisory services, tools and 
access to competitive grant funding to support local 
implementation of the program.   In return, the local 
organization administering the local Main Street 
program implements the Main Street Four-Point 
Approach® in its community, and participates with the 
Ministry in measuring program impact. 

Purpose of this Manual 
 

The Main Street Approach® incorporates a well-tested 
four point approach to downtown revitalization that con- 
sists of Community Organization, Promotion, Design/ 
Heritage Conservation, and Economic Restructuring. It is a 
holistic approach that has achieved lasting success in com- 
munities who apply its principles. Developed by the Na- 
tional Trust for Historic Preservation’s Main Street Center 
in Washington, D.C., it continues to administer the Main 
Street program in the United States. The Trust works in 
partnership with over 40 State-run Main Street programs 
to support local programs in over 1600 communities. In 
Canada, the then Heritage Canada Foundation’s (now 
Heritage Canada the National Trust) Main Street 
program sponsored economic development and heritage 
building conservation initiatives in dozens communities 
across Canada. Alberta and Quebec established 
provincial programs modeled on the one administered by 
Heritage Canada. Each of these programs support and 
promote local economic development, tourism, cultural 
initiatives, and are integral to improving the sustainability 
and quality of life of participant communities. 

 
The purpose of this manual is to therefore bring together 
a compilation of best practices that will assist a new Main 
Street community participating in Main Street Saskatch- 
ewan to organize a local Main Street program, assess its 
downtown, prepare work plans, and successfully 
implement the Four Point Approach®. 

 
Step Three 
Assess your 
Downtown 

Step Four 
Develop a 

s 
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Step One 
 

The Main Street Approach to Downtown Revitalization 
 

      

      

 
 
 
 
 
 
 

Main Street, Railway Avenue, First Street, Broadway 
- These names recall the tradition and pride that are 
embodied in the historic commercial areas of our 
municipalities. However, these areas are not relics of 
the past; they can and should be vibrant hubs of com- 
mercial and cultural activity, befitting their time-hon- 
oured role as the heart and soul of the community. In 
the 1970’s, national heritage agencies in Canada and 
the United States developed and implemented Main 
Street programs to encourage the economic and so- 
cial sustainability of commercial districts in cities and 
towns. The Main Street movement has transformed 
the way communities think about the revitalization 
and management of their historic districts. Pioneered 
by the U.S. National Trust for Historic Preservation 
and adopted by then  Heritage Canada Foundation, 
the Main Street process is a methodology used to 
revitalize traditional historic downtown districts. 
The core principle of Main Street is to encourage 
economic development within the context of historic 
preservation. The process enables a return to grass-
roots empowerment in the revitalization of 
traditional downtown areas by focusing on such 
unique downtown assets as: 

 
• Distinctive traditional architecture 
• Dense collectivity of unique shops and services 

• Scale of built environment 
• Pedestrian-friendly environment 
• Connectivity and walkability 
• Variety of functions 
• Personal service 
• Local ownership 
• Sense of community 

 
The process is delivered using a well-tried four-point 
approach that provides a comprehensive, communi- 
ty-driven, and proven approach to revitalizing Main 
Streets. 

 

 

The Main Street Four-Point 
Approach® 

 
Main Street is based on the belief that historic com- 
mercial areas are the traditional centre of business 
and cultural life for a community. These areas feature 
businesses, buildings, people and events that rep- 
resent the values and visions of the community and 
make it a unique place to live, work, and play. Con- 
serving and capitalizing on these unique elements 
promotes community pride, increases quality of life, 
and creates vibrant hubs of cultural and commercial 
activity by focusing on four specific areas: Organiza- 
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tion, Promotion, Design/Heritage Conservation and 
Economic Restructuring. 

 
By focusing on this well-tried approach to downtown 
revitalization, a community can potentially avoid the 
failures that come with focusing on just one or two 
issues. Instead, the Four Point Approach® helps a 
community deal with the full spectrum of issues that 
are often interrelated and affect the traditional Main 
Street area. 

The National Trust for Historic Preservation’s Main 
Street process has been very successful in thousands 
of cities across North America, including over 75 com- 
munities across Canada. The four points described 
below are the components of success that are fol- 
lowed by all communities within the realm of “Main 
Street": 

 
 

Community Organization focuses on bringing community residents, property owners, 
merchants and other Main Street stakeholders together to work toward a common goal. This 
involves establishing a volunteer governing board and standing committees, both supported by 
a paid program coordinator. 

 
 

Promotion involves promoting Main Street assets to local residents, visitors, investors, 
business owners, and others through a mix of special events, business-enhancement promotions, 
and marketing initiatives. The goal is to create and enhance the perception of the commercial 
district as a hub of commercial and cultural activity, and as a viable place for consumer and 
business investment. 

 
 

Design/Heritage Conservation involves creating an inviting pedestrian-oriented 
downtown for people to shop, work, and play. This is achieved through physical improvements 
and installations such as lighting, landscaping, sidewalks, and displays that create a positive and 
attractive image of the commercial district. Central to this approach is rehabilitating historic 
buildings and encouraging new construction that is sensitive to the area's heritage character. 

 
 

Economic Restructuring means strengthening existing economic base while develop- 
ing ways to diversify and expand the local economy by introducing new compatible businesses 
and building uses. Key to the Main Street Approach is working with other economic develop- 
ment organizations to recruit new businesses, support, nurture, and retain existing businesses, 
and to develop initiatives and programs that respond to today’s and future consumer needs. 
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The Guiding Principles of the 
Four-Point 

Main Street Approach® 
 

Eight specific principles that help guide communities 
in applying the Main Street Approach are as follows: 

 

1. Comprehensive: 
The Main Street Approach is comprehensive in that 
it focuses on a strong organizational base, effective 
marketing,  successful  design,  and  firm  economic 
development strategies that all work simultaneously. 

 

2. Incremental: 
Steps  taken  during  the  downtown  revitalization 
process  are  incremental  “baby  steps”  that  grows 
confidence in walking before moving to the 
increasingly more complex movement of running. 
Simple activities before more complex projects lead 
to greater confidence and more sustainable positive 
change. 

 

3. Self-help: 
Local leadership, community engagement, and com- 
mitment will lead to long-term success by encour- 
aging the involvement and dedication of the entire 
community to the revitalization initiative. No other 
grant programs, consultants, or other outside assis- 
tance can help if the will and desire to succeed are 
not embedded in the local community. 

 

4. Public/Private Partnerships: 
Many   partnerships   are   forged   in   the   process 
between both the public and private sectors. Each 
have a vested interest in the Main Street area and 
need to work together to achieve a common vision. 
All partners bring unique expertise, skills, and human 
capacity that combine into a strong pool of resources 
necessary for revitalization to occur. 

 

5. Identifying  and  capitalizing  on  existing 
assets: 
Every community has very unique qualities and 
characteristics that vary from all other communities. 
Buildings are different, the scale changes, the 
pedestrian experience varies. It is these qualities that 
each community needs to capitalize on, promote, 
and build upon as their own specific opportunities. 
It is this adaptability that makes the Main Street 
Approach suitable for any community. 

 

6. Quality: 
The Main Street area contains buildings that speak of 
traditional architecture constructed by the hands of 
craftsmen who understood the need for appropriate 
scale, materials, detail, and quality. It is this quality 
inherent   in   traditional   architecture   that   makes 
historic Main Street areas so unique and special. All 
projects undertaken should reflect this same quality 
and respect the details and special characteristics 
traditional architecture exhibits. 

 

7. Change: 
Changing the attitudes of people who are skeptical 
about downtown revitalization can be done. Negative 
attitudes will not prevail as they see the successes 
of the Main Street program improve the physical 
appearance of the Main Street area. Such change 
will help shift public perceptions and generate even 
more support to sustain the revitalization initiative. 

 

8. Implementation: 
Creating   strategies   that   help   to   identify   and 
prioritize projects that can feasibly and successfully 
be  completed  at  the  beginning  of  the  program, 
to more complex and larger projects that require 
greater effort and support, will create confidence 
and  reinforce  the  perception  of  positive  change. 
Small, frequent, and dramatic changes early in the 
process will mature into larger changes with greater 
visible results, and will remind the community that 
revitalization is underway. 
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Twelve Reasons Why 
Downtown is Important 

 
Downtown is the heart of a community. It is where the 
life of residents, business, government and professional 
service, institutions, and visitors, come together in an 
environment that is character-defining, encourages so- 
cial interaction, and brings a sense of reflection in terms 
of community development. The following twelve rea- 
sons speak for themselves… 

 
1. Downtown is important to the entire community. All 
residents have a personal investment in the community 
and consider the community “home” and connect with 
their sense of “arrival” when they return. 

 
2. The central business district is the primary employ- 
ment centre of the community. Some of the smallest 
hamlets and villages employ many people within the 
community. Overall, downtown can be seen as one of 
the largest “employers” in the community. 

 
3. As a business centre, the downtown is central to the 
life of business, and contains the greatest mix of busi- 
ness in the community. It is also the incubator of new 
businesses of tomorrow…a supporter to the local en- 
trepreneur. 

 

 
 
 

Within Main Street communities, the term down- 

town most frequently refers to the historic central 

core of older communities that were usually 

founded in the early 1900’s. Most of the historic 

downtown areas developed in a pattern that 

reflected an earlier period when modern conve- 

niences of today were non-existent. The standard 

pattern of development for historic downtowns 

placed buildings close together, immediately 

against the sidewalk, and commonly with tradi- 

tional raked-storefront entries and large display 

windows to exhibit the retail product inside. 

 
Then the question is…can big box retailers, malls, 

and discount centres, take the place of down- 

towns in the future? The answer is most definitely 

no. Though big box retailers, malls, and discount 

centres, play important roles in our communi-  

ties, downtown is so much more than what they 

offer. The big box retailers, the malls, the discount 

centres, are places that are generic, without 

character, less personal, and little to offer in the 

form of a pedestrian experience. It is critical for 

everyone involved in downtown revitalization to 

understand the value of such experiences bring to 

the downtown. 
 

4. The downtown reflects the same image as that which 
represents how a community sees itself. Such an image 
is a critical factor of the community to retain existing business and recruit new business. If the downtown is 
neglected, outsiders will consider this as a reflection of the entire community. If potential new business is 
looking at relocating to your community, the first things they look at are quality of life, image, viability, and 
potential for growth. 

 
5. The downtown represents a significant portion of the community’s tax base. If the downtown is in decline, 
property values will decrease which, in turn, increases the tax burden on other parts of the community. 

 
6. Many of the businesses in the downtown are owned by independent entrepreneurs. These people support 
local families who, in turn, support local business, local schools, industry, and so on. As they consume locally, 
the profits remain local. 
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7. Though the downtown may not be your commu- 
nity’s most dominant shopping centre, it is still an in- 
dispensable shopping and service centre in the com- 
munity. It still includes unique shopping and service 
opportunities, lawyers, doctors, accountants, insur- 
ance offices, and banks. 

 
8. The downtown is the historic heart and soul of the 
community. Many of the buildings are historically sig- 
nificant and create a sense of place within the com- 
munity. They should be preserved to help protect the 
memory of the community’s history. 

 
9. Downtown represents a vast amount of public and 
private investment. Imagine paying to recreate all the 
public infrastructure and real estate in a central busi- 
ness district. Imagine the waste of past dollars spent 
if the downtown is neglected. 

 
10. A central business district is often a major tourist 
draw. When people travel, they want to see unique 
places, learn different things, explore special histories 
and experience distinctive developments of time…. 
there simply isn’t another downtown exactly the 
same as another in the world. 

 
11. Downtown is usually a government centre. It is 
where the city or town hall and post office are locat- 
ed. This “one stop” shopping for government services 
is an important feature of every downtown centre. 

 
12. Perhaps most important, the downtown provides 
a sense of community and place. As Carole Rifkind, 
author of Main Street: The Face of Urban America 
wrote, 

 
“…as Main Street, it was uniquely America, a power- 
ful symbol of shared experience, of common mem- 
ory, of the challenge and the struggle of building a 
civilization….Main Street was always familiar, always 
recognizable as the heart and soul of village, town, or 

 

city.” (Edited from an article by Alicia Goehring, Wis- 
consin Main Street program, Wisconsin Department 
of Development) 

 
Overall, the above twelve reasons why we value a 
downtown are likely why we feel it necessary to re- 
vitalize the downtown. There are pressures facing 
historic downtowns in the form of competition with 
modern shopping conveniences such as big box re- 
tailers, malls and discount centres. Downtowns often 
have absentee landlords that reside elsewhere and 
who are not interested in improvements to buildings 
they are so disconnected from. Downtowns have ag- 
ing buildings that need repair. Downtowns lack con- 
sistent architectural design. Downtowns often lack 
sufficient parking and frequently have traffic conges- 
tion issues. 

 
However, if you were to look and experience attrac- 
tive vital downtowns, more often than not, the over- 
all successful experience of that downtown is the re- 
sult of a long-term consistent intervention and effort 
on the part of the community. 
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Why Downtown is Important to 
the Entire Community 

 
The following provides a summary of many of the 
reasons why downtown is important to various 
players within the community. 

 

Downtown Retail Merchants 
Expanded customer base, more sales, upgraded re- 
tail environment, more opportunities for cross pro- 
motion, more opportunities for business growth 
and expansion, more opportunity for locally owned 
independent businesses, less financial risk, incuba- 
tor for new businesses, shared responsibility for 
retail success… 

 

Municipal Government 
Increased sales tax base, increased property tax 
base, protection of infrastructure investment, pro- 
tection of municipal property investment, conser- 
vation of existing resources, reduced vacancy rate, 
reduced cost of police and fire protection, less de- 
terioration of buildings and need for demolition, 
reduced chance of costly sprawl development, bet- 
ter community image, more civic awareness, sup- 
port for public policies, support for political leader- 
ship, ripple effect to other communities, healthier 
overall economy, enhanced community and county 
pride, improved job market and business opportu- 
nities… 

 

Residents of the Community 
Protection  of  property  values,  overall  improved 
economy, local accessibility to goods and services, 
increased opportunity for social interaction, meet- 
ing  space  for  diverse  segments  of  community, 
preservation  of  civic  gathering  space  for  public 
functions,  more  opportunities  for  volunteerism 
and participation, opportunities for leadership de- 
velopment, community pride and sense of accom- 
plishment, provision of mixed-use and affordable 
housing, opportunities to engage all ages in one 

 

environment, preservation of community iden- 
tity, sense of “having roots” and “belonging” to a 
place, preservation of community for future gen- 
erations… 

 

Downtown Property Owners 
Increased occupancy rates, stable of higher rents, 
opportunity  to  turn  underdeveloped  space  into 
income-producing property, greater return on ini- 
tial property investment, less risk of vandalism and 
fire, improved marketability of property, access to 
grants, loan programs and tax credits… 

 

Downtown Professionals 
Location with improved higher quality image, loca- 
tion near government buildings and other institu- 
tions, increased exposure to new clients, opportu- 
nities for shared promotion… 

 

Downtown Service Businesses 
“Ready-made” customer base in downtown em- 
ployees, increased exposure to other customers, 
opportunities for cross promotion, reduced “leak- 
age” to surrounding towns, location accessible to 
pedestrians, location near banks, post office, and 
other institutions… 

 
Businesses Outside the Downtown District 
Increased visitor traffic to the community, in- 
creased business through overall healthier econ- 
omy, more dollars circulating longer from locally 
owned businesses, improved municipal services 
throughout the community, opportunity for cross 
promotion, jobs created and additional business 
from local rehabilitation projects… 

 

Civic Organizations 
Public space appropriate venue for civic projects, 
increased opportunities for events, potential new 
members… 

 

Financial Institutions 
Expanded business customer base, more business 
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Preservationists 
Increased awareness and credibility for commer- 
cial district preservation, link between preserva- 
tion and economic development, increased educa- 
tional and partnership opportunities, rehabilitation 
is  environmentally  friendly  versus  demolish  and 
rebuild… 

 

Industries 
Improved environment for employees, easier re- 
cruitment of key personnel, increased local avail- 
ability of materials and services… 

 
 
 
 
 
 
 

 
from overall healthier economy, potential new cus- 
tomers from new residents attracted to community, 
protection of property values, improved public image 
and goodwill… 

 

Utilities 
Expanded customer base, longer service hours and 
increased utility usage, community stabilization and 
growth,  protection  of  prior  infrastructure  invest- 
ment, maximize use of built infrastructure, improve 
efficiencies, more public improvements… 

 

Chamber of Commerce 
Healthier  overall  business  climate,  potential  new 
member businesses, opportunities for partnership 
and  cooperation  on  joint  projects,  key  employer 
through larger downtown employee base… 

 

Economic Development Officials 
Factor in business/industry location decisions, im- 
proved overall quality of life, ideal location for many 
high growth businesses, service and high tech com- 
panies, demonstrates employment abilities and rep- 
resents community’s “first impression” to potential 
investors… 

Schools 
More opportunities for youth involvement in civic 
projects, potential for “downtown as a classroom” 
projects, downtown schools, preservation of down- 
town neighborhoods… 

 

Churches 
New membership in potential residents, improved 
overall quality of life in community, opportunities 
for partnership, protection of property values… 

 

Media 
More opportunities for coverage of positive local 
news, opportunities for public service partnership, 
increased advertising potential… 

 

Hospitals 
Easier physician recruitment, location for ancillary 
health care services, reduced “leakage” of health 
care services… 

 

Youth 
Local  employment  and  business  opportunities, 
more happening in the community, more places to 
go and things to do… 

 

Senior Citizens 
Convenient location for goods and services, safer, 
more secure environment, preservation of com- 
munity history and personal memories… 
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A 

 

Step Two 
 

Get Organized 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Organization is one of the most important factors 
when undertaking a Main Street program. An organi- 
zation that is well structured with a strong vision will 
carry the stability required to ensure a sustainable 
downtown revitalization initiative that will survive 
long-term commitment. Managing the program re- 
quires a well thought out structure that has the finan- 
cial backing and commitment of all those involved. 
The success of any Main Street program begins with 
the creation of a strong organizational foundation. 

 
The program organization also requires the efforts 
of several committed individuals. This means that 
the organization cannot just rely on the individual ef- 
forts of a Main Street program coordinator. It must 
be an orchestrated effort of many minds driven by 
the same goal. Thus if ever the organization is in a 
position where the Main Street program coordinator 
is temporarily absent, or possible leaves the organiza- 
tion entirely, the program can be carried by the com- 
bined efforts of the organization itself. Every success- 
ful Main Street program should therefore have the 
following characteristics: 

• Widespread public and private sector support for 
the Main Street area revitalization. 

• Vision and mission statements, as well as goals 
and objectives that are in keeping with the cur- 
rent conditions of the Main Street area and the 
community overall. 

• Comprehensive strategic work plan that address- 
es all four points of the Main Street Approach. 

• Commitment to heritage preservation and reha- 
bilitating and protecting the area’s historic and 
unique assets. 

• Active Main Street board and committees. 
• Adequate   operating   budget   and   committed 

sources of long-term funding. 
• Paid professional Main Street program coordina- 

tor. 
• Ongoing  training  program  for  the  Main  Street 

program coordinator, board members, commit- 
tee members, and volunteers. 

• Structure for documenting and reporting key sta- 
tistics and accomplishments. 

• Membership in the National Main Street Network 
and affiliation with the Main Street Saskatche- 
wan program. 
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Obtaining Broad-Based Support 
 

Fundamental to the Main Street Approach is that 
it is a community-wide, volunteer-driven, initiative 
entirely dependent on broad-based public and pri- 
vate sector partnerships, and forms the foundation 
for community engagement, community spirit, and 
community consensus. The support garnered will 
assist the program through volunteerism, financial 
support, board and committee members, marketing, 
information sharing, and general advocates. This is 
where community participation...a grassroots pro- 
cess…begins. 

 
At this early stage in the process it is therefore neces- 
sary for a successful Main Street program to develop 
strong partnerships with similarly focused commu- 
nity organizations and volunteers, and strive to in- 
volve a broad range of capacities that will provide as 
well-rounded representation of the community, and 
build financial and advocacy support. A simple sur- 
vey of such groups and individuals that exist within 
the community will help to identify the extent of 
other potential groups from the public and private 
sector, the business community, civic groups, local 
government, financial institutions, residential sector, 
religious and educational institutions, and many oth- 
ers. All of these groups will have different interests, 
strengths and purpose. Yet, the common ground they 
share is the revitalization of the Main Street area. 

 
The program therefore becomes a tool by which 
these groups can recognize similarities in their goals 
and in their vision for the future. The Main Street 
program becomes the incubator within which these 
stakeholders and potential partners come together 
and build capacity as a whole, create a stronghold of 
energy, and contribute together as one. 

 
Stakeholders Typically Involved in 

a Main Street Program 
 

Business Owners 
Business owners have an immense interest in the 

 

health and business activity in the Main Street area. 
It is their livelihood, as well as the economic base of 
the area. Often the beginnings of the Main Street 
program are led by retail business owners within the 
commercial area. Business owners are concerned for 
the health of the downtown because the healthier 
the economic environment the more successful their 
business will be. The livelier the downtown becomes, 
the more likely the increase in pedestrian activity, 
customer base, and financial profits. Merchants al- 
ready have a major investment in the downtown by 
the fact of their location and business investment. It 
is therefore crucial that they participate in helping 
to structure the program’s organization and how it is 
managed. 

 

Building Owners 
Building  owners  may  be  those  owners  who  also 
conduct their business within the premises or they 
may be absentee owners who reside within or out- 
side the community and rent or lease the property 
to business owners. Building owners will be particu- 
larly drawn to the design component because of the 
potential physical impact the program could have on 
their building. However, these owners should also be 
approached to participate on the local Main Street 
Board of Directors because of the investment they 
have already made in the Main Street area by the fact 
that they own commercial property and have a direct 
interest in the success of the Main Street program 
and the downtown revitalization initiative. They will 
likely want to be active participants in the process, 
while absentee building owners tend to show little 
interest and wish only to   be kept informed about 
the revitalization initiative and given opportunities to 
participate if they so wish. 

 

Professionals and Service Businesses 
A healthy downtown requires a mix of businesses 
that include not only the retail sector but profession- 
al and service businesses as well. Such a mix of busi- 
nesses creates a thriving environment that creates a 
pool of potential customers that increases their client 
base as the vibrancy of the downtown increases, and 
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becomes more pedestrian friendly in terms of ame- 
nity choices, shopping conveniences, and profes- 
sional and service areas such as government offices, 
medical facilities, banks, accountants and lawyers. 
These potential partners can provide valuable exper- 
tise and knowledge to the organizational workings of 
the board and committees. 

 

Local Government 
It is very important that the Main Street program re- 
tain the support and involvement of the local govern- 
ment sector in order to ensure a long-lasting success. 
Town/city council can endorse  the  local organiza- 
tion’s application to initiate a Main Street program by 
way of a municipal resolution that is then included in 
the initial application to Main Street Saskatchewan. 
The municipal staff therefore becomes committed 
to participate in the Main Street program for its en- 
tire term. They can help with financial resources and 
provide  information,  technical  expertise,  support 
and leadership.  Since the local government is very 
much involved in the economic development of the 
community overall, it is crucial that the local govern- 
ment be involved from the start in helping to develop 
creative, feasible, and timely solutions to downtown 
revitalization. 

 

It should also be noted that municipal councils have 
an active supporting role to play in the organizational 
structure of the Main Street program. Although the 
province enters into a contractual arrangement with 
a local organization rather than the municipality it- 
self, it is still paramount that council agree to fund, 
in part, the administration of the project while main- 
taining an arms-length position with the day-to-day 
operations of the Main Street program. Experience 
has shown that the successful programs are those 
that are truly driven and administered by a local or- 
ganization and local businesses. The perception that 
the program is driven by town/city council, and not 
by a local organization or businesses, can put into 
question the community's level of trust as to whose 
interests are being represented. This can prove det- 
rimental to the success of the program. Thus, struc- 
turing a new organization to manage the local Main 
Street program , or blending it into an existing local 
organization, is normally the best alternative. 

 

Chamber of Commerce 
The  local  Chamber  of  Commerce  normally  has  a 
broader mandate to promote commercial develop- 
ment for the community as a whole. Thus, a down- 
town revitalization program is not as all-encompass- 
ing as the chamber’s mission. However, based on 
membership, the downtown area will have several 
businesses who subscribe to the chamber as a mem- 
ber. This means the involvement of the Chamber of 
Commerce for marketing and promotion initiatives 
is important and necessary. The Chamber of Com- 
merce should be involved from the initial planning 
and organization stages as it will be an interested re- 
source and supporter. 

 
Local Economic Development Board or 
Committee 
The local Economic Development board or com- 
mittee may either be a committee of the town/city 
council, the responsibility of a municipal employee, 
or an extension of the Chamber of Commerce. In any 
event, the existing mechanism for economic devel- 
opment should be involved in the organization pro- 
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cess of the downtown revitalization program as it can 
assist in economic development research and activi- 
ties for downtown. 

 

Historic Preservation Organization, Societies 
and Community Clubs 
With the major goal of the Main Street program be- 
ing to retain and rehabilitate the historic buildings lo- 
cated within the commercial district, historical pres- 
ervation organizations and societies are normally 
keen to participate in the Main Street program. They 
often have information about preservation practices, 
programs and incentives, and are typically knowl- 
edgeable about the district’s history and heritage. 
Local historical societies are a key source for infor- 
mation to obtain historical records, history books, 
and photographs regarding the historic downtown 
district. In addition, clubs such as the Lions, Kinsmen, 
and Elks, can also play an important role given their 
long-standing work in the town. 

 

Financial Institutions 
Local banks are a potential source to contact and dis- 
cuss methods by which they can provide low-interest 
loans and financial incentives that would assist with 
building  rehabilitation  activities.  The  commercial 
district provides many benefits to the local bank sys- 
tem, such as providing a business clientele, a pool of 
business loan activity, and new business and indus- 
try, to directly market to. Banks can most definitely 
support the Main Street program by helping design 
loan packages, taking part in low interest incentive 
programs, providing leadership, and seeking creative 
and entrepreneurial ways to stimulate economic de- 
velopment. 

 

Schools 
Young people in the community have much to of- 
fer and contribute to the Main Street program. At 
the same time, the program has a great deal to of- 
fer youth in return. Main Street can be a means for 
adding local history to social studies and history pro- 
grams. Meanwhile, the energy, vibrancy, and creative 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

excitement of youth can be an immense advantage 
to the revitalization effort. Students can place them- 
selves in an environment that enables them to obtain 
work experience, exercise their academic and trade 
skills, and be a part of making a difference in their 
community. 

 

Media 
Main Street revitalization is newsworthy. It creates 
new jobs, new business, generates new investments, 
brings more money into the community, and brings 
success to Main Street that captures the attention of 
the media, the consumers, and the bottom line of ad- 
vertising sales. The media should be involved as vol- 
unteers for the marketing committee, and also in the 
initial planning and organizational stages of the Main 
Street program. 

 

Industry 
Local industry is very much a part of the success of 
the Main Street program as it affects their bottom 
line, their ability to hire to employees, and their abil- 
ity to benefit from the increased consumer market. 
Although many of the industries are likely located 
outside the Main Street boundary, they should be in- 
vited to participate as a beneficiary of Main Street’s 
success. 
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Religious Institutions 
Local churches have the advantage of being able to 

 

Main Street in an Existing Organization 

welcome numerous people for religious and other 
celebrations. Many churches are already located in 
or near the downtown and are active in job creation 
for their youth, and other family assistant programs 
that help families in need. This all benefits the down- 
town  commercial  area  and,  in  turn,  provides  the 
Main Street program with opportunities to gather 
large numbers of volunteers to support a cause. 

 
Organizational Structure 

for Main Street 
 

There are several organizational structures that  a 
community could consider for the structure of the 
local Main Street program. However, two structures 
shown below are the most common, one being a 
freestanding organization which may, or may not, be- 

 

Community 
O

come incorporated as a non-profit body, and a more 
simple integration of the Main Street program into 
an existing local organization. The best arrangement 
is usually the one that establishes the program as an 
independent organization with its own Main Street 
Board of Directors, committees, and Main Street 
program  coordinator  managing  program  adminis- 

 

 

The Freestanding Independent Program 

tration, coordinating committees, and ensuring suc- 
cess of program goals. The one exception would be 
to integrate the program within an existing Business 
Improvement District (BID) or a Business Association 
(BA), because such organization work with similar 
goals and objectives specific to the downtown area. 

 
The other options, such as integrating the Main 
Street program with the Chamber of Commerce or 
with the municipal office, brings several benefits in 
terms of shared office space, clerical support, use 
of eof equipment, and access to materials and 
supplies. Employed as a municipal staff member, 
the Main Street program coordinator could 
benefit from job security, benefits, and health 
care coverage. Their position may also help to 
influence municipal policy, councillor support, and 
funding levels. 
 

The drawbacks to such integration into an existing or- 
ganization, however, could have a negative impact on 
the success of the program. For instance, the cham- 
ber’s wider regional focus could hinder Main Street’s 
concentration on the commercial district, as could its 
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membership based structure, which may not align 
with Main Street’s goal to work with, and promote 
all, merchants in the commercial district. Similarly, 
integrating with the municipal office may involve the 
appointment of staff member who does not neces- 
sarily have the skills or knowledge that is required 
to manage a revitalization program. Often the Main 
Street program coordinator’s focus becomes diffused 
if he or she is perceived to be Chamber of Commerce 
staff or a municipal employee, and could be asked to 
direct energies and resources into activities not spe- 
cifically related to the business district, thus causing 
a conflict of interest. 

 
In addition, it has been found that a Main Street pro- 
gram’s private-sector participation can be negatively 
impacted if the program is perceived to be “another 
municipal department.” If the program is seen to 
work too closely with town or city hall, the trust of 
the business community tends to lessen because 
Main Street is then perceived to be pro-government 
and not pro-business. 

 
Since initial establishment of a Main Street program 
is often due to the interests of the district’s mer- 
chants it is often considered a perfect combination to 
integrate Main Street with a local business improve- 
ment district (BID) or business association (BA). If 
the funding capacity and the organizational structure 
of the BRZ or BA is not sustaining enough to carry 
a long-term revitalization program, it may be neces- 
sary for the local BRZ or BA to expand its scope and 
secure a sound funding base, making it a feasible op- 
tion for managing the local Main Street revitalization 
program. 

 
Overall, as an independently run organization, the 
Main Street program can still involve and benefit 
from the contributions of the chamber and municipal 
government, would be very ingrained in the activities 
of the BRZ or BA, and can act objectively, and bring 
together both public and private sector interests of 

 

community partners. Typically, as with other local 
interest groups, community partners would be rep- 
resented on the Main Street Board of Directors, in 
an ex-officio role, and also on various committees. 

 
 

The Structure of the Main Street 
Board of Directors 

 
The structure of the Main Street Board of Directors 
depends on local support, stakeholder priorities, 
the detailed roles of the board and committees, the 
role existing groups currently play, and on human 
capacity and financial resources. The most common 
of all structures is for an autonomous Main Street 
Board of Directors to oversee the program with four 
standing committees that correspond to the four 
downtown revitalization points of the Main Street 
Approach - Community Organization, Promotion, 
Design/Heritage Conservation, and Economic Re- 
structuring. 

 
Every community has different needs, priorities and 
capacities. Thus the organizational structure needs 
to be flexible enough in its design to be compatible 
with the uniqueness of each community. In general, 
the following roles need to be filled in the creation 
of new organizations, and the restructuring of exist- 
ing groups. 

 

The Board's Collective Capacity 
The local program’s Main Street Board of Directors 
should be a collection of individuals who have the 
capacity to give the time and energy to develop 
and implement policy that will help create positive 
change. The board’s collective capacity will be a de- 
termining factor in the success of the commercial 
revitalization effort, and will largely depend on the 
ability of each board member to identify and mobi- 
lize various resources, build and sustain volunteer 
support,  encourage  and  develop  new  leadership 
opportunities, and maintain a clear focus on needs 
and opportunities of the commercial district, and 
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the Main Street program as a whole. 
 

 

Appointed Versus Self-Selected Directors 
Typically, the Main Street Board of Directors is initial- 
ly self-appointed. In successive years, a nominating 
committee can be structured to recommend poten- 
tial directors who can be voted on by the board or 
the organization’s membership, depending on how 
the program is structured. Other structures involve 
the municipal council appointing a Main Street Board 
of Directors or, if it is an board within a larger organi- 
zation, such as a BID, there may be strict rules regard- 
ing how the governing board is selected. 

 
As outlined by the National Main Street Center, 
some of the pros and cons of government-appoint- 
ed versus self-selected revitalization program gov- 
erning boards are shown below: 

 

Potential Board Members 
Board members should represent the interests of all 
parities who will be affected by the activities of the 
Main Street program. The business community, be- 
ing the most affected, should have very strong rep- 
resentation.  The board should be a small enough to 
easily obtain a quorum yet large enough to have ad- 
equate representation of the community. A workable 
number is normally in the range of seven to eleven 
members; however, some boards have as many as 15 
members. Larger board numbers provide for greater 
resources on decisions and tasks, but greater num- 
bers can also result in longer discussion, longer meet- 
ings, and, at times, indecisive situations. However, if 
interest and enthusiasm are high, it is particularly un- 
wise to turn away someone’s energy. 

 
 

Government-Appointed 
 

Pros 
• Board carries legitimacy of government entity 
• Entity may attract “bigger name” members 
• Affiliation  with  government  may  lend  more 

stability 
 

Cons 
• Types of individuals who can be appointed may 

be limited by law (e.g. may be confined only to 
downtown business or property owners) 

• Program  may  be  negatively  perceived  as  a 
“government program” 

• “Big name” appointees may be less interested 
in functioning as a working board 

• Board may not be able to incorporate public 
representation (council, staff) on board 

• Body may be threatened by changes in admin- 
istration and/or political party in control 

• Program may not have control over leadership 
development process 

Self-Selected 
 

Pros 
• Board may attract a more diverse group (e.g. 

residents, business and property owners, non- 
downtown representatives) 

• Entity may be perceived as more independent, 
less beholden to any single group/interest 

• Board can incorporate public and private rep- 
resentation 

• Entity can coordinate long-term leadership ini- 
tiative 

 

Cons 
• Group’s legitimacy and/or authority may be 

questioned 
• May become stale or “in-bred” unless effort is 

made to recruit new members 



 

24 
 

 
 

Other alternatives might include such options as: 
 

• Establishing an executive committee comprised 
of  officers (president, vice president, secretary, 
treasurer) who would meet more regularly than 
the Main Street Board of Directors to help man- 
age and focus responsibilities 

• Including interested community members as ex- 
officio – participating as non-voting members by 
the nature of their position or expertise (mayor, 
town planner, finance officer or economic devel- 
opment officer) 

• Suggesting that some members’ specific interests 
and energies be channeled to a working commit- 
tee or in some other volunteer position 

 
Board members can come from the following groups: 

 
• Commercial district property owners 
• Merchants 
• Professionals and other business owners 
• Financial institutions 
• Municipal government officials 
• Business Improvement District or Business Asso- 

ciation members 
• Heads of neighborhood organizations 
• Preservation and/or historical societies 
• Interested citizens 
• High school, college, and university students 

 

Board Positions 
Positions on the board typically include a chair, vice 
chair, treasurer, and secretary. To avoid burnout, 
one-third of the board members should be replaced 
each year. This will help attract new leadership, and 
avoid dominant and overbearing personalities from 
taking control. This means adjusting the terms for 
the original board members in order to accommo- 
date for the rotation. 

 

Ex-officio Board Members 
Ex-officio positions are normally held by individuals 

 

 
There are specific types of people who 
should be targeted to become a board 
member. These individuals are those 
who: 

 
• have the capacity to become actively in- 

volved in planning and implementing proj- 
ects 

• can provide specialized services and/or in- 
formation, such as accountants, architects, 
lawyers, designers, and historians; 

• have the financial capacity, or access to 
other sources, that could be used to fi- 
nance the program’s projects. 

• have demonstrated interest in the  pro- 
gram’s purpose and goals 

• hold specific experience in, or knowledge 
of, administration, finance, program devel- 
opment, advertising, public relations, com- 
mercial district activity, communications, 
design, or economic development 

• represent a public or private organization 
in the community 

• are willing to commit  between  4  to  10 
hours a month 

 
In addition, board members should bring the 
following to the organization: 

 
• Commitment 
• Determination 
• Leadership 
• Vision 
• Time 
• Enthusiasm 

 
 

who hold office in the local municipality, or in an insti- 
tution. It is important not to put too many ex-officio 
members on the board because their role is often one 
of communication and advice, and not one of leader- 
ship. Ex-officio members can be voting or non-voting, 
depending on how the Main Street program struc- 
tures its bylaws. 
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The following summarizes of the type of responsibili- 
ties board members can be expected to fulfill: 

 
Policy 

• Establish and/or continue legal existence of the program 

• Ensure program fulfills legal requirements in the conduct of its 

business and affairs 

• Adopt, follow, update, and administer bylaws 

• Adopt policies that determine the program’s purposes, 

governing principles, functions, activities, and course of action 

• Assume responsibility for internal policies governing the 

program 

Planning 

• Establish a consensus vision for the Main Street area’s future 

• Establish a mission, short-term and long-term goals, as well as 

objectives for the Main Street program 

• Ensure the committees adequately plan for events and activities 

• Develop a strategic plan for the Main Street program 

Committee  Oversight 

• Recruit effective committee chairs (use board members initially) 

• Monitor committee activities and ensure progress 

• Provide adequate resources for committees 

• Coordinate the work of all committees so that they advance the 

program’s goals 

• Solicit committee members to help create the work plan 

Funding and Financial Management 

• Raise sufficient funds to ensure the program can meet its 

objectives 

• Develop an annual budget for the program 

• Approve and monitor the finances of the program 

• Authorize an annual audit 

• Assume responsibility for all expenditures necessary to operate 

the program, other than those delegated by the board to the 

Main Street program coordinator 

Advocacy 

• Understand and publicize the program’s work to the community 

• Relate the services of the program to the work of other 

organizations and agencies 

• Give support and prestige to the program and inspire confidence 

in its activities 

• Serve as advocates of preservation-based economic 

development in the district 

• Serve as spokespersons for the program when requested by the 

board chair 

• Advocate public policy beneficial to the Main Street area 

Evaluation 

• Regularly review and evaluate the program’s operations and 

maintain standards of performance 

• Monitor program activities 

• Counsel and making decisions on plans adopted by committees 

and the Main Street program coordinator 

Personnel 

• Hire and regularly evaluate the Main Street program coordinator 

• Approve personnel policies 

• Participate in the recruitment, selection, and development of 

individuals to serve on the Main Street Board of Directors 

 

Selecting Board Members 
The Main Street board should be comprised of mem- 
bers able to act as an effective and cohesive group. 
With the addition of a strong well-versed and in- 
formed chairperson, the establishment of an effec- 
tive committee structure, and the overall vision and 
mission based on the consensual result of the re- 
source team session and a work plan strategy, results 
in a very strong and focussed collection of individuals 
who have the capacity to fulfill the goals of the board, 
the committees, and the organization as a whole. 

 
The Role of the Main Street 

Board of Directors 
 

The Main Street Board of Directors assumes legal and 
philosophical responsibility for all of the local Main 
Street program activities. The board becomes an 
educator, a consensus builder, an action-based initia- 
tor within the commercial district, and a volunteer 
advocate who encourages public engagement in the 
revitalization process. As the program matures and 
creates new opportunities with every new direction, 
board roles may well change to reflect the circum- 
stances. Yet, there are specific basic responsibilities 
that will always remain constant throughout the life 
of the organization. 
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The Role of the Main Street 
Program Coordinator 

 
The individual selected for the position of Main 
Street program coordinator will make an  im- 
mense difference on whether the program is able 
to achieve, develop, gain support, implement, and 
reach all revitalization goals. The danger of employ- 
ing the wrong individual is a program that floun- 
ders, cannot gain support, cannot encourage volun- 
teer assistance, lacks board member attendance at 
meetings, lacks committee membership, and has a 
council questioning the existence of the initiative. 

 
Main Street program coordinators often develop 
such passion for their work that they stay with a the 
local program for many years. Such continuity helps 
expand the program with a strong focus, building 
lasting positive partnerships, realizing the organiza- 
tion’s mission and vision, and providing a steadfast 
element amongst the changing players that occur 
during board and organizational turnover. 

 
The Main Street program coordinator is an individu- 
al who is creative, tenacious, business minded, pas- 
sionate, and eager to be the manager and facilitator 
of the revitalization program’s activities. The indi- 

 

vidual requires strong communication abilities and 
the ability to be a conductor, similar to that of an or- 
chestra, where everyone involved plays in sync with 
everyone else, in time, and in tune, with the group 
as a whole. Similarly, the Main Street coordinator is 
concerned with the entire range of advances of the 
Main Street program process under community orga- 
nization, promotion, design/heritage conservation, 
and economic restructuring, in addition to the day- 
to-day administration of the project and coordina- 
tion of committees and volunteers. The coordinator 
oversees every-day activities by managing all the ac- 
tivities of the overall local program. As the program 
evolves over time, the Main Street coordinator’s role 
develops in parallel with the program’s goals and 
changing opportunities. It is therefore important that 
a full-time coordinator be in place to ensure the suc- 
cessful management of the overall program. In small 
communities, however, a part-time coordinator may 
be more suitable and, in such cases, the need to de- 
pend on volunteers is that much more important and 
necessary if the Main Street program is to achieve its 
goals. 

 
The local Main Street board guides the Main Street 
program coordinator who, in turn, reports on a regu- 
lar basis (typically weekly) to the board chair. Report- 
ing to the board chair helps avoid reporting to too 
many bosses, which could be counterproductive and 
cause several communication problems. Being ac- 
countable to one individual is better than being ac- 
countable to several. The chair is then in a good posi- 
tion to speak in support of the Main Street program 
coordinator during board meetings. 

 
In addition, the Main Street program coordinator po- 
sition is central to the involvement of the communi- 
ty, downtown merchants, service providers, govern- 
ment and local community stakeholders, volunteers, 
fellow Main Street coordinators, and the provincial 
Main Street Coordinating Program management 
body. 
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Roles and Responsibilities 
The Main Street program coordinator’s principal role 
is that of an enabler and not a doer. At the beginning 
of the program, educating the community, helping 
the Main Street board generate support, attracting 
volunteers, and assisting the committees in mobiliz- 
ing for action and ensuring the all areas of responsi- 
bility are synchronized is a key to ensuring such sup- 
port will be strong and sustainable. 

 
Overall, the Main Street program coordinator’s re- 
sponsibilities are to: 
• Manage the administrative  component  of  the 

Main Street program. This includes purchasing, 
record keeping, budget development and ac- 
counting, report  preparation,  agenda  prepara- 
tion, and supervision of additional employees 
and/or consultants. 

• Develop strategies for preservation-based eco- 
nomic development in  collaboration  with  the 
Main Street Board of Directors. Identify resourc- 
es,  partners, and interest groups, that can help 
with the revitalization of the commercial district. 
Assist the Main Street board and committees in 
developing and implementing a work plan based 
on program goals and objectives, and the Main 
Street Approach. 

• Coordinate the activities of the Main Street com- 
mittees. Serve as an enabler within the commit- 
tee structure to ensure all four points of the Main 
Street Approach are working in unison. Assist and 
guide each committee with the implementation 
of its work plan. The Main Street program coordi- 
nator is in the position to work with committees 
to ensure  volunteers are committed, energetic, 
happy, and valued for the time and energy they 
dedicate to the program. 

• Develop and conduct ongoing public awareness 
and educational programs designed to create 
appreciation and awareness of the Main Street 
area, and to generate informed and understand- 
ing  supporters for the program in terms of its 

 

goals, achievements, and objectives. 
• Assist district businesses, institutions, and 

groups, to develop the ability to carry out joint 
improvement activities such as physical improve- 
ments, enhanced business practices, promotion- 
al events, promotional campaigns, and business 
retention and recruitment. 

• Assist individual business owners or property 
owners  with  physical  preservation,  rehabilita- 
tion, and restoration projects. Provide or obtain 
professional design consultation, help locate ap- 
propriate contractors and materials, participate 
in   construction supervision, and offer advice 
where appropriate. 

• Help build strong, effective, partnerships among 
local groups, including local and provincial agen- 
cies, business organizations, schools of all levels, 
local non-profits, civic groups, the media, real es- 
tate agencies, chamber of commerce, business 
associations, and others. 

• Represent the Main Street program at the local, 
provincial, and national levels. Prepare presenta- 
tions, prepare handout materials, and effectively 
make visual presentations on the program’s di- 
rection, activities, and achievements. 

• Develop, maintain, and share, systems that track 
the  progress of the Main  Street  program.  To 
prove  the success of the program, detailed re- 
cords need to be kept on all aspects of the pro- 
gram, especially on the dollars invested from all 
stakeholders, the number of jobs and businesses 
created, the number of building rehabilitations 
undertaken, the number of businesses assisted in 
the process, and the overall investment return. It 
is also important to photographically document 
all the physical changes to every building rehabil- 
itation project that takes place in the district. The 
image  speaks a thousand words, and no words 
can  replace the impact of a visual image. Such 
images have immense value when presenting to 
the  community, to local groups, and to existing 
or  potential stakeholders. Capture the moment 
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when you can…it will be worth a thousand words 
when it comes time to communicate such impact 
to those contemplating the same undertaking. 

 
Again, the Main Street program coordinator is more 
of a facilitator rather than a doer. The revitalization 
of the downtown requires the successful coordina- 
tion of community resources and volunteers that 
have committed their time and energy to the pro- 
gram. The coordinator is the facilitator who has the 
full-time capacity to be an educator, a resource, and 
a full-time advocate for the downtown all related to 
the revitalization effort. 

 
The local Main Street board provides direction to the 
coordinator, and such direction should always focus 
on the goals and objectives of the local Main Street 
program as directed in the preliminary planning exer- 
cises by the community, board, and committees. 

 

Specific Duties 
In addition to overseeing the progress under the 
four-point approach, the coordinator’s specific du- 
ties with regard to the administration of the project 
are outlined below: 

 
• Manage all activities of the Main Street office. 

Specifically, the coordinator must ensure regu- 
lar office hours and should avoid conducting any 
Main Street business from his or her place of resi- 
dence. 

• Provide support, encouragement, and guidance 
to the Main Street board as they assume philo- 
sophical responsibility for all activities of the local 
Main Street program. 

• Ensure committees formed by the Main Street 
board operate efficiently and continue to be in- 
volved in their respective areas of focus. 

• Attend all Main Street board meetings (typically 
monthly) and provide detailed agendas and min- 
utes for distribution to members of the board. 

 

• Undertake weekly informal rounds downtown 
to  talk with downtown merchants about Main 
Street activities, to obtain their ideas and feed- 
back, and to inform them of upcoming events. 

• Track program statistics on a monthly basis and 
file a month report with the Main Street board, 
the municipality, and provincial Main Street Co- 
ordinating Program's office. 

• Manage, coordinate, and oversee all the activi- 
ties of the building rehabilitation program. 
Spe- cifically, the coordinator will: 

» Apply for various grants and other sources 
of funding to assist the local Main Street pro- 
gram 
» Report to the Main Street board to inform 
and obtain approval on the status, implemen- 
tation, and costs of each building project, as 
well as the overall building rehabilitation pro- 
gram itself. 
» Work directly with the project architect and 
the construction manager on all building proj- 
ects. Coordinate communications between 
the project architect, the construction man- 
ager, and the building owner, and supervise 
the activities of the project architect and con- 
struction manager. 
» On a daily basis, and in person, keep build- 
ing owners up-to-date on the progress of all 
activities related to their façade work during 
the design stages and the construction period. 
» Provide the governing provincial body with 
a complete year-end summary and financial 
summary of the Main Street program, includ- 
ing a synopsis of the overall building conser- 
vation costs. 

• Search out sources for the delivery of infor- 
mational sessions for merchants and business 
people, and organize such sessions to focus on 
topics relevant to downtown revitalization and 
the improvement of their businesses. Topics 
could include such marketing topics as season- 
al promotions, the power of joint promotions, 
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merchandising and the impacts of interior place- 
ment, effective window displays and branding a 
business effectively. 

• Prepare  a  powerful  Main  Street  presentation 
that can be used to speak to various local service 
groups, schools and other organizations that car- 
ry an interest in downtown revitalization. 

• Network with other Main Street coordinators 
throughout the province, and share information, 
visit the communities, and  invite  other  Main 
Street communities to meet with the local Main 
Street board and committees to review the suc- 
cess of the local Main Street program, and to gain 
insight from other successful programs. 

 

Similarities to a Mall Manager 
Overall, the Main Street coordinator is often com- 
pared to that of a manager of a shopping mall be- 
cause of the many similarities. A mall manager un- 
dertakes numerous tasks from supervising seasonal 
joint promotions throughout the mall, to gathering 
survey data and walking from store to store to gath- 
er feedback, listen to concerns, and generally keep 
the mall community working in unison. Similarly, the 
Main Street coordinator is responsible for many of 
the same aspects of the revitalization initiative. He 
or she administers and facilitates the development 
and ongoing evolution of the program, documents all 
activities and financial information, enables greater 
capacity in the community, builds trust and leader- 
ship, deals with conflict, and always operates with 
an open book and an open mind. The coordinator’s 
role needs to be a full-time position that allows the 
individual the time and focus to become passionate 
about the program, and to become a strong advo- 
cate for the commercial district. 

 

An Enabler versus a Doer 
A note of caution, however, is that the community 
must understand that although the Main Street co- 
ordinator has a very broad role, it does not eliminate 
the fact that the he or she is an “enabler” and not 
a “doer” of all things. The community needs to pro- 

 

 
 

vide this individual with support in the form of vol- 
unteers, and additional paid assistance if necessary. 
In any business, if the owner or manager has to fulfill 
every task to keep the business afloat as it evolves, 
it will usually fail. Instead of doing all the work, the 
Main Street coordinator needs to focus on increasing 
and educating local volunteer capacity and ensure all 
committees are operating efficiently and effectively 
in line with their specific objectives. 

 

 

The Tenure of a Main Street Coordinator 
Stephanie Redman of the National Trust Main Street 
Center  wrote  in  a  Main  Street  News  article  (Issue 
#188) ways in which to manage and retain a Main 
Street coordinator, including “concerted efforts to 
keep the individual happy, challenged, and reward- 
ed.” She states that the average term for many coor- 
dinators is 2 ½ to 3 years. This unfortunately can be 
the case if the individual does not feel fulfilled, does 
not feel valued, or feels overworked due to the many 
stresses involved. Thus the importance of investing 
time and effort in providing support and rewards for 
a Main Street coordinator who has the skill, talent, 
and dedication to manage the program in a profes- 
sional and creative manner. 
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Organizing Local Committees 
 

A dynamic, productive structure of committees is es- 
sential to the success of a Main Street program and 
requires the accomplishment of goals and objectives 
in the areas of organization, promotion, economic 
restructuring and design/heritage conservation car- 
ried out at the committee level by a group of very 
dedicated, committed, and tenacious volunteers. 

 
The committees of a Main Street program act as the 
supporting skeleton of the Main Street Four-Point 
Approach®. Each committee, chaired by a member 
of the Main Street board, must fit in unison with the 
goals, mission, and vision of the Main Street pro- 
gram. It is through the committees themselves, and 
the fact that each committee is chaired by a member 
of the Main Street Board of Directors, that ensures 
the Main Street coordinator will meet the goals of 
what is expected of the program itself. 

 

Committee Functions 
There  are  numerous  functions  supported  by  the 
committees that assist the Main Street board  and 
the coordinator. The functions include: 

 
• Executing program activities as defined and de- 

tailed by the work plan developed by the Main 
Street board and the committees. 

• Providing a transparent structure by which vol- 
unteers can enthusiastically become engaged in 
the activities of the Main Street program. 

• Enabling members of the varied groups with a 
serious interest in the health of the commer- 
cial district’s future to strengthen existing, and 
build new, partnerships while working together 
to achieve the goals and objectives of the Main 
Street program. 

• Helping develop new opportunities, attract key 
stakeholders, encourage creative funding sourc- 
es, and strengthen leadership to sustain the re- 
vitalization effort for years to come. 

 
The National Trust’s National Main Street Centre 
recommends that commercial Main Street revital- 
ization programs set up four standing committees 
to correspond with the Four-Point Main Street Ap- 
proach® – Organization, Promotion, Design, and 
Economic Restructuring. It is important that these 
committees be structured to follow the Main Street 
Approach. The committees are crucial, necessary, 
and are the backbone to the success of the Main 
Street program. These committees must be coordi- 
nated not only by the Main Street coordinator, but 
also by a member of the Main Street board who sits 
as chair to lead each committee. A comprehensive 
approach will enable each committee's achieve- 
ment of its goals and objectives, but it is the respon- 
sibility of each committee to develop the strategies 
that will ensure the goals of the Main Street board 
are fulfilled, and the visions of the community itself 
carried out. 
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Committee Structure 
Due to the differing needs and capacity of every com- 
munity and Main Street organization, it is important 
to maintain flexibility in the organizational structure 
for the committees. Under a variety of circumstanc- 
es, the Main Street board will arrange a committee 
structure that will ultimately work for its community. 
Ideally, three committees are most definitely nec- 
essary in the initial organization of the program…a 
Design/Heritage  Conservation  committee,  a  Pro- 
motion committee, and an Economic Restructuring 
committee. A fourth, the Community Organization 
committee is also required to deal with the down- 
town organizational structure (business association, 
BID), volunteer recruitment and fundraising. How- 
ever, smaller communities tend to tie the responsi- 
bilities of the committee into the role of the Main 
Street board rather than having a separate commit- 
tee stretch the volunteer capacity of the community. 
Membership in each committee, however, should 
consist of volunteers who have a specific relevant 
skill (both professional and amateur), or who are in- 
terested in the various activities the committee will 
be engaged in. 

 

General Tasks of the Committees 
Generally, the Main Street board determines the di- 
rection of each committee because it is the board’s 
responsibility to ensure all activities undertaken by 
the committees follow the agreed upon goals and 
objectives  of  the  community,  the  board,  and  the 
committees as a whole. The committees are respon- 
sible to the board. They must carry out the necessary 
activities to obtain success, and they must carry out 
their responsibilities in a direction that is respectful 
of the board and community. 

 
Upon approval of the Main Street board, the four 
committees are responsible for the following general 
tasks: 

 

• Determine committee activities, actions, 
priori- ties and timelines, required to meet each 
objec- tive of the committee. 

• Develop short and long-term actions for  each 
activity to provide the program a feeling of ac- 
complishment and a reason for celebration at the 
end of the reporting year, as well as a foundation 
from which more challenging efforts move for- 
ward in the future. 

• Implement several  high-visibility  projects  that 
keep the efforts of the revitalization program in 
the public eye, while also addressing more com- 
plex projects that may take a lot of behind-the- 
scenes work. 

• If necessary, create, train, and supervise informal 
subcommittees to help relieve the primary com- 
mittee of specific secondary issues, or to help un- 
dertake projects requiring additional volunteers. 

 
It cannot be underestimated how important it is that 
each committee aim to formulate positive working 
relationships with various groups, institutions, and 
local organizations in the community who support 
the mission and vision of the Main Street program, 
or who simply have a very similar vision to the revi- 
talization initiative. For instance, if the Main Street 
organization is independent, the Promotion com- 
mittee should connect with the existing Business 
Improvement District (BID) organization to develop 
beneficial partnerships, the Design/Heritage Conser- 
vation committee should also connect with a similar 
organization if Main Street beautification is part of 
their agenda. The Economic Restructuring commit- 
tee should maintain a close association with the mu- 
nicipality’s economic development board and the 
Chamber of Commerce. These are all opportunities 
to avoid duplication and triplication, and for Main 
Street to offer assistance to these other organizations 
where projects overlap and benefit both parties. All 
of this will eventually lead to ongoing co-sponsorship 
of numerous projects over the year that will only 
lead to greater exposure, unity, and cooperation. 
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Specific Duties of the 
Community Organization 
Committee: 

 
• Prepare a committee work plan that clearly 

identifies activities, actions, and timelines that are 

in line with the Main Street board's mission, vision, 

and overall program goals and objectives. 

• Identify local media resources. 

• Develop and promote a strong volunteer network 

that includes training, volunteer awards, and 

leadership development. 

• Plan and conduct annual fundraising activities for 

projects and administration, and ensure adequate 

funding is in place at all times. 

• Manage staff and volunteers by recruiting and 

supervising them, and rewarding for good work. 

• Promote the program to the downtown, potential 

investors, and the public. 

• Manage finances using accepted accounting 

procedures and programs. 

• Organize and conduct an annual nomination 

program to ensure rotation of the Main Street 

Board of Directors. 

• Work with the Main Street Board of Directors to 

brief new committee members on the program’s 

goals, activities, policies, and procedures. 

• When applicable, organize and conduct annual 

membership drives 

• Assist the design/heritage conservation, promotion 

and Economic Restructuring committees to recruit 

new members 

• Develop strong partnerships with other local 

organizations to encourage a unified and 

cooperative effort to revitalize the downtown. 

• Publish an attractive and well-written newsletter, 

and a website that provides useful, informative, 

and creative articles that are of interest to the 

business community, as well as updates on 

program activities, and acknowledgements to 

volunteers, updates on building rehabilitation 

projects, and notification of events. 

• Write a weekly newspaper column. 

 

Community Organization 
Committee 

 
With a Main Street board in place one might ques- 
tion the need for a Community Organization commit- 
tee. Some communities forego the need for this com- 
mittee and rely on the Main Street board or the other 
committees to carry the load associated with “orga- 
nization.” However, if the task of organization for the 
program is left in the hands of too many people, the 
risk of being completely “unorganized” is highly likely. 

 
The purpose of the Community Organization com- 
mittee is to keep the board, committees, the Main 
Street coordinator, and the entire work plan prog- 
ress in good running order, promote the program to 
the community and various stakeholders, fundraise 
to help support program activities, and manage the 
program’s finances. 

 
Potential Members of a Community 
Organization Committee 

 
• Merchants 
• Property owners 
• Residents 
• Lawyers 
• Civic group volunteers 
• Accountants 
• Media representatives 
• Volunteer specialists 

 

Promotion Committee 
 

The purpose of the Promotion committee is to pro- 
mote downtown as centre of business, arts and cul- 
ture, and community spirit for residents and visitors 
alike. The committee focuses on a promotion strat- 
egy that will boost retail events. To be effective, the 
committee needs to understand their local market, 
and the challenges both with shoppers and the com- 
petition. This means the committee needs to identify 
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downtown assets; list people, businesses, buildings, 
potential historic sites, and institutions; understand 
what is unique that the downtown market has to of- 
fer; and, develop a creative and dynamic new image 
that will brand campaigns, promotions, and special 
events. 

 
It should also be noted that the Promotion commit- 
tee may work in concert with a Business Improve- 
ment District (BID) or with a Chamber of Commerce, 
but should only do so on those promotions that pro- 
vide some activity for the downtown area. 

 
Potential Members of a Promotion 
Committee 

 
• Merchants 
• Chamber of Commerce members 
• Organizations in arts and culture 
• Strategic marketing/Advertising specialists 
• Graphic Artists 
• Computer Graphic Experts 
• Teachers in Marketing and Design 
• Tourism Representatives 
• Media Representatives 

 
 

Specific duties of the 
Promotion Committee: 

 
• Prepare a committee work plan that clearly 

identifies activities, actions, and timelines that are 

in line with the Main Street board's mission, vision, 

and overall program goals and objectives. 

• Review existing promotions and special events 

calendar. 

• Develop a promotions and advertising strategy, 

and direct traffic-building and image improvement 

activity for the downtown. 

• Establish liaisons and develop joint promotions 

to market the downtown as a unified commercial 

centre. 

• Create a new dynamic logo for the Main Street 

area and assume primary responsibility for 

enhancing the marketable image of the downtown, 

and ensure continuity of the image in all 

downtown promotional programs. 

• Produce a directory of downtown businesses as 

a resource for the program and for the Economic 

Restructuring committee. 

• Monitor community and consumer perceptions of 

the downtown and reverse negative attitudes while 

building a positive consensus. 

• Search out new sources of promotional funding 

to support a portion of the program’s total annual 

promotional budget. 

• Develop seasonal promotions and decorations that 

are freshly renewed when necessary. 

• Work with the economic development committee 

to monitor changes in the downtown’s market and 

adjust the promotion strategy accordingly. 

• Establish a sound working relationship with local 

and regional media. 

• Monitor the effectiveness of promotional programs 

on the ongoing basis. 
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Design/Heritage Conservation 
Committee 

 
Main Street’s Design/Heritage Conservation com- 
mittee works directly with businesses and property 
owners to assist them with façade rehabilitation and 
improvements that retain and enhance the character 
of the building and maintain the overall character of 
the downtown. 

 
The committee helps revitalize the heritage elements 
and physical image of Main Street as an attractive 
place to shop, invest, do business, and visit. To suc- 
ceed, the committee needs to educate the commu- 
nity about how good design can enhance the image 
of each business as well as that of the district; pro- 
vide good design advice to ensure quality improve- 
ments to private properties and public spaces; plan 
Main Street’s future growth and development; and 
provide incentives to motivate change in others. 

 
The Design/Heritage Conservation committee also 
administers the building rehabilitation program, 
functions as a review body for all building rehabili- 
tation projects proposed in the historic Main Street 
area, and  works in partnership with  the program 
manager and in one-on-one relationships with prop- 
erty owners, business managers, city staff, and elect- 
ed officials. 

 
Potential Members of a Design/Heritage 
Conservation Committee 
• Architects 
• History buffs 
• Real estate agents 
• Interior designers 
• Contractors 
• Graphic designers and artists 
• Downtown property owners 
• Architecture students 
• City planners 
• People who want to be part of the action 

 
 

Specific duties of the Design/ 
Heritage Conservation 
Committee: 

 

• Prepare a committee work plan that clearly 
identifies activities, actions, and timelines that are 
in line with the Main Street board's mission, vision, 
and overall program goals and objectives. 

• Complete an inventory of all buildings in the Main 
Street area. 

• Become familiar with land-use bylaws, building 
codes, and local regulation. 

• Collect all technical and financial resources that 
may be available to complete building rehabilitation 
community enhancement projects. 

• Ensure the program’s annual budget for building 
rehabilitation is adequate to sustain such activities 
throughout the each year. 

• Direct building rehabilitation activity, building 
maintenance, building rehabilitation, historic 
conservation, new construction, and adjacent 
public and private settings, including screening for 
traffic and parking. 

• Monitor design changes in the Main Street area. 
• Develop a strong relationship with local design 

and construction professions, and share technical 
information on historic conservation, rehabilitation 
and maintenance of older commercial buildings. 

• Educate and promote awareness of historic 
conservation issues throughout the community. 

• Produce a brochure that clearly explains the 
process of undertaking a building rehabilitation or 
heritage conservation project, including subsidizing 
funding available, whether they be in the form of 
grants, matching funds, or low interest loans. 

• Research local regulations that may affect 
downtown design and heritage conservation issues, 
and help to facilitate a regulatory environment that 
is supportive of downtown revitalization. 

• Maintain a sound working relationship with Main 
Street’s provincial governing body and other 
departments that provide assistance in downtown 
improvements and historic conservation activities. 

• Work with the economic development committee 
to plan, implement, and administer appropriate 
incentives to encourage design improvements and 
property development activity 

• Conduct and maintain a thorough inventory 
of all building rehabilitation projects, including 
photographs 

• Encourage “goodwill” projects that utilize left over 
paint and supplies to clean up back alleys within 
the commercial district. 

• Organize seasonal “clean-up days” 
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Specific duties of the Economic 
Restructuring Committee: 

 
• Prepare a committee work plan that clearly 

identifies activities, actions, and timelines that are 

in line with the Main Street board's mission, vision, 

and overall program goals and objectives. 

• Conduct and maintaining a comprehensive 

inventory of downtown businesses and analyze the 

downtown’s current market and retail trade. 

• Undertake downtown business and user surveys 

to gather information on the current business 

environment. 

• Strengthen existing downtown businesses and 

recruit additional businesses, sponsor business 

seminars, identify new market opportunities. 

• Distribute relevant information to existing and 

potential businesses, especially those that may be 

temporarily vacant. 

• Keep track of changes in the local market on an 

ongoing basis, and assess the downtown’s market 

share within the community and region. Monitor 

sales leakage or surplus, and take inventory of 

the downtown mix of various uses such as retail, 

commercial, residential, recreational and civic 

space. 

• Work with the design committee to plan and 

implement appropriate incentives to encourage 

design improvements and property development 

activity. 

• Work with the marketing committee to monitor 

and adjust the downtown promotional plan to 

increase the downtown market share. 

• Establish a sound working relationship with 

local and regional financial institutions, business 

assistance organizations, and other businesses and 

agencies that provide assistance in areas related to 

downtown economic development. 

• Become familiar with town/city, county and 

regional economic development strategies. 

 
Economic Restructuring 

Committee 
 

The role of the Economic Restructuring committee is 
to understand the current economic environment of 
the Main Street area; identify opportunities for mar- 
ket expansion; strengthen and retain existing busi- 
nesses while attracting to business to the area; inves- 
tigate new compatible uses for Main Street’s heritage 
buildings; develop financial incentives and search out 
other sources of funding to support building reha- 
bilitations and business development; and track the 
economic performance of the Main Street area and 
include results in the program’s annual report. The 
Economic Restructuring committee should also work 
closely with the local community economic develop- 
ment committee and/or the economic development 
officer within the municipality. 

 
Potential Members of a Economic Restruc- 
turing Committee 

 
• Merchants 
• Property owners 
• Bankers 
• Consumers 
• Economic development officer 
• Chamber of commerce representative 
• Marketing specialists 
• Developers 
• Business Improvement manager 
• Investment specialists 
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Step Three 
 

Assess Your Downtown 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The program’s “Main Street area” should be defined 
by the natural boundaries of the historic down- 
town district. It is very important to work within this 
boundary while at the same time ensuring that the 
entire business district feels included. Concentrated 
on a defined area enables the program to make sig- 
nificant change in a concentrated “critical mass” of 
buildings. 

 

Conduct a Building Inventory 
 

A building inventory is the first step to understand- 
ing the physical and economic environment of the 
downtown. It is part of combination of other assess- 
ment tools, such as the business inventory, surveys 
of business owners, consumers, tourists, as well as 
other demographic information, that will help the 
Main Street program through the various steps of 
work plan development, implementation, and track- 
ing the program’s success. 

 
The inventory requires the involvement of the Design/ 
Heritage Conservation committee and the Economic 
Restructuring committee. The Design/Heritage Con- 
servation committee will develop an understanding 
of the downtown’s physical attributes, the physical 
condition of the buildings that have potential to be 

rehabilitated, and building owners who are interest- 
ed and have the resources to rehabilitate their build- 
ing. The committee will also obtain a sense of which 
buildings could potentially be placed on a municipal 
inventory for future designation as a “historic place." 
The Economic Restructuring committee, on the other 
hand, will gain an overview of the district’s current 
economic health, identify market gaps that could 
lead to new uses of vacant buildings, and observe 
where there may be opportunities to attract new and 
unique business to the area. 

 

Building Survey Form 
The building survey form provided in this document 
is a starting point from which other information can 
be added depending on the needs of the program. 
The inventory is an opportunity to focus beyond just 
the buildings, and is a perfect tool to collect infor- 
mation on all downtown’s physical assets. In its most 
basic form, the building survey should collect the fol- 
lowing information: 

 
• Name of building owner 
• Name of tenant(s) 
• Current physical condition of building 
• History of building improvements 
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• Building restrictions 
• Building history 
• Assessed value of building

 
 

 

• Photographic documentation 

• Photographic documentation of adjacent 
 

properties 
• Other physical amenities 

 

 

 
Photograph the Main Street Area 
 
It is important to visually document the entire Main 
Street area in order to have a base point from which

to begin. Each building needs to be photographed as 
a record of what currently exists. These “before” im- 
ages can also be stitched together to create a visual 
streetscape montage on long strips of foam core that 
can be displayed on the wall of the program office. 
As each building is rehabilitated, an “after” image can 
be applied to the montage. This is an excellent way to 
obtain a quick overall view of the visual impact. 

 
The photographs should document the entire façade, 
rear, and sides of the building. Architectural details or 
“character-defining elements” should also be photo- 
graphed to collect as much information on the build- 
ing fabric as possible. Be sure to take photographs at 
various angles, and at different heights, to ensure a 
good photo collection for documents, marketing, and 
presentations. Take time to photograph the building 
while it is undergoing rehabilitation as well, as such 
documentation will definitely be useful for reference 
down the road. 

 
Once the building information is gathered, enter the 
information into a computer software program that 
will help store, organize, and update the data. Photo- 
graphs should also be stored digitally and in archival- 
safe folders. 

 

Undertake Surveys 
Surveys are one of the most popular methods of col- 
lecting information quickly. They can be very simple 
and target a very specific group, or they can be very 
detailed to target a larger collection of the commu- 
nity. The size and design of the survey will vary with 

 

the program’s needs, financial resources, capacity to 
enter and interpret data, as well as the program’s 
ability to deliver the surveys. 

 
Surveys are the first step to understanding the physi- 
cal and economic environment of the downtown. It is 
part of combination of other assessment tools, such 
as the business inventory, surveys of business owners, 
local and regional consumers, visitors and tourists, as 
well as other demographic information, that will help 
the Main Street program through the various steps of 
work plan development, implementation, and track- 
ing the program’s success. The data collected can be 
used in a variety of ways, including a comparison of 
opinions, trend setting, and base information to help 
with future goal setting, promotions, and other ac- 
tivities. Always remember, however, that personal 
information gathered from these surveys need to be 
held confidential, and should never be made public 
or attributed directly to any business or individual. 

 

Downtown Business Surveys 
The business survey is an important tool that will help 
to quickly capture an idea of what currently exists 
within the downtown business community and give 
a detailed picture of the local economy. The survey 
can be used to identify the downtown’s trade area, 
strong or weak areas in the downtown’s commercial 
mix, and give a picture as to the consumers who shop 
downtown most often. 
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Business surveys should collect the following basic 
information: 

 
• What kinds of businesses currently exist down- 

town? 
• What is the physical size of the businesses? 
• How well are they doing? 
• Who are the district’s customers? 
• Are they the same people who live nearby? 
• What are the age and genders of customers? 
• What are they purchasing? 
• How much do they spend? 

 

 
 

Asking questions about where customer’s live and 
work, or when they shop, help to identify the trade 
area. Area footprints on retail, office, institutional, 
and other square footage areas can help identify 
whether there are gaps in the downtown’s business 
mix, and whether one type of business category is 
stronger or weaker than another. Questions about 
the age, gender, and shopping pattern of consum- 
ers can also create an important profile on custom- 
ers which, in turn, can be compared to the local or 
regional trade area to discover overlaps or dissimilar 
patterns. 

 

Consumer Surveys 
Consumer surveys are very useful in that they are 
designed specifically to obtain information on Main 
Street, and they collect details on how and where 
people in the community shop, what makes one area 
better than another, and what type of products they 
purchase. These surveys can also be used to obtain 
perceptual and subjective opinions about the Main 
Street area and the image it portrays. 

 
Depending on the resources, funding, and overall ca- 
pacity of the Main Street program, there are several 
ways to undertake a consumer survey, however the 
two most popular are: 

 
• Intercept surveys where people are approached 

on  the street in several locations in the district 
and asked a formatted set of questions related to 

 

their experience of Main Street. These types of 
surveys are well-suited for approaching visitors or 
tourists. 

• Telephone and mail surveys where a greater 
cross-section of the consumers within the area 
are reached, including those within the outer im- 
mediate region of the community. Individuals are 
randomly selected from the phone book, mail de- 
livery, newspaper insertion, or insertion into the 
municipal billing. Questions revolve around their 
shopping habits, household characteristics, and 
attitudes about downtown. 

 
Overall, survey questions for intercept, telephone 
and mail should all be the same for proper compari- 
son and should cover the following subjects: 

 
• Reasons for being downtown 
• Frequency of shopping downtown 
• Types of downtown businesses shopped at regu- 

larly 
• Attitudes about downtown 
• Place of residence and work 
• Newspaper, television  and  radio  station  prefer- 

ences 
• Confidential household  data, such as income, 

number of incomes and the number and ages of 
household members. 

 
Once the surveys are complete, the information can 
be entered into an appropriate software program. 
Data percentages of age, income, race, household 
size should then be compared with the percentages 
calculated for the entire trade area to ensure the sur- 
vey process collected a representative sample. If the 
percentages are widely different it may mean having 
survey additional group categories to ensure reliable 
sample has been used. 

 
Interpretation of all the inventory and survey data 
will provide a complete preliminary assessment of 
the downtown’s current economic situation, and will 
assist the Economic Restructuring committee in de- 
veloping a work plan strategy. 
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Analysis of Local Economy Indexes: Retail Market Analysis 
 

Two important local economic indexes that Main Street leaders must examine are sales leakages (or 

surpluses) and demographics: 

 
Sales Leakages 

Sales leakages are purchases made outside the trade area by local residents; they often represent op- 

portunities for local merchants to recapture retail dollars. If people go somewhere else to buy moder- 

ately priced men’s clothing, for example, the downtown may be able to support a men’s clothing store. 

Of course, there are a number of reasons local residents might shop out of town, even if products 

they purchase are available locally. So, understanding the volume of sales leakage is part of the prob- 

lem — finding out why people shop elsewhere is equally important. And, even if it appears likely that 

downtown could economically support certain new stores or expansions of existing stores, Main Street 

program leaders must decide which of these potential businesses are best for the district as a whole. 

 
Demographics 

Demographics measure social and economic characteristics of a population. People of different ages, 

household sizes, races, regions, and income groups spend money in different ways, and this can af-  

fect the downtown’s ability to support certain types of businesses. Retired people rarely buy furniture, 

for instance, while younger people just setting up households do. Thus, in a community with a large 

number of retired people, a new furniture store might not succeed. In addition to affecting the types of 

retail sales a town can support, demographic characteristics affect the ways downtown businesses and 

the revitalization program need to promote themselves. Consumers respond to advertising in different 

ways, and promotional programs must appeal to their specific interests in order to attract them down- 

town. 

 
Using demographics and performing a sales leakage analysis are two fundamental components of a 

retail market analysis, which provides a report on the economic health of the downtown. However, it 

is a detailed process requiring more in-depth information than can be provided here. We recommend 

our publication, Step-by-Step Market Analysis as an in-depth manual for performing your own market 

analysis. For a shorter explanation of the process, see the February and March 1997 issues of Main 

Street News for a two-part article on market analysis. After completing your analysis, use Fill-in-the- 

Blank Business Recruitment to make the best use of your findings. 

Once you have a detailed picture of your commercial district’s economy, you can proceed to the next 

steps: providing assistance and training to existing businesses, helping them expand, and shaping your 

recruitment campaign to compliment existing businesses and buildings downtown. And with your 

homework in hand, you’ll make a great impression on business prospects and have a better chance of 

bringing them downtown. 

 
Source: Main Street 101: Taking Downtown’s Economic Pulse by Amanda B. West, Main Street News, 

September 1998, No. 146 
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First Impressions Community Exchange 
 

First Impressions Community Exchange is a relatively 
simple and inexpensive process initially developed 
in Wisconsin, U.S.A., and has been successfully re- 
ceived and implemented in hundreds of communi- 
ties throughout the United States, followed by the 
Ontario government producing a First Impressions 
Community Exchange resource kit for rural commu- 
nities in 2005. Since then, over 20 Ontario communi- 
ties have utilized the process, as well as several other 
communities across Canada. 

 

The First Impressions Process 
The process enables outsiders from other communi- 
ties to visit another community and basically provide 
their first impressions of what they see, feel, and 
hear in the position of a tourist, potential investor, 
or a retiree. Depending on how long one has lived in 
a community, a resident can often turn a blind eye 
and not really recognize the community’s shortcom- 
ings, the unanimated image, or the lack of services 
and infrastructure. The First Impressions Community 
Exchange offers communities a “fresh perspective” 
on how the community appears to others, including 
its strengths and perceived weaknesses. 

 
The process involves “visiting teams” from two ex- 
change communities who, without warning, carry 
out an impromptu visit of the other community to 
provide constructive opinion on their initial obser- 
vations. The feedback received from these the visit- 
ing teams can be very helpful in developing strate- 
gies that address downtown revitalization, tourism 
development, opportunities for investment, service 
enhancement, and overall community development 
issues. 

 

The Impromptu Visit 
Generally, each visiting team consists of 5-6 members 
of the visiting community that have a variety of skills 
and backgrounds. The group should ideally represent 
a diverse set of roles and capacities in order to evalu- 

ate the community with a beneficial and educated 
perspective. Normally, the community to be visited 
should be a maximum of only a few hours away so 
that the team can arrive and return within the same 
day. However, the visiting team may decide to stay 
overnight to evaluate the night life of the communi- 
ty…all is fair game in the impromptu visit. 

 
Once the team returns to their community they must 
then prepare a report and present it to the exchange 
community. The exchange community provides the 
same observational report and with a similar return 
visit and presentation. 

 

The Benefits 
Several benefits can be found in a process like this. 
For example, tourism is an important economic gen- 
erator in a community. Each member of the team 
is, essentially, like a tourist or a potential consumer. 
Their first impressions will have either a negative or 
positive impact on whether, or what, they purchase 
or partake in. Like a tourist, their first impressions 
can last many years. Serious consideration of the ex- 
change community’s reaction to the image and ser- 
vices of the exchange community can most certainly 
assist with identifying potential work plan issues. 

 

Fresh Eyes and a New Look 
Residents of  a community  often become blind to 
what is working or not in their community. They see 
it every day, nothing changes, it is comfortable, and it 
is home. It is difficult for a resident of one’s home to 
assess and be critical of its environment. In fact, one 
may even be insulted or angry at the result of com- 
ments received, or you may be completely overjoyed 
to a point where the drawbacks are forgotten. 

 
Exchange feedback allows for an unbiased look at the 
downtown. First-time visitors provide valuable analy- 
sis in both a subjective and objective format about lo- 
cal services and infrastructure. In addition, since the 
team member “visitors” do not live in the community 
it is easier for them to provide honest and construc- 
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tive criticism. It becomes a collaborative evaluation 
of each other’s communities that can then be com- 
municated back to the residents and stakeholders. 
It becomes a method of “self-awareness” or a pro- 
cess of “self-discovery” to help the community dis- 
cover their true self, their strengths and weaknesses, 
whether there are elements that threaten the com- 
munity, and whether there are opportunities that 
the community is simply not recognizing. 

 
The process overall is very helpful prior to working 
with the board, committees, and the community in 
general, in developing a vision and work plan. The 
results can help with the SWOT analysis (strengths, 
weaknesses, opportunities, and threats), and can 
also be used to build on the local strengths of the 
community and address recognized weaknesses. 

 
How to Undertake a Community Exchange   
A community exchange requires a Main Street coor- 
dinator to be in place in order to recruit and train po- 
tential exchange team members, arrange the logisti- 
cal details, and to guide and assist the preparation of 
the First Impressions report. In addition, exchanges 
are  most  effective  when  the  exchange  communi- 
ties have similar characteristics, or face similar is- 
sues such as: community growth, business retention, 
youth retention, proximity to larger commercial cen- 
tres, and primary economic generators.  Travel costs 
associated with each team can either be covered by 
the team itself, the exchange community, or the lo- 
cal Main Street program depending on its financial 
capacity. 

 

Main Street Assessment Tools 
 

There are a variety of techniques that the public sec- 
tor has utilized over the years to assess communi- 
ties while meeting the expectation of public engage- 
ment. These techniques have evolved over the years, 
and provide a whole range of creative ways to quickly 
undertake self-assessment exercises that help collect 
valuable information to assist with the later stages of 

 

 
 

 

board and committee work plan development. The 
methods below are certainly not exhaustive, but do 
provide a selection that could easily be undertaken 
by a Main Street program. They include: 

 
• Asset inventory 
• SWOT analysis 
• Community mapping 
• Daily activity schedule 
• Seasonal calendar 
• Community Café 
• Focus groups 
• Panel discussions 
• Public meetings 
• Workshops 
• Community tours 
• Newsletters 
• Special events 
• Community surveys 

 
For the purpose of this guide, only a selection of 
these tools is summarized below. 

 

Asset Inventory 
An asset inventory, in the simplest form, is like the 
building inventory with elements of the first impres- 
sions community exchange process. It is a ninety- 
minute observational method that quickly collects 
information about what is seen as valuable within 
the Main Street area. The objectives of this exercise 
are to: 
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• Identify community assets that the community 
feels are important and valuable to the future re- 
vitalization of Main Street. 

• Understand why these assets are considered im- 
portant to the community. 

 
Incorporated into a community gathering, small 
teams of people simply walk around Main Street and 
observe the dynamics and perceptual qualities of the 
downtown they feel are important. Group members 
list what they felt were valuable downtown and share 
their choices at the larger gathering. 

 

Community Mapping 
Community mapping is a technique used to under- 
stand the differing perspectives people have about 
their community. It can be adapted to any age group, 
to various project needs, and is relatively simple to 
complete. In terms of the Main Street program, the 
objectives of this exercise are to: 

 
• Identify community resources in the downtown 

that are important to the participants. 
• Identify how they use and access these commu- 

nity resources. 
• Identify any additional resources that are lacking 

in the downtown. 
 

In small groups, each with a flip chart, participants 
are asked to draw a map of their community with the 
downtown area highlighted. Participants then note 
areas of the downtown that are important to them 
and how frequently they visit them. Each group has 
two facilitators, one to guide the group in developing 
the map and the second to record the discussion. On 
completion, the each group present their results and 
encourage the larger group to comment on the maps 

 

Daily Activity Schedule. 
The objective of this one-hour exercise is to identify 
the daily routines of different genders and ages of 
people in the community. Participants are placed in 
groups based on whether it is important to gather 
information on gender (thus two groups) or on age 

 

range (thus several groups). Each group is then asked 
to develop a typical daily schedule based on their 
standard activity. The exercise reveals how these 
groups use their community when they go down- 
town, and when they may go outside of their com- 
munity to obtain resources. Such information is use- 
ful to understand how the dynamics of community 
needs and the downtown can be enhanced. 

 

Seasonal Calendar 
This type of session is more conducive to understand- 
ing the broader issues of labour, personal income, 
seasonal food sources, and demands on public re- 
sources such as schools, health facilities, and transit, 
and how these systems change throughout the sea- 
sons. The participants are divided into groups based 
on their gender, age, or occupation. Each group, with 
the assistance of a facilitator, develops a seasonal cal- 
endar that shows the different activities that occur 
throughout the year that are impacted by the broad- 
er issues, such as: local schools open in September, 
crops are harvested, and farmer’s markets supply lo- 
cal food, and so on.  Using symbols, groups identify 
intensity of work required by each activity. The inten- 
sity graded as little, moderate, or intense, the groups 
discuss patterns in the activity and answer a series 
of questions that focus on how demanding the com- 
munity is during periods of the year, when certain 
people are most hectic, when locally produced food 
is not as accessible, or the most significant events of 
the year. 

 
The results of this session are helpful in identifying 
the best time to undertake an event, a project, or 
gather volunteers. It is also useful to see where there 
are gaps in the activity, or when many people could 
be stretched due to local demands. 

 

Community Café Sessions 
A community café places participants in an environ- 
ment similar to sitting in a local café setting. In this 
exercise, people sit in small groups for approximate- 
ly two hours and engage in discussion on questions 
posed by the facilitator of each group. The objectives 
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are to: 
• Engage  community  stakeholders  in  meaningful 

discussions on topics of concern that relate to 
their community. 

• Identify major issues that their community is fac- 
ing. 

• Establish  and  build  relationships,  partnerships, 
and networks. 

 
The facilitator of each group, called the “host,” 
guides discussion on a specific topic. The facilitator, 
or “host,” stays with the same table throughout the 
session. The participants, on the other hand, are giv- 
en a specified time at each table to discuss the topic 
and then rotate to the next table hosted by a differ- 
ent facilitator. As groups rotate through the tables to 
discuss all the topics, the facilitator uses a flip chart 
to makes notes of all the ideas as they come forward 
from each group. While taking notes, the facilitator 
places emphasis on ideas common to all groups and 
then reports back to all groups. The sessions are very 
useful for generating very quick ideas that can then 
assist the board and committees in developing their 
work plans and priorities. 

 

Focus Group 
A two to three-hour focus group session is used to 
gather participant ideas on a specific set of issues or 
questions. Each group consists of six to eight people 
working with a facilitator to answer a series of ques- 
tions that relate to specific issues in the community. 
The objectives of this type of session are to: 

 
• Identify participant opinions about specific issues 

related to the community. 
• Generate ideas as to how participants feel these 

issues could be addressed. 
• Understand issues and ideas having priority. 

 
This type of exercise is very useful when exploring 
preferences and opinions on community organiza- 
tion, promotions, design/heritage conservation, and 
economic restructuring. 

 

Panel Discussion 

A panel discussion involves a group of four to six ex- 
perts on a particular topic who engage in answer- 
ing a series of carefully drafted questions about the 
community, or a specific issue. Bringing a group of 
experts like this to the table for approximately one 
hour provides a perfect opportunity to collect insight 
and information in a very short period of time. 

 

Visioning Tools 
 

Visioning is very popular in helping to define and 
achieve a future that is shared by many people. We 
are actually more likely to achieve the “power of the 
image” if we can actually see it, touch it, and imag- 
ine what we need to do to achieve it. The process 
of visioning is commonly used by athletes who vi- 
sualize their success in their choice of sport and lit- 
erally training in the mind’s eye. This same kind of 
process, visualizing positive and vibrant of images in 
the mind’s eye can help change the future of down- 
town…the future of one’s Main Street. 

 
Public participation is an essential ingredient to all 
planning exercises today. It provides valuable input 
from a planning perspective, and it is “expected” by 
those who know such a process will make a differ- 
ence to the final outcome. Visioning is different than 
the other assessment exercises above as it enables 
participants to actually envision graphically the fu- 
ture they imagine in their mind’s eye. 

 
Collaborative Co-Design Visioning 
Collaborating in creating a vision of the future life 
of  downtown,  Stanley  King's  “Co-Design“  process 
brings several groups of participants together to ex- 
plore a typical 24-hour day, any day of the week, and 
any season if the downtown was revitalized as they 
would wish it to be. After exploring the various activi- 
ties the participants would envision in the downtown, 
participants divide into groups based on categories 
that develop from the activity time line. The groups 
then set out on a site walk to explore the perceptu- 
al qualities of the downtown. Returning to the hall, 
the group sits with an artist who then draws scenes 
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future plans of the downtown, showing what kind 
of life the technical plans must provide. One senior 
planner said the drawings from citizens are a reality 
check: “When heads are down in planning techni- 
calities, I can look up and check where I am going.” 
When the plans are presented to the community, the 
Co-Design drawings are also displayed to show how 
and where the ideas from the community have been 
included in the plan. 

 
 

 
 
 
 
 
 
 
 
 

of preferred downtown activities at their dictation. 
Starting by drawing a person, posed as directed, and 
adding other figures as directed, and gradually draw- 
ing the scene around, the artist becomes an exten- 
sion of the hands and eyes of the group. They focus 
on the drawing, which in creating it clarifies their 
thinking. As one participant stated, “I know what I 
think when I see what I say." They become at one in 
creating the drawing. When complete, the drawings 
communicate their ideas quickly to others. 

 
The drawing process eliminates negative comment 
– the artist cannot draw negatives – but requires 
positive alternatives that can be drawn. Each draw- 
ing has a rating sheet that lists the features of the 
drawing. The participants are then given opportu- 
nity to rate the ideas in terms of whether they really 
like the each feature, or if it needs more thought, or 
that it simply belongs elsewhere. Together the result- 
ing drawings form a travelling gallery that circulates 
around the community. The community can read the 
perspective drawings easily, which helps those who 
have difficulty in reading plans or have difficulty with 
English  language.  The  drawings  communicate  the 
ideas quickly to others and the participants become 
united in creating these scenes of future life. 

 
The drawing provides performance criteria for the 

Youth Study Historic Facades 
A little time spent working with children at a local 
school can bring benefits. Communities value the in- 
clusion of their children in planning for the emphasis 
they give to family use, reminding communities of 
the need to revitalize the life of the street as well as 
its buildings. 

 
Youth can contribute wonderful ideas. Youth are 
"pre-car," thus they are expert pedestrians, and they 
may inspire, beyond the mundane function of traffic 
and parking, the design of public spaces for social- 
izing. From this, benefits accrue: to quote the New 
York theorist Paul Goodman, “The ideal of city plan- 
ning is for the youth to be able to use the city. For no 
city is governable if it does not grow citizens who feel 
it to be theirs.” 

 
When youth play a creative part in the design of their 
environment, vandalism ceases. Teachers know this. 
As one principal stated while talking about school im- 
provements, “Involve the youth and you get no dam- 
age.” 

 
A visit to a local elementary school to talk with stu- 
dents, show photos of old buildings facades and de- 
scribe the parts, helps them learn façade, elements 
such as brick bonding, a lintel, an arch, transom win- 
dows, a bulkhead, and then embark on a local field 
trip to study the historic facades and name the parts 
they have learned. Returning to the classroom, stu- 
dents draw their favourite building, picking out pho- 
tos of facades that you have taken as a guide. Their 
drawings can be posted on the city website and given 
to local newspapers for publication. 
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Components for Community Mapping 
 

Effective community mapping consists of three primary components to ensure the 
process is successful: 

 
1. Visual Recording 

Participants must be familiar with the study area. Similar to the Community First Impressions Exchange, the participants tour 

the Main Street Area and take note of their environmental impressions. They can be given cameras to capture the activity 

that would then be added to a depository of downtown imagery. The alternative to still photography is video which, in collec- 

tion, could be threaded into an overall production of the current downtown environment. 

 
2. Mapping 

The mapping exercise creates teams of 5-6 participants who are then assigned to a section of the Main Street as shown on an 

overall map of the commercial district. The maps provided are all inclusive of roads, Main Street boundaries, natural features, 

industrial areas, residential areas, parks and protected areas, public service infrastructure, as well as an enlarged map of the 

traditional Main Street area. Photographs of the Main Street commercial district are also displayed as reference for all teams. 

 
The task ahead for each team is to develop a graphical two-dimensional “plan” for the future of the Main Street. The groups 

are provided with a set of coloured felt pens and community marker flags that will become the elements of their vision. The 

marker flags are used to identify the need for community service elements, such as: schools, medical facilities, parks and 

playgrounds, religious facilities, community centres and libraries, parking areas, retail and commercial outlets, entertainment 

areas, active and passive recreational areas, landscaping, lighting, parking and other pedestrian and vehicular requirements. 

 
Community consensus drives community mapping, therefore participants must engage in mutual discussion and agree on all 

ideas before they are placed on the map. In this exercise, participants need to consider the location of all land-uses and infra- 

structure, and must consider the future possibilities of what the future could hold for these land-use areas. 

 
3. Sharing Creative Ideas of the Future 

The last component of the mapping exercise involves the groups reconvening in order to present their ideas of the future for 

their section of the Main Street area. The group facilitator summarizes all of the ideas on their flip chart for the group to re- 

view and approve. Presentations of all the group ideas allows for discussion of group results and provides reinforcement that 

the majority of ideas between groups are very similar, supportive, and reinforcing of a mutually shared vision for the future of 

Main Street. 
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Community Mapping 
Community mapping is meant to enhance public vi- 
sioning processes through interactive, tactile exer- 
cises. The technique of community mapping enables 
participants to create their own graphic image of the 
future of their community but in a more two-dimen- 
sional form that is not as easily interpreted and un- 
derstood as a three-dimensional perspective that is 
normally created during a visioning session that uti- 
lizes artists to help participants visualize their ideas 
more clearly. 

 

Other Visioning Exercises 
 

There are  several other visioning exercises  that a 
community can undertake. For instance, a “Cover 
Story: Fun Shared Vision Exercise” provides a forum 
for small groups to generate a “cover story” about 
what the future will look like by developing a large 
poster with the cover story, feature articles, quotes 
and photos. The result is a gallery walk of all the post- 
ers in the room so that everyone shares in what all 
the groups have created. 

 
A “Values and Visioning” exercise encourages partici- 
pants to look to the future by setting the stage to look 

to the past. In this exercise, participants imagine re- 
turning to their community after being away for over 
20 years, and walking along Main Street and talking 
with various key players in the community to gather 
their perceptions about the community’s values of 
today, achievements that have been made, the char- 
acter that has developed, the goals of the downtown. 
Lastly, the  participants consider specific  questions 
they would want to ask particular stakeholders, such 
as a current group member, a retired member of the 
group, a community citizen or an elected official, and 
what they envision them saying, the speaker’s values. 

 
Other sessions involve the placement of sticky dots 
on maps reflecting their feelings about land-use is- 
sues or asking the participants to write down issues 
they feel strongest about that relate to the down- 
town. All of the responses are displayed and voted 
on in terms of their importance in developing future 
plans for the downtown. The responses and corre- 
sponding votes are then listed and ranked in order of 
importance. 
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Step Four 
 

Develop a Work Plan 
 
 
 
 
 
 
 
 
 
 
 
 

Options to Develop a Work Plan 
 

Depending on the capacity of the local Main Street 
program and the community in general, there are 
a couple of methods that can be used to develop a 
work plan. The program could locally facilitate the 
development of a work plan or invite the creation of 
a “Resource Team” of local key players supported by 
others from outside the community who have experi- 
ence in assisting Main Street programs with the initial 
planning stages. 

 

A Locally Facilitated Approach 
The first option would see the community develop- 
ing the work plan through their own resources.  This 
means organizing work plan and brainstorming ses- 
sions, facilitating these sessions locally, and working 
through templates to prepare its own set of goals, 
objectives, activities and tasks, without recommen- 
dations from an outside Main Street team versed in 
such work. Although this places considerable pres- 
sure on the Main Street coordinator, and a great deal 
of responsibility on the board and committee mem- 
bers, it can be a low cost alternative for smaller com- 
munities with limited financial resources. 

A Resource Team as a Planning Approach  
The alternative is a more comprehensive approach 
by  undertaking  a  “Resource  Team  Session.”  Either 
process aims to develop a work plan that will guide 
activities  of  the  program,  the  board,  committees, 
and the Main Street coordinator – and ensure the 
program has a strong foothold on the Four-Point Ap- 
proach®. However, due to the broader scope of the 
Resource  Team  Session,  it  is  highly  recommended 
that the local Main Street program bring key players 
of the organization and the community together with 
a team already versed in the Main Street Approach 
to assist them. This will ensure a plan of action that 
will be more in line with a well-tried approach that 
has driven successful downtown revitalization across 
North America and beyond. 

 

The Resource Team Process 
 

The purpose of the resource team is to help the com- 
munity analyze the downtown district’s strengths, 
weaknesses, opportunities, and threats; identify com- 
munity expectations; and explore potential goals and 
objectives to achieve the community’s vision for the 
future of their historic Main Street area. Gathering all 
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the information and data necessary, the team works 
together to develop short-term and long-term proj- 
ect and operational strategies that can be realistically 
implemented, and guide the Four-Point Approach® 
to the success of the local Main  Street  program. 
The session typically lasts one to three days and is 
comprised of local key players (senior municipal rep- 
resentatives, the Main Street coordinator, the local 
development officer, the economic development offi- 
cer, and the business improvement district manager), 
specialized consultants, and staff members from 
the Provincial Coordinating Program.  Team 
members tour the com- mercial district’s existing 
conditions and available re- sources, as well as the 
area surrounding the district that may have an 
impact on future revitalization ef- forts. The team 
meets with community and business leaders, the 
Main Street coordinator, the board and their 
supporting committees, as well as any other key 
stakeholders in the commercial revitalization effort 
to discuss their plans and seek their comments, con- 
cerns, and ideas. At the end of the session, the team 
reviews its findings and presents recommendations. 
Afterwards, the team prepares a comprehensive 
“Recommendations for Implementation” document 
summarizing all their findings and recommendations 
that will help guide the local Main Street program to 

 
 

The main objectives of the resource 
team are to: 

 
1. Assist the community to identify strengths 
and opportunities. 
2. Facilitate public sessions designed to help 
formulate program and operational recom- 
mendations to guide downtown revitalization 
activity. 
3. Provide a compilation of findings as well  
as recommendations to serve as the commu- 
nity’s Main Street work plan. 
4. Provide a useful collection of basic data. 

implementing a successful downtown revitalization 
initiative. 

 
Components of a Resource Team Session  
The components of a Resource Team Session include 
the following: 

 
• A team tour of the community and surrounding 

area. 
• Interviews with stakeholders: 

» Mayor 
» Chair of the business improvement district 
organization 
» Town planner or development officer 
» Building and business owners 
» Members of the local board of directors 
» Committee members if structured prior to 
session 

• A “Meet the Team” Main Street Fair with 
various information tables for public 
engagement. 

• SWOT Analysis 
• Priority Listing 
• Community Expectation Inventory 
• Goals and objectives session. 
• Resource team presentation of findings and 

recommendations 
• Main Street work plan detailing session outcome, 

findings, and recommendations for community 
organization, promotion, design/heritage conser-
vation, and economic restructuring. 

 
Resource Team Recommendations for 
Implementation 
Recommendations for implementation are prepared 
by the resource team and is a summary of the infor- 
mation collected, their analysis of the downtown, 
the outcome of public sessions, and a strategic list 
of recommendations under community organization, 
promotions, design/heritage conservation, and eco- 
nomic restructuring. 

 
The team provides recommendations and strategies 
on such topics as: partnerships and promoting the vi- 
sion, training, communications, creating a data base,
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annual work plan reviews, undertaking a building 
inventory, heritage conservation education, involv- 
ing youth, identifying target buildings to rehabilitate, 
establishing design guidelines, developing long-range 
strategies, improving the perception of downtown, 
creating a branding strategy, increasing awareness 
around tourism opportunities, marketing strategies, 
promoting communication between partners, cre- 
ating a business inventory, increasing the business 
base, identifying opportunities for new and expand- 
ing businesses, enhancing the service of downtown 
businesses. 

 
Recommendations for implementation provided by 
the team is then vetted by all players of the local 
Main Street program and adopted by the board. 

 

Developing the Work Plan 
 

Based on the assessment and visioning results, and 
the resource team’s recommendations for implemen- 
tation, the Main Street coordinator, the board and 
committees, can move into the next stages of imple- 
mentation. Following the recommended elements of 
a work plan below, Main Street’s key players use the 
resource team’s recommendations as the foundation 
from which they begin to refine the overall mission 

 

 

Elements of the Work Plan 
 

The elements of the work plan normally in- 
clude the following: 

 
• Mission statement 
• Vision statement 
• Goals 
• Issues 
• Objectives 
• Activities 
• Tasks 
• Timelines 

 

statement of the program; identify the overall goal 
statement for each committee; as well as the activi- 
ties, tasks and timelines. 

 

Mission Statement 
A mission statement is a formal short written state- 
ment specifically directed at the purpose of the Main 
Street organization. The mission statement guides 
the actions of the organization, describes its over- 
all goal, provides a sense of direction, and helps the 
board, committees, and the Main Street coordina- 
tor in decision-making. In essence, it is the “context” 
within which it provides a path to realize the organi- 
zation’s vision. 

 
Example: The purpose of the Shady Oak Main Street 
program is to develop and promote a healthy pros- 
perous downtown within the context of cultural and 
historic preservation. 

 

Vision Statement 
A vision statement describes why it is important to 
achieve the mission in terms of what the organization 
wants to be, how it wants to be perceived, and its 
impact in the broader sphere if the Main Street orga- 
nization and all other players successful achieve their 
individual missions. The vision statement should be: 

 
• Clear and concise 
• A strong image in the mind’s eye 
• Positive and upbeat 
• Realistic 
• Vibrant and active phrasing 
• In line with the organization’s mission and values 

 

Goals 
The goals are very specific and focus on purpose 
statements which can be categorized into the com- 
mittee roles of community organization, promotion, 
design/heritage conservation, and economic restruc- 
turing. For this exercise, the goal states the over- 
all purpose or mission of the committee, therefore 
there should only be one specific goal statement for 
each committee. 
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The document “Developing Action/Work Plans for 
Downtown Revitalization Programs Using the Main 
Street Approach” in Appendix 4 provides the follow- 
ing examples of goal statements: 

 
Example Goal for the Main Street Board of Directors 
and Organization Committee: Provide effective cen- 
tralized management of the downtown and increase 
involvement in the program. 

 
Example Goal for the Promotion Committee: Pro- 
mote the downtown as the community’s social, cul- 
tural, and economic centre. 

 
Example Goal for the Design/Heritage Conservation 
Committee: Encourage visual improvements through 
good design compatible with historic features. 

 
Example Goal for the Economic Restructuring Com- 
mittee: Strengthen and broaden the economic base 
of downtown. 

 

Issues 
Issue statements normally represent concerns about 
the downtown stated in a very concise manner. They 
are specific and brief, and are used to help identify 
potential opportunities. 

 

 
Board of Directors Goal Setting / Work Plan Session -  Example 

 
Mission Statement: The purpose of the Downtown Development Association is to develop and promote a healthy 

and prosperous downtown within the context of cultural and historic preservation. 

 
Board of Directors and Organization Committee 

Goal: Provide effective leadership in downtown and increase involvement in the program. 

Objectives:     -  Improve all channels of communication. 

- Stabilize and increase funding. 
- Develop a five year plan. 

- Get better overall community involvement. 
- Restructure committees to function more efficiently. 

Example: There is no where for seniors to sit and rest 
downtown. 

 

Objectives 
Objective statements are very precise in terms of how 
a goal will be achieved. Each statement describes a 
particular area of responsibility for the committees. 
The objectives help form the “context” or structural 
components of the role of each committee. 

 

Activities 
Activities  are  all  the  specific  actions  required  to 
achieve the objective. The activities are “projects” 
that are time-driven and have specific end dates and 
accomplishments. Listing all the related activities un- 
der each goal provides a sense of direction of what 
needs to be completed. 

 

Tasks 
Tasks are all the components or steps to complete 
an activity. Each component is assigned a person re- 
sponsible for that task, additional staff or stakeholder 
assistance or input, a task deadline, a budget, and 
whether follow-up is required. 

 

Timelines 
The committee timeline should list all of the activi- 
ties for which the committee is responsible. List the 
activities in a column down the left side of the page 
and list the months of the year in a row along the top. 
Each committee should have their own timeline of all 
of their activities. 

 

Primary Steps in Developing 
Promotion Committee 

Goal: Promote the downtown as the community's social, cultural, and economic center. 

Objectives:     - Market a positive image of downtown. 
- Encourage more local shopping. 

- Continue and strengthen existing successful promotions. 

- Develop a formal evaluation process for promotions. 

- Expand distribution area of informational materials about downtown. 

Design Committee 
Goal: Encourage visual improvements through good design compatible with historic features. 

Objectives:     - Educate both members and the public about good design elements. 
- Give input as needed into design review process. 

- Develop and begin implementing a plan for visual enhancement within the 

context of historic and cultural preservation. 

- Identify and implement a program for needed public improvements. 

Economic Restructuring Committee 
Goal: Strengthen and broaden the economic base of downtown. 

a Work Plan 
 

Developing a work plan should follow a step by step 
process that guides the board and committees 
through each component. The best process to use 
for this is a process detailed in National Main Street 

Objectives: - Develop a retention program including education of good business practices. 
- Develop and implement a market profile, recruitment plan, and package. 

- Increase communication with downtown property owners. 

- Develop and maintain a system to provide vacancy and sales information on downtown properties. 



 

53 
 

Appendix 4. The process described in this document 
follows a five-step approach to developing a work 
plan: 

 

Step 1 
Goal setting/work plan session for the Main Street 
Board of Directors (4 – 5 hours). 

 
• List issues at random. 
• Determine what area of concentration each issue 

fits under (community organization, promotion, 
design/heritage conservation, economic restruc- 
turing). Group them together, and then delete 
duplicates. Note that the areas of concentration 
are reflective of the Main Street committee struc- 
ture. 

• Determine priorities. Remove the rest of the is- 
sues. 

• Create   objectives.   Each   objective   statement 
should begin with an action verb. 

• Create  a  goal  statement  for  each  committee 
based on the objectives—the organization “stuff” 
usually falls to the board or a committee of the 
board. 

• Create an overall mission statement to guide the 
organization, use the committee goal statements 
as a reference (if a mission statement has already 
been  created,  check  it  against  the  committee 
goals to see if it is still reflective of what the orga- 
nization is working towards accomplishing). 

 

Step 2 
The Board of Directors creates a list of potential 
committee members based on the objectives for 
each committee. 

 

Step 3 
Committee “activity planning” brainstorming ses- 
sion (2 hours per committee). 

 
• List possible activities under each objective. 
• Determine priority activities for each objective. 

Step 4 
Committee “action planning” session (2 – 3 hours 
each). 

 
• Discuss possible timelines for each priority activ- 

ity (i.e. when should this be started and how long 
will it take from beginning to end). 

• Complete an “action plan” for each priority activ- 
ity in which planning will need to begin within the 
next two to three months. 

• Fill out a “timeline” sheet. Put all priority 
activi- ties from the committee somewhere on 
the form. Think about what the workload will 
mean for those implementing activities—is it 
realistic? Ad- just the timelines as needed. The 
Board of Direc- tors should approve the finished 
timeline. 

 

Step 5 
Committee activity “action plan.” 

 
• Refer back to your completed timeline sheet at 

each committee meeting. The committee or task 
force responsible for an upcoming activity should 
fill  out an “action plan” as each activity 
draws nearer. If the activity has a completion 
deadline, scheduling from the deadline  
backwards  may prove useful. Plan for “Murphy’s 
Law”! 

 
As a working document, the summary of the work 
plan guides the board and committees within the 
context of the recommendations for implementa- 
tion. To be current and effective, the Main Street 
coordinator needs to ensure the work plan is annu- 
ally reviewed and revised by the board and commit- 
tees. The activities and tasks change as the program 
achieves various milestones. It is therefore vital that 
the work plan be kept up-to-date through vigorous 
board and committee reviews consistent with the 
mission, vision, and goals of the organization. 
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Step Five 
 

Implement the Four Point Approach® 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

With the assistance of the resource team recom- 
mendations and the overall work plan agreed upon, 
a “blueprint” is now in place to implement the Four- 
Point Approach®. The following describes the focus 
of each committee during the first year in order to 
ensure the Main Street program is initiated on a 
strong and well-structured foundation. 

 
Where Does the Community 

Organization Committee Begin? 
 

A Main Street program that is well-funded and vol- 
unteer-driven is essential to successful downtown 
revitalization. The Community Organization com- 
mittee is a key to ensuring the board and all other 
committees remain focused, encouraging sponsor- 
ship from stakeholders and the community, manag- 
ing the financial and administrative aspects of the 
organization, and recognizing and celebrating Main 
Street through special events that will often overlap 
with the Promotion committee. 

 

Staff Management 
Although the Main Street coordinator is responsible 
to the chair of the board, the day to day manage- 
ment  of  hiring,  monitoring,  and  evaluating  Main 

Street staff is part of the duties of the Community 
Organization committee. This committee therefore 
carries the responsibility of writing a job descrip- 
tion for the Main Street coordinator, providing clear 
instructions, performing interviews, preparing con- 
tractual arrangements, evaluating the competency 
of staff, and providing incentive rewards for excellent 
work. 

 
Project examples: 
• Main Street coordinator job description 
• Administrative procedures manual 
• Candidate interview formats, questions, and  

final selection process 
• Performance evaluation form 
• Monthly recognition program 

 

 
 

Volunteers 
Volunteers are a very important resource to the Main 
Street program. Not only do they provide help, but 
they draw the overall community into Main Street 
through  their  broad  connections  of  friends,  col- 
leagues, and family. At the same time, if volunteers 
find Main Street work meaningful then it confirms 
that it will be important to the rest of the commu- 
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nity as well. To utilize the greatest capacities of vol- 
unteers, invest time in understanding their individual 
strengths and weaknesses, and provide productive, 
fulfilling, and enjoyable tasks with clear responsibili- 
ties and timelines that always relate back to the com- 
mittee’s overall goal. Develop a volunteer workbook 
detailing the various volunteers needed and their 
responsibilities. Don’t overload your volunteers as it 
is better to have more people, with each person do- 
ing one small task, than too few people who end up 
being overwhelmed by multiple responsibilities. The 
latter scenario leads to burnout and loss of good vol- 
unteers. It is also important to provide a volunteer 
workbook detailing the different volunteers required, 
and the specific roles and responsibilities they would 
engage in. Public recognition will also go a long way 
to retain happy volunteers. Develop an annual recog- 
nition program, publicly thank them at events and in 
the newspaper, present them with engraved award 
plaques, photographs, a paving brick with their name 
engraved, a painting of Main Street or of their favor- 
ite building, and achievement certificates signed by 
the mayor. 

 
 
 
 
 
 
 

Volunteer Project examples 
 

 

• Volunteer drive 
• Presentations to local organiza- 

tions 
• Volunteer job descriptions 
• Volunteer capacity descriptions 
• Volunteer hours tracking forms 
• Annual recognition and award 

programs 
• Volunteer achievement certificates 

Promoting Main Street 
One would like say that this is the responsibility of 
the Promotion committee but, in fact, it is the job of 
the Community Organization committee. The com- 
mittee has to be very active to inform, educate, and 
promote the mission and vision of Main Street. Al- 
ways celebrate Main Street’s achievements in a way 
that will attract the community to join in the cel- 
ebration and be inquisitive of the events. Promote 
through mass media and make direct contact with 
local and regional newspapers, radio and television 
stations, and provide media releases to encourage 
them to cover Main Street news stories and public 
announcements. 

 
Holding special downtown events is a very effective 
and a fun way of reaching out to the community and 
celebrating Main Street. However, it does take some 
planning as to where to start, when to start, and who 
will do what and when. The Promotion committee 
can assist with the planning and implementation of 
such events. 

 
Main Street newsletters can be written to capture 
the interest of area’s business and building owners, 
and current and potential investors; area merchants 
and professional service providers can provide points 
of view on businesses, retail trends, assistance pro- 
grams, business seminars, and promotional events. 

 
A weekly Main Street article in the local and/or re- 
gional paper can provide an update of Main Street’s 
activities, an announcement of an upcoming event, 
and overview of current building rehabilitation proj- 
ects, a series of snippets of community history, and 
the evolution of the Main Street area. 

 
A few tailored Main Street presentations will also 
help to promote the program to local civic clubs and 
organizations. Develop a volunteer speaker’s group 
of committee members to help co-present. 

 
With the permission of building owners of temporar- 
ily vacant storefronts, the vacant display windows 
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Promoting Main Street Project 
examples 

 

• Project examples 
• Media packages 
• Weekly Main Street newspaper col- 

umn 
• Media releases 
• Business seminar series 
• Main Street weekly newspaper col- 

umn 
• Public presentations 
• Creative building rehabilitation site 

signs promoting Main Street 
• Vacant store window displays 

 
could be, for the short-term, used for various dis- 
plays, such as student visions of Main Street, special 
event promotions, historical photographs of Main 
Street, and heritage clothing. 

 

Fundraising 
Fundraising is an important element to the success of 
Main Street. It can be a very effective tool to involve 
the community, attract volunteers, and build politi- 
cal support for downtown revitalization. Normally, in 
the first and second year of initial start-up, funds are 
secure from public and private sources. However, as 
the program evolves, it may be necessary to secure 
alternate funds and sponsorship. An inventory of all 
potential sources of business and building owners, in- 
vestors, and major corporations that have an interest 
in the downtown district will assist the committee to 
be pro-active and begin targeting as soon as possible. 

 
Possible sources of funding include: 
• Public sector grants 
• Private-sector contributions (financial or in-kind) 
• Levies 
• Revenue from sales 
• Sponsorships 
• Ongoing contributions from the municipality 
• Ongoing contributions from local organizations 

 

• Donations 
• Fundraising drives 
• Event fees 
• Membership fees 

 
Develop a comprehensive fundraising plan  detail- 
ing every dollar anticipated to bring in and how you 
propose to raise that money. The plan should include 
your strategy for obtaining financial support from lo- 
cal government, event revenues, membership dues, 
business improvement area levies, and sponsorships. 
Make sure you answer the following questions: Who 
will be responsible for each component? What is the 
timetable for each element? How much do you ex- 
pect to raise? 

 
Next, outline your annual membership campaign. 
Include specific plans for recruiting and training vol- 
unteers and developing collateral materials such as 
sample letters, solicitation lists, and information 
packages. Prepare a schedule for soliciting member- 
ships, following up with each prospect, and complet- 
ing the campaign. 

 

Generating Revenue 
Generation  of  revenue  is  a  primary  consideration 
and of course sponsorships can be sold in various 
ways to provide opportunity for sponsors to extend 
a message to the general public. An alternative way 
of generating revenue is to provide opportunities to 
participate with specific fees attached. Fees could 
then be collected from exhibitors, food vendors, pa- 
rade participants, attendants at the gate, participants 
in activities, craft tables, garage sale booths. Partici- 
pants pay a fee to compete, exhibitors pay a fee for 
display space, food vendors pay a fee to sell, parade 
participants pay a fee for placement, and attendees 
pay a fee to enter. It is as simple as that. 

 
Selling posters, special novelty items, walking tour 
booklets, commemorative books, and history books 
are all also revenue generating. 
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Fundraising does not have to be overwhelming as it is 
a responsibility that should be shared with the board 
and the Promotion committee to ensure a more 
manageable work load. 

 

Accounting 
The accounting system should be managed by the 
treasurer and/or the Community Organization com- 
mittee. All of the accounts and records need to be 
organized and in good financial order. If the capac- 
ity does not exist on the committee then it is a good 
idea to employ a qualified professional bookkeeper 
to provide this service. 

 
Accounting project examples: 
 Double-entry accounting system 
 Chart of accounts 
 Treasurer’s report (quarterly) 

 
Community Organization Committee Project 
Examples 
 Main Street information package 
 Inventory of Main Street stakeholders 
 Fundraising campaign plan 
 Revenue generating strategy 
 Business profiles 
 Special event/project sponsored contacts 
 Membership drive 
 Contract negotiations with municipal  

government 
 Special assessment district development 
 Foundation/grant writing proposals 

 
Where Does the Promotion 

Committee Begin? 
 

A Main Street program that understands its market 
and its downtown assets, and creates unique mar- 
ket niche opportunities and a dynamic compelling 
downtown image, is vital to a healthy downtown. 
The Promotion committee’s role focuses on down- 
town image, retail promotions, and special events. 
The first step in the implementation process is to 

identify downtown assets using the building inven- 
tory process. Inventory the businesses, consumers, 
visitors from the region, and tourists, to understand 
the marketplace. Interpret the information collected 
to determine market opportunities, what are the 
downtown’s assets, how do the assets mix with the 
potential niches, is the existing asset mix meeting 
consumer need and, if not, what new assets need to 
be added to the mix? Undertake “activity” and “ac- 
tion planning” brainstorming sessions to explore how 
the downtown should position itself, and to develop 
a strategy that identifies the kind of activities, pro- 
motions, and special events that will reinforce Main 
Street’s new market niche. Lastly, the design of a new 
dynamic downtown logo symbolizing downtown’s 
new direction can be used on all promotional mate- 
rial, shopping bags, stickers, cups, t-shirts, business 
directories, and so on, to strengthen the new “vi- 
brancy and spirit” of downtown…and keep the heart 
of the community beating. 

 

The Image Campaign 
The image the Main Street area portrays is reflect- 
ed in business activity, consumer confidence, sales, 
physical image, property values, vacancy rates, build- 
ing condition, service, attitudes, and in the “coffee 
talk.” The image can either portray a downtown that 
is struggling or one that is thriving. The work of the 
Promotion committee helps focus on the best assets 
of downtown, develop a specific market niche, rein- 
force downtown as the heart of the community, and 
attract more consumers and more investors to the 
downtown by: 

 
• Changing community attitudes 
• Building a unified image 
• Generating fresh activity 
• Communicating progress and excitement 

 
The image campaign involves advertising the area's 
new image and unique qualities and market niches in 
the local paper, radio, television, flyers, and the busi- 
ness directory. The logo should always be used on 
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all printed materials, Main Street signs, keepsakes, 
articles, specific clothing items, shopping bags, and 
public displays. The campaign also requires strong 
relations with media who can reinforce the image 
through carefully crafted news articles, advertise- 
ments, interviews, and event coverage that engages 
the community to celebrate the value of their Main 
Street. The committee also needs to inform and edu- 
cate the public on all areas of the revitalization effort. 

 

Retail Promotions 
A retail promotion helps create a unified downtown, 
encourages public participation, focuses community 
attention on what the downtown has to offer, in- 
creases sales, and strengthens the district’s visibility 
on a local and regional level. 

 
A balance of all three types of promotions is recom- 
mended in order to create a variety of retail events 
that will include all businesses in the Main Street 
area. 

 
In planning for promotions, create an activity and an 
action list with tasks, responsibilities, and timelines. 
Evaluate what promotions have occurred locally and 
regionally, and review the results of the business and 

 
The National Main Street Center identifies 
three categories of retail promotion: 

 
 Cooperative promotion focuses on the com- 

parative aspects of retailing in the district, 
clustering stores that are in the same catego- 
ry and can be promoted together 

 Cross retail promotion groups businesses with 
complementary goods in one retail event or 
in coordinated displays 

 Niche promotion focuses attention not on the 
product mix but on specific consumer group 
targeted through specially distributed flyers, 
coupons, posters and or media ads. 

 
 

consumer surveys to take advantage of the peaks in 
consumer activity. The promotion will require a spe- 
cific name, purpose, or theme, such as an “Antique 
Car Show.” Rally the volunteers, involve the mer- 
chants, contact the media, advertise, track the suc- 
cess of the promotion, and then evaluate whether 
it will become an annual event or not. Funding re- 
tail promotions focuses more on obtaining support 
from the downtown business community. Coordinate 
these activities with the Community Organization 
committee and their special event and sponsorship 
efforts. 

 

 

Retail Promotion project examples: 
• Spring fashion show 
• Main Street restaurant guide 
• Midnight Madness 
• Ten Days of Christmas event 
• Antique Days 
• Mother’s Day promotion 
• Antique car show 
• Joint window displays 
• Home improvement promotions of furniture and 

hardware stores 
• Appreciation days for seniors 
• Father’s Day specials 
• After School specials 

for students 
• Downtown Garage Sales
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Special Events 
Special events are meant to provide a large festive at- 
mosphere that will attract a large number of people 
and generate increased sales in the downtown area. 
Events can be designed to accommodate the inter- 
ests of the general community, or can be structured 
to attract the interests a particular group, such as the 
agricultural community, the arts community, the her- 
itage community, and so on. 

 
Holding special downtown events is a very effective 
and fun way of reaching out to the community. They 
provide another reason for people to go downtown, 
they create excitement and pride in the downtown, 
and they promote the downtown area as a “commu- 
nity,” and generate opportunity for attracting inves- 
tors, new business, and new residents…all very posi- 
tive for economic development. 

 
The first step is to ask what the purpose of the event 
is and who is being targeted. The primary objectives 
of an event are to: 

 
 

The National Main Street Centre identifies 
three categories of special events that can 
be undertaken in a Main Street area: 

 
• Community heritage. Acknowledge local arts, 

industry, talent, and agriculture or celebrate 
the history and architecture of the community. 

• Special holidays. Focus on traditional and un- 
conventional holidays that celebrate dates or 
events that have meaning for the entire com- 
munity or dates of special interest to specific 
ethnic or cultural group 

• Social events. Develop unusual activities that 
enliven public spaces and attract people who 
don’t normally come downtown 

 

• Draw people into the community in order to pro- 
mote the community’s values, characteristics, 
and quality of life. 

• Attract local residents to the event to reinforce 
the positive image and sense of the place of the 
downtown. 

• Fundraise by attracting potential stakeholders, 
additional volunteers, and organizations that may 
wish to invest in downtown revitalization. 

• Involve all ages, and simply have fun! 
 

Special Event ideas: 
• Crafts on the Square Fair 
• Strawberry festival of local produce 
• Candlelight tour of historic buildings 
• Ice carving contest 
• Midnight Madness 
• Christmas Tree Light Up 
• Christmas Parade 
• Ugliest pick-up truck contest or parade 
• Halloween pumpkin carving contest 
• Dickens of Christmas event 
• July 1st parade 
• Easter Egg Hunt 
• Friday at 5 after work street party 
• Lunch on Main 
• Just Desserts Gala concert and dinner 
• Saturday Health Fair 

 

 

Do your Homework 
Prior to deciding the types of events to hold, ex- 
plore what is happening in other communities who 
have found success. Try not to compete with similar 
events in neighboring towns and cities. Instead, be 
creative and plan something that will make sense in 
terms of your program’s and community’s capacity. 
Avoid financial stress or loss of credibility because 
the idea was far too grand than the community could 
feasibly support. Rely on volunteers, the municipal- 
ity, and students. 
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Planning for Success 
Strengthening the Commercial 
District 

 
10 Tips for Terrific Retail Promotions 
By Sheri Stuart | From Main Street News | 
December 2002 | 192 

 
 Publicity is best entrusted to someone 

experienced in public relations. Bad pub- 
licity can actually damage a program. 

 Hire a good, creative photographer to 
document every promotional event. Pho- 
tographs can be used not only to publi- 
cize future events, but also to document 
the revitalization program’s success and 
find sponsors for future activities. 

 Be honest with the public at all times. If 
something goes wrong, admit it. Don’t 
try to disguise the facts. 

 Remember the purpose of the promo- 
tion. Committees can get carried away 
planning the details of an event and for- 
get the marketing reasons for the activity 
and the audiences it is meant to attract. 

 Invest in quality graphics. 
 Make it easy for the media to cover pro- 

motional activities. Prepare informative 
press kits and give reporters plenty of 
lead time to plan their coverage. Be sure 
to  give  public  service  announcements 
and press releases to the media in the 
format they prefer to work with. 

 
 

When to Begin Planning Events 
Ideally planning should begin twelve months prior to 
the event itself. Time is required to search out spon- 
sors, volunteers, and venues. Sponsors need to be 
notified well in advance of such events in order to 
budget for their sponsorship or donation. Similarly, 

 

approvals on grant applications take time, municipal 
budgets require well over twelve months if the event 
allocation is to be included as an annual budget item. 
The sooner contacts with potential sponsors begin, 
and the more respect given to increase the lead time 
organizations require, the more successful the pro- 
gram will be in gaining the support it needs. 

 
Those directly involved in providing services at the 
event also need to be selected early in the process. 
Depending on who will provide service, respect their 
schedules and book at least six to nine months prior 
to the event. If the event requires food vendors, ap- 
proach them early. If it requires people to perform 
or entertain, contact the local theatre or arts groups, 
or the local high school drama class, music teachers, 
social clubs, or local organizations. Some of the first 
local organizations to look at for any volunteer work 
during these events are church and civic groups. 
Some organizations will in fact piggyback onto the 
Main Street event to gain exposure for their own fun- 
draising campaign. They may be at the event giving 
away pins, pens, stickers, or selling t-shirts, hot dogs, 
raffle tickets, and so on. 

 
When looking to the volunteers, look also at the ser- 
vice clubs within the community as well as church 
and civic groups. If you are working with a charitable 
organization, such as the United Way, the local hospi- 
tal auxiliary, Rotary, or Kiwanis, ask their members to 
volunteer. This is a particularly viable option if those 
organizations piggyback onto your event for their 
own fundraising. 

 
Who Does What 
The primary tasks of an event are management and 
administration,   revenue   generation,   and   on-site 
management. It is always ideal if there is assistance 
for managing and administering the event, but that 
may not be the case. In a pro-active manner, the Main 
Street coordinator needs to prepare for working on, 
and monitoring, all tasks. This is not ideal situation, 
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thus the importance of partnering with the Commu- 
nity Organization committee to ensure they are on 
board with the event to provide assistance with ad- 
ministration and fundraising. 

 
Activity and Action Planning 
Organizing for special events is similar to setting up 
a small business in terms of developing a plan, goals 
and objectives, deciding who carries the torch, and a 
realistic budget and operating plan detailing who will 
do what, when and where. Undertake a committee 
activity brainstorming session and an action planning 
session to identify tasks for each activity, as well as 
tasks, responsibilities, and timelines. 

 
A Detailed Calendar of Events 
A comprehensive calendar of events will assist busi- 
ness owners with making advertising decisions and 
informing customers and residents of special events 
and promotions in the area. The calendar also gives 
the Promotion committee a better idea of who is do- 
ing what within the community. As a result, the com- 
mittee can make more informed decisions on wheth- 
er a new event is needed to fill a gap, or if the Main 
Street program can “piggy back” on existing commu- 
nity based event. In addition, the Promotion commit- 
tee should evaluate the calendar to ensure that there 
is a good balance of events and promotion categories 
and add to the calendar if necessary. 

 
Promotion Committee Project Examples 
• Inventory of what other communities are doing 
• Sponsorship contact list 
• Event fee structure 
• Volunteer recruitment program 
• Procedures manual 
• Revenue generating inventory 
• Treasurer’s report 

 

Where Does the Design/Heritage 
Conservation Committee Begin? 

 
Get to Know The Downtown 
Taking the opportunity to get to know the downtown 
is one of the first steps the Design/Heritage Conser- 
vation committee should do. A building inventory 
should be conducted to provide basic information, 
and to identify potential buildings for first year build- 
ing rehabilitation projects. Undertake a photographic 
inventory of the buildings and assemble the photo- 
graphs into streetscape montages so the committee 
is always aware of the collective fabric of the down- 
town. Hire a student or utilize the heritage society 
to collect archival photographs of the downtown and 
individual heritage buildings, and to compile written 
histories on the buildings and the community in gen- 
eral. 

 
Getting to know your downtown also requires a basic 
understanding of the area’s collective architectural 
character. If there is an architect or historian on the 
committee, ask if they would be willing to educate 
the committee on the history of the community and 
the various architectural styles that evolved. The al- 
ternative is to have someone from the provincial gov- 
erning body or, a consultant, provide a session on the 
analysis of the downtown’s historic character. 

 
The analysis of the downtown’s character will reveal 
the following: 

 
• A variety of architectural styles 
• Character-defining features 
• Similarity in material, scale, and detail 

 
In addition, the committee should be knowledge- 
able about provincial resources to protect and pro- 
mote historic resources, such as the Saskatchewan 
Heritage Foundation and the Heritage Property Act. 
Under The Heritage Property Act and The Planning 
and Development Act, municipal governments are 
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empowered to regulate, protect and promote local 
heritage resources. 

 
Understand Provincial Provisions to Protect 
Heritage Sites 
The Heritage Conservation Branch (HCB) recognizes 
that “the spirit and character of the province is large- 
ly defined by its unique history and heritage. Accord- 
ingly, our mission is to facilitate the protection and 
conservation of heritage resources in Saskatchewan, 
and to foster a culture of heritage stewardship that 
will help build sustainable communities.” 

 
The HRB provides inventory, regulatory, research, 
and consultative programs and services to communi- 
ties who are interested in protecting and promoting 
their heritage resources. The HCB is also responsible 
for managing Saskatchewan’s heritage resources 
and for administering various protection provisions 
under The Heritage Property Act. These protection 
provisions include heritage resource impact assess- 
ment regulations, investigation permitting, ease- 
ments and covenants, and Provincial and Municipal 
Heritage Property designation. For more information 
on their programs, contact HCB at: http:///www.tpcs. 
gov.sk.ca 

 

What is a Heritage Site? 
Heritage resources are the very reminders of our 
comprehension and appreciation of Saskatchewan’s 
rich  past,  its  many  communities,  and  the  varied 
cultures that have evolved. The provincial govern- 
ment’s role is to ensure that our irreplaceable and 
non-renewable heritage is protected and preserved. 
Through careful and sensitive management, the pro- 
vincial government is helping conserve our heritage 
to provide educational, social, cultural, and econom- 
ic benefits to present and future generations. 

 
The Heritage Property Act of Saskatchewan broadly 
defines heritage property as: 

 
• archaeological objects; 
• paleontological objects; and,  

• any property of interest for its architectural, his- 
torical, cultural, environmental, archaeological, 
paleontological, aesthetic, or scientific value. 

 
In Saskatchewan, the main heritage resources that 
have been traditionally recognized, and are actively 
managed and regulated, include: 

 
• archaeological heritage sites and objects reflect- 

ing First Nations and later Euro-Canadian settle- 
ment and use of the land; 

• paleontological heritage sites and objects, includ- 
ing dinosaur fossil localities and stereotypes; and, 

• built heritage properties and structures of histori- 
cal and architectural importance. 

 
Other types of heritage locations are also being rec- 
ognized as heritage resources, such as: 

 
• “traditional cultural properties” (associated 

with the cultural practices and beliefs of a living 
com- munity, and are central to the cultural and 
histori- cal identity of that community); and, 

• “cultural heritage landscapes” (geographical ar- 
eas that have been modified or influenced or 
given special cultural meaning by people). 

 
There are provincial policies and practices govern- 
ing their management, protection, and promotion. 
There are numerous resources, forms, templates 
and checklists available to help a community desig- 
nate a heritage property, as well as various heritage 
planning tools to conserve historic places, develop a 
heritage inventory, and utilize historic buildings for 
modern uses. Refer to “Designating a Heritage Prop- 
erty” http:///www.tpcs.gov.sk.ca/heritage for more 
information. 

 
All Canadian provinces and territories have enacted 
legislation to protect, manage and develop heritage 
sites. Protecting our heritage will help us understand 
and respect our rural and urban development, and 
it also fosters a deep sense of our own identity both 

http://www.tpcs
http://www.tpcs.gov.sk.ca/heritage
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as a community and as a nation. The key protection 
provisions in Saskatchewan’s Heritage Property Act 
include: 
o Heritage Property Designation (PART III and IV) 
o A heritage property may be formally 

designated by a municipality in whose 
jurisdiction the property is located, or by the 
Province.  A Provincial or Municipal Heritage 
Property Designation not only affords formal 
recognition of an important heritage location, 
it also ensures long-term preservation by 
protecting the character-defining elements 
that embody the heritage value of the place.  
The designation is registered on the land title 
and  therefore  continues  to  run  with  the 
property. 

o Covenants and Easements (s.59) 
o The Province, or any municipality, or any ap-

proved heritage organization may enter into 
a formal easement or covenant with any 
landowner for the explicit purpose of 
protecting heritage property. Any such 
easement or covenant will be registered on the 
land title and will continue to run with the 
property. 

 

 

Know the Importance of Good Design 
The Design/Heritage Conservation committee mem- 
bers have different levels of design knowledge, as 
well as varying opinions on what they would consider 
as appropriate or good design generally. To be more 
specific to the historic downtown area, the commit- 
tee must look at each building in the context of the 
entire Main Street area. Consider the distinctive qual- 
ities of the area’s heritage and try to identify what 
creates the “sense of place” that is so special, preva- 
lent, and unique. Consider what it is that holds your 
community to its history, the elements that continue 
to be evident, elements from years past, elements 
that speak of the building’s history and character, 
and of the community’s unique identity. These are 
the features and “character-defining elements” that 

 

need to be respected, rehabilitated, and conserved. 
These are the elements each member of the Design/ 
Heritage Conservation committee needs to agree on 
before the committee can proceed. 

 
The National Main Street Center recommends the 
following implementation guidelines: 

 
• Start small. Begin with small-scale physical im- 

provements such as inexpensive planters, ban- 
ners, paint schemes, signs. As you build confi- 
dence, experiences, and expertise, tackle larger 
scale improvements such as building rehabilita- 
tions and comprehensive street plans. 

• Avoid themes. Historic preservation is an 
ethic not a theme. It advocates preserving those 
archi- tecture elements that help tell the 
community’s story – not creating a false past by 
adopting his- toric themes or making buildings 
look like some- thing they never were. 

• Create compatibility. Improvements should build 
on existing physical assets. Don’t imitate historic 
styles, but consider complementary changes that 
respect existing building materials, scale, propor- 
tions, patterns of windows or storefronts, detail- 
ing and colours. 

• Stress continuity. The key to an attractive pedes- 
trian atmosphere is the “street wall” created by 
continuous facades of lively storefronts. Demoli- 
tion of historic and traditional commercial build- 
ings will create gaping holes in the streetscape. 
Avoid tearing them down whenever possible. 

• Build quality. The cheap substitute materials 
and low-budget designs of today build the tacky 
towns of tomorrow. Insist that the best possible 
materials and craftsmanship be used for any new 
construction so it will stand the test of time, com- 
municating pride and belief in your Main Street’s 
future as well as its past. 

• Don’t copy. Avoid the mall formulas that work 
out on the strip. The design qualities that entice 
customers to the shopping mall – unified facades, 
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pedestrian plazas, broadcast music – rarely work 
in traditional commercial districts where these 
elements appear unnatural and gimmicky. 

• Be realistic. Design improvements can enhance 
Main Street’s appearance and function, but alone 
they will not reverse economic decline. Design 
must be accompanied by sensible business devel- 
opment, aggressive marketing, and a permanent 
management of the district by a strong broad- 

based organization. 
 

 

Identify Potential Pilot Rehabilitation 
Projects 
Building  rehabilitation  projects  are  great  ways  to 
generate excite downtown and throughout the com- 
munity, and to promote the Main Street program. 
It is therefore critical that a pilot project begin as 
soon as weather permits. The selection of the first 
pilot project should be carefully selected. A smaller 
project that provides greater impact in its physical 
transformation is much better than a larger project 
that provides minimal results. A smaller project will 
have more immediate results, a more cost effective 
budget, and will enable rehabilitation funds to have 
a broader impact. Over the first year, three to five 
building rehabilitations can feasibly be completed. 
Selection of  these  buildings should create  a  criti- 
cal mass rather than the individual buildings being 
spread out over a larger area. A collective massing 
of rehabilitated buildings has a much greater visual 
impact than a scattering of rehabilitated buildings 
spread out throughout the Main Street area. It also 
emphasizes the educational impact in terms of ap- 
propriate  historic  rehabilitation  and  building  en- 
hancement activities. 

 
To identify buildings that may be potential projects 
for rehabilitation, a more detailed analysis of a par- 
ticular building may be required, and would include: 
• Current photographs of all building elevations 
• Photographs of architectural details 
• An archival photograph of the building, or archi- 

 

val photos that show parts of the building 
• Date of construction 
• Building address 
• Current use 
• Current owner 
• Physical description 
• Building history 
• Character-defining elements 
• Analysis of alterations 
• Condition assessment 
• Photo documentation of structural condition 

 
 

Steps to Successful Storefront Design 
Unfortunately, in many historic Main Street areas the 
older buildings are seen as buildings in disrepair, not 
meeting building code, neglected and not equiva- 
lent to the more contemporary alternatives being 
constructed in the downtown. In actual fact, these 
buildings are the very assets that, if maintained, will 
generate an ongoing generation of tourism, econom- 
ic health, unique market opportunities, and a com- 
munity proud of their history and willing and eager 
to promote it. 

 
Many of the heritage buildings are the Main Street’s 
best assets. The National Main Street Center recom- 
mends the following tips on how to capitalize on 
those assets and how to improve the image and prof- 
it potential of businesses downtown: 

 
• Consider the entire building. Expand a business’s 

presence and image by utilizing the whole fa- 
çade – reintegrating upper-story design with the 
storefront, uncovering facades, and opening up 
boarded windows. 

• Take cues from the neighbours. Look at the entire 
streetscape for clues about the range of colours, 
styles, size, and character of storefront elements. 
Unity – not conformity – is the goal. 

• Change dramatically with colour. Paint can cov- 
er  a million problems, pull together a hodge- 
podge  design, and offer an economical way to 
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put a fresh face on a tired façade. Keep the paint 
scheme simple (no more than three colours), use 
it to integrate the entire façade, choose shades 
and tones of the same hue, and select schemes 
that work with the neighbours. 

• Integrate facades with awnings. A host of altera- 
tions, exhaust fans, and other equipment can be 
concealed with a correctly designed awning. Stay 
with simple traditional shapes, colours, and ma- 
terials. Locate the awning within the storefront 
opening, avoid jarring or faddish colours or de- 
signs, and resist the use of backlit plastic sign box 
awnings. 

• Change image through signs. The most significant 
changes can be accomplished through creative 
and sensitively designed signs. Placement, pro- 
portion, colours, material, and style should all re- 
flect the building and business image. 

• Develop focal points with lighting. Call attention 
to  merchandise, signs, and architectural details 
through unobtrusive lighting. For exterior sign il- 
lumination, shaded gooseneck lamps work well. 
Avoid bare bulbs, backlit Plexiglas, and flood 
lighting, and use spots to highlight details. 

• Use windows to inject vitality. Visual displays not 
only sell the merchandise selected, they set the 
image of the business. Fresh, creative displays 
that target only a few ideas or items come to life 
with dynamic arrangements, selective colour, 
and good lighting. 

 

 

Design Guidelines for the Main Street Area 
Design guidelines for the historic Main Street area 
are developed to aid in the protection of the historic 
commercial resources, as well as future development 
of the downtown area. It is an accumulation of de- 
sign recommendations to help provide consistency 
and avoid subjective design, and to enhance the ap- 
pearance of the commercial area and its architec- 
tural assets. They are also a lasting educational tool 
for downtown building owners, the municipality, the 
Design/Heritage Conservation committee, and the 

 

general public. 
 

The intent of the document is to provide guidelines 
that enhance the area and result in a visual impact 
that maintains it’s the character-defining elements 
of the historic fabric, as well as the aesthetics of the 
overall streetscape. 

 
Components of Design Guidelines 
 
• Main Street History and its Historic Character 
• Local Program Vision Statement and Goals 
• General Guidelines for Development in 

the Main Street Program Area:  

o Site 
  - Setbacks 
  - Massing 

o Buildings 
   - Materials 
   - Windows 
   - Roofs and Cornices 
   - Canopies and Awnings  
   - Entranceways 
   - Building Lighting 
   - Signage 

o Streetscapes and Public Spaces 
   - Public Sidewalks 
   - Curb cuts and crosswalks 
   - Parking 
   - Signage 
   - Street and Area Lighting 
   - Planting 
   - Courtyards, Plazas and Parks 
  

• Supporting Documentation 
o Illustrations of Design Concepts 
o Photographs and Streetscapes 

 
Full details of the components for Design 
Guidelines are available in the Main Street 
Saskatchewan Design Guideline Toolkit. 
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Working with a Design Consultant 
The community should consider employing a design 
consultant or heritage architect to provide design  
assistance at  various points during the life of the 
Main Street program. A request for proposals (RFP) 
from qualified individuals or firms is the best 
process to widen the pool of applicants to select 
from.  The services of a consultant could be helpful 
during the development of a design guidelines, 
conceptual and detailed development of 
rehabilitation projects, discussions with building 
owners and construction reviews.   In this way, they 
could become part of the Main Street team. 

 
The design guidelines should be developed in the 
first year to help guide future improvements and 
potential project phasing, as well as assist with the 
solicitation for sponsorship and potential funding. 
The design guidelines usually include guidelines for 
site amenities, decorative paving, lighting, 
landscaping, and overall appearance of the area. 
Other services the design consultant can provide 
include: 

 
• Storefront analysis and renovation renderings 
• Design sketches and specification for signs 
• Scrapbook of great design ideas 
• Contractor referral list 
• Paint and awnings sample kit 
• Streetscape improvement plans 
• Contractor and material reference list 
• Sign/design ordinance review and updating 
• Minimum maintenance ordinance development 

 
Although design consultants have their own system 
for the development of conceptual and detailed 
drawings, it is important that all rehabilitation of his- 
toric buildings follow the Standards and Guidelines 
for the Conservation of Historic Places in Canada. 
These standards and guidelines are pan-Canadian, 
and provide very useful information as to appropri- 
ate and inappropriate rehabilitation and restoration 
methods. 

 

The Design/Heritage  Conservation  committee, the 
Main Street coordinator, and the building owner’s 
will rely on the consultant’s recommendations on all 
components of each building rehabilitation project. 
Communication channels therefore need to be facili- 
tated by the Main Street coordinator, and document- 
ed at all times. 

 
Design/Heritage Conservation Committee 
Project Examples 
• Building inventory 
• Historical research 
• Local club presentations 
• Building rehabilitation library 
• Streetscape master plan 
• “Storefront design” workshop series 
• “Design Guidelines” booklet 
• Historic walking tour brochure 
• “Main Street Zone” signs 
• “Then and Now” column in local paper 
• Historic photo displays in store window 
• Renderings of downtown and individual buildings 
• Presentation  on  sensitive  design  for  heritage 

buildings 
• Host a Spring Clean-Up 

 
 

Where Does the Economic 
Restructuring Committee Begin? 

 
The Economic Restructuring committee works to 
develop a strategy that will result in an improved 
retail mix, a stronger tax base, increased investor 
confidence, and a stable role for the downtown as a 
major component of the downtown’s economy. The 
first steps focus on collecting information, identifying 
gaps in the retail market, creating downtown infor- 
mation packets, and attracting potential investment. 

 

 

Gather Information 
One of the committee’s first projects is to gather 
information on the current economic condition of 
the downtown, identify public and private commu- 
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nity groups already active in economic development, 
such as local development companies, town planning 
authority, local realtors, and the economic develop- 
ment officer or board. Set up appointments with all 
these groups to discuss their activities and explain 
the goals of the Main Street program. Ask for copies 
of any plans and market studies they have produced 
or commissioned. Identify which businesses and ac- 
tivities are most successful and why customers are 
attracted to the downtown. Undertake consumer 
surveys to understand their perception of the down- 
town and the type of businesses activities they are 
looking for. Gather information and become knowl- 
edge about planning and land-use bylaws for the 
downtown. 

 

 

Generate a Downtown Real Estate Database 
Working with the local economic development offi- 
cer or board, obtain current data on a building inven- 
tory of the downtown. The Design/Heritage Conser- 
vation committee may also be able to assist with this 
information. The information will enable the commit- 
tee to evaluate current building use, calculate cur- 
rent vacant space, and explore new uses for buildings 
on Main Street. Collecting current assessed values of 
the buildings will also help in the later stages of eval- 
uated increases in property values. 

 

 

Undertake a Business and Service Inventory 
Undertake an inventory of existing businesses and 
service providers in the downtown and determine if 
there any market gaps that may provide opportunity 
to fill based on analysis of collected data, interviews, 
and surveys. Are there other businesses that could 
be targeted, other economic uses such as housing, 
restaurants, bakeries, or housing? 

 

 

Create Downtown Information Packets 
Research how other communities have designed In- 
formation packets promoting their downtown and, 
rather than re-inventing the wheel, use current ex- 
amples as an idea database to design a local down- 

 

town information packet outlining incentives and 
programs available to existing and new businesses. 
Include a downtown business directory for quick ref- 
erence identifying the type of businesses that cur- 
rently exist in the district. 

 
Host an Investor’s Open House 
Target potential investors, real estate brokers, and 
agents to present opportunities that currently exist in 
the downtown. Showcase available sites that require 
new use, or vacant properties requiring sensitive in- 
fill. Provide information on the mission, vision, goals, 
and activities of the local Main Street program and 
the committees, and display the streetscape master 
plan, potential and active building rehabilitation, and 
enhancement projects. 

 

 

Develop a Business Education Program 
Consider developing a business education program 
to assist with strengthening the businesses located 
in downtown by organizing a workshop or seminar 
series. Host a property owner breakfast, or a lunch 
network with invited speakers, visual merchandis- 
ing seminars, and business improvement seminars. 
Provide educational business development articles in 
the Main Street newsletter or in the local newspaper, 
and add to your Main Street program’s resource li- 
brary for public access. 

 
Monitor Economic Performance 
Initial  information  collected  on  the  current  eco- 
nomic  condition,  the  business  and  service  inven- 
tory, and the real estate data base will actually be- 
come the base-line data from which the economic 
performance of the downtown is measured. Track 
the assessed property values and compare with the 
initial values collected at the beginning of the pro- 
gram. Changes in the downtown economy should be 
tracked on a monthly basis to ensure accurate moni- 
toring throughout the year. 
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Economic Restructuring Committee Project 
Examples 
• Inventory of vacant space 
• Financial incentive programs 
• Recruitment of new business 
• Business seminar series 
• Speakers lunch series 
• Real Estate development training 
• Monthly market update analysis handout 
• Resource library 
• Business cluster analysis 
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Step Six 
 

Reporting Methods 
 
 

 Understand 
the Main Street  

 
 

 Downtown   Implement 
the Four Point  

Step Six 
Reporting 
Methods 

 
 
 
 
 
 
 
 

 

Reporting Program Progress 
 

Documenting the progress of the Main Street 
program is an integral communication tool  that 
can be used in many different ways  to  dem- 
onstrate   the   success    of    the    local    program. 
In turn, it enables the provincial Main Street 
Coordinating Program to gauge the program's success 
overall, and to be accountable to the governing bod- 
ies supporting the demonstration program. There- 
fore, a semi-annual reporting of program 
activities and statistics along with monthly 
reporting of key progress statistics are all 
critical reporting methods to ensure accountability 
and track success. 

 

 

Mid-year and Annual Reports 
 

The mid-year and annual reports are more easily 
prepared if the program tracks progress on a monthly 
basis and then summarize quarterly in the following 
format: 

ACTIVITIES 
 

1. Four-Point Approach Accomplishments 
• A summary of the community’s accomplishments 

in organization, economic restructuring, promo- 
tion and design/heritage conservation during the 
reporting period. 

 
2. Objectives and Pending Tasks 
• Tasks that will be undertaken in the following re- 

porting period to achieve specific work plan ob- 
jectives. 

 
3. Meetings & Training 
• A description of meetings and training opportunities 

held during the reporting period and meetings and 
trainings planned for the following reporting 
 period. 

 
4. Obstacles and Challenges 
• Discussion  of  obstacles  encountered  and  steps 

which have been taken, or will be required, to 
overcome them. 

 
5. Needs 
• Questions or needs that the community wishes 
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to have addressed by the Ministry’s Main Street 
program staff.  
 
PROJECT INFORMATION 

1. Conservation and other Capital Projects 
• Completed,  proposed  and  in-progress  work  in 

the Main Street Program Area, including building 
acquisitions/sales, rehabilitations, new 
construction and public works. 

 
2. Business Activities 
• New businesses opened in Main Street Program 

Area. 
• Expansion of existing businesses in Main Street 

Program Area. 
• Relocation  of  business  from  elsewhere  in  the 

community to the Main Street Program Area. 
• Business  closures  in  the  Main  Street  Program 

Area. 
 

3.  Events & Promotions 
• Events and promotions staged, including range 

and type of participation and impacts. 
 
 

FINANCIAL UPDATE 
 

The quarterly financial update should show the 
revenue streams and expenditures for the local 
Main Street program, including grants and 
donations to the local program.   

 

 

Tracking Statistics 
 

Tracking statistics provides a very tangible measure- 
ment of the local Main Street program’s progress. 
The information is crucial to harnessing ongoing fi- 
nancial and administrative support for the local revi- 
talization program. These statistics should be collect- 
ed monthly and entered into a tabulation program 

for accurate quarterly reporting. The reports not only 
assist the local program in being accountable to the 
Board of Directors, the municipal council, and other 
local stakeholders, but ties in with a provincial track- 
ing system that collects and tallies the statistics to 
monitor the success of the provincial program. 

 
The data collected and summarized from year to 
year should be kept on file as it provides a record of 
all program activity, funding sources, and volunteer 
hours. The information is then used to develop an an- 
nual report that is then distributed to the provincial 
program and local stakeholders. 

 
The Key Reporting Statistics that are collected on 
monthly basis by nearly all Main Street communities 
who apply the Four-Point Approach® follows a 
similar for- mat provided by the US National Main 
Street Center so that comparisons can be made 
with other Main Street communities on common 
ground. The base- line information includes tracking 
the number, value, and percentage of change 
indicators on economic, business mix, organization, 
design/heritage conservation, and promotion: 

 
 
Key Reporting Statistics 
• new businesses 
• business closures 
• net business 
• new jobs 
• jobs lost 
• net jobs 
• volunteers (hours) 
• promotional events (number) 
• public investment in property acquisition 
• private investment in property acquisition 
• Financial commitments to heritage rehabilitation 

and streetscape improvement projects 
• building rehabilitations (number) 
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Other Statistics to be reported on with the Progress 
and Annual Reports 
 
Economic Indicators 
• retail sales 
• average property sale 

price 
• total property assessment 
• residential units 
• average commercial lease rate 
• first floor vacancy rate 
• upper floor vacancy rate 
• total vacancy rate 

 

Business Mix: 
 

• retail outlets (goods) 
• personal services 
• financial and professional services 
• accommodation and food services 
• cultural industries (publishing, film, recording) 
• arts, culture, and recreation facilities 
• educational and health services 
• public/government facilities 
• residential units 
• number of different types of businesses 
• other 
 

Organization: 
• volunteers (number) 
• financial contributions (number of contributors) 
• Financial contributions (dollar value) 
• partnerships 
• media reports 
 
Design/Heritage Conservation: 
• building rehabilitations (number) 
• building rehabilitations (value) 
• facade improvements (number) 
• facade improvements (value) 
• signs (number) 

 
 
 
 
 
 

• signs (value) 
• street infrastructure improvements (number) 
• street infrastructure improvements (value) 
• design consultations (workshops) 
• design consultations (individual property owners) 

 
Promotion: 
• media promotions 
• promotional posters/brochures produced 
• public meetings 
• promotional events (number) 
• promotional events (attendance) 
• promotional events (merchants participating) 
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The monthly data, in addition to an analysis of re- 
investment, should always be current for immediate 
reference and update requests from the province, 
the municipality, the Board of Di- rectors, other 
stakeholders, and possibly other Main Street 
communities who wish to make comparisons with 
the success of their own program. 

 

 

Financial Summary 
 

The financial summary should consist of an itemized 
account of all income and expenses. The in- come 
should be broken down to detail public sector and 
private investment to arrive at a total amount for the 
year. Expenses should be broken down to reflect the 
Main Street coordinator salary, benefits, travel, 
professional development, the activities of the Board 
and the four committees, and finally all operating 
costs of the local Main Street program. The financial 
summary is then included in the annual report along 
with the annual program statistics summary. 

 
Additional information regarding the building reha- 
bilitation and enhancement projects can also be in- 
cluded as an attachment to the financial summary 
and includes: 

 
• Total cost of each building rehabilitation project, 

including investment provided by the building 
owner, and other sources. 

• Percentage of the rehabilitation costs covered by 
the Main Street Saskatchewan Grant Fund. 

• Variance report of initial projected rehabilitation 
project costs versus actual costs similar to a stan- 
dard operating statement. 

 
 

and financial reporting.   The Mid-year report should 
cover the previous 6 months of activities while the 
Annual report should account for the entire year, 
and covers specific activities of the committees: 
Community Organization, Promotion, 
Design/Heritage Conservation, and Economic 
Restructuring. Each committee chair should also 
provide a written overview of their achievements 
over the year, as well as an overview of next year’s 
plan of action. The document should be well-for- 
matted and include graphics and photographs that 
visually depict products, events, building rehabili- 
tation projects, awards and recognition of volun- 
teers and other contributors. 

 
These documents a r e  very useful to distribute 
to the provincial program, the municipality, board 
and committee members, and other stakeholders. 
Several copies of the an n u a l  rep ort  s hould 
be produced for such distribution throughout the 
year. 

 

 

Keeping Track of Records 
 

The Main Street coordinator must keep careful 
records of all local Main Street program activity. 
There should be an organized “paper trail” of ev- 
ery aspect of the program, including bills, receipts, 
written correspondence, telephone conversations, 
email, drawings, contractual agreements, bud- 
gets, minutes of meetings, monthly statistics, an- 
nual reports, and financial summaries. In addition, 
it is useful to compile rehabilitation binders for 
each building undertaken to ensure all documents, 
quotes, agreements, drawings, specifications, in- 
voices, receipts, and photo documentation are eas- 
ily accessible. 

 

Mid-Year Progress and Annual 
Reports 

 
The mid-year and annual reports are a detailed  

compilation of all the statistics, program activities,  
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Appendix 
Support Materials 

 

Step One: The Main Street Approach 

• Why Downtown is Important to the Entire Community 
 
 

Step Two: Get Organized 

• An Example Agenda for a Board Meeting 
 

• Guidelines for Effective Meetings 
 

• Job Description: - Member, Board of Directors 
 

• Job Description - Officers 
 

• Board of Directors Categories 
 

• Board Member Orientation Checklist 
 

• Well Rounded Committee Checklist 
 

• Committee Member and Chairpersons: Roles and Responsi- 

bilities 

• Managers Major Areas of Responsibility 
 

• Hiring a Downtown Manager 
 

• Sample Downtown Manager Job Description 
 
 

Step Three: Assess your Downtown 

• Sample Building Inventory 
 

• Community Mapping 
 

• Daily Activities Schedule 
 

• Seasonal Calender 
 

• Community Cafe 
 

• Focus Group 
 

• Panel Discussion 
 

• Salem Main Street Survey 

Step Four: Develop a Work Plan 

• Elements of Action Plans 
 

• Developing Workable One to Two Year Action Plans 
 

• Board of Directors Goal Setting/Work Plan Session Example 
 

• Committee Brainstorming Session - Example 
 

• Committee Activity List Overview - Example 
 

• Committee Activity Action Plan - Example 
 

• Committee Timeline - Example 
 

• SWOT Analysis Worksheet 
 
 

Step Five: Implement the Four Point 

Approach® 

• Sample Press Release 
 

• Ideas for Downtown Revitalization Program Names 
 

• Examples of Downtown Logos 
 
 

Step Six: Reporting Methods 

• First Year Operating Budget - Sample 
 

• Sample Format for an Operating Budget 
 

 
 
 

Miscellaneous Items 

• 75 Great Ideas for your Downtown 
 

• Warning Signs: Reasons Downtown Programs Fail or Become 

Inactive 



 

76 
 

 

 
 

Step One: The Main Street Approach 
Support Materials 

 
 

Why Downtown is Important to the Entire Community 
 

Downtown Retail Merchants 
• Expanded customer base 
• more sales 
• improved image 
• increased value of business 
• upgraded retail environment 
• more opportunities for cross promotion 
• more opportunities for business growth and expansion 
• more opportunity for locally owned independent businesses 
• less financial risk 
• incubator for new businesses 
• shared responsibility for retail success 
• coordinated efforts between local business and franchises 
• quality of business life 
• educational opportunities (seminars and workshops) 
• increased traffic 
• district marketing strategies (promotion and advertising) 
• better business mix 
• new market groups downtown 
• community pride 
• have needs/issues addressed 

 

Municipal Government 
• Increased sales tax base 
• increased property tax base 
• increased tourism 
• protection of infrastructure investment 
• protection of municipal property investment 
• conservation of existing resources 
• reduced vacancy rate 
• reduced cost of police and fire protection 
• less deterioration of buildings and need for demolition 
• reduced chance of costly sprawl development 
• better community image 
• better goals and vision 
• more civic awareness 
• support for public policies 
• support for political leadership 
• better relations between city hall and private sector 
• increased number of jobs 
• industrial recruitment 
• impetus for public improvements 
• increased volunteer base for the city 
• education resources for city leaders on planning and eco- 

nomic development 
 

Residents of the Community 
• Protection of property values 
• overall improved economy 
• local accessibility to goods and services 
• increased opportunity for social interaction 
• meeting space for diverse segments of community 

 

• preservation of civic gathering space for public functions 
• more opportunities for volunteerism and participation 
• opportunities for leadership development 
• community pride and sense of accomplishment 
• preservation of community identity 
• sense of “having roots” and “belonging” to a place 
• preservation of community for future generations 
• social/cultural activity 
• opportunities to keep kids in town 
• political advocate 

 

Downtown property owners 
• Increased occupancy rates 
• increased property values 
• stable of higher rents 
• opportunity to turn underdeveloped space into income- 

producing property 
• greater return on initial property investment 
• less risk of vandalism and fire 
• improved marketability of property 
• access to grants, loan programs and tax credits 
• communication medium with other property owners 
• better image, 
• new uses, especially on upper floors 

 

Downtown professionals 
• Location with improved higher quality image 
• location near government buildings and other institutions 
• increased exposure to new clients 
• opportunities for shared promotion 

 

Downtown service businesses 
• “Ready-made” customer base in downtown employees 
• increased exposure to other customers 
• opportunities for cross promotion 
• reduced “leakage” to surrounding towns 
• location accessible to pedestrians 
• location near banks, post office, and other institutions 
• image/building improvement 
• increased sense of pride 
• increased variety of services 
• increased competition means more aggressive business 

styles 
 

Businesses outside the downtown district 
• Increased visitor traffic to the community 
• increased business through overall healthier economy 
• more dollars circulating longer from locally owned busi- 

nesses 
• improved municipal services throughout the community 
• opportunity for cross promotion 
• jobs created and additional business from local rehabilitation 

• “Organizing a Successful Downtown Revitalization Program Using the Main Street Approach” State of Washington: Department of Community, Trade and Economic Development, Main Street program, www.com- 
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projects 

County government 
• Increased property tax base 
• protection of property values 
• increased public relations for county 
• ripple effect to other communities 
• healthier overall economy 
• enhanced community and county pride 
• improved job market and business opportunities 
• heritage preservation 
• alternative to a redevelopment district 
• quality of life issues, especially for employees 
• Help with parking issues 

 

Civic organizations 
• Public space appropriate venue for civic projects 
• increased opportunities 
• potential new members 

 

Financial institutions 
• Expanded business customer base 
• more business from overall healthier economy 
• potential new customers from new residents attracted to 

community 
• protection of property values 
• improved public image and goodwill 
• survival of community critical to bank success and economic 

stability 
• central location more cost effective 

 

Utilities 
• Expanded customer base 
• longer service hours and increased utility usage 
• more employees 
• healthy businesses feel freer to increase utility usage 
• community stabilization and growth 
• protection of prior infrastructure investment 
• more public improvements 
• overcome bad guy image 
• proof of new products 
• quality in Main Street public improvements 

 

Chamber of Commerce 
• Healthier overall business climate 
• potential new member businesses 
• opportunities for partnership and cooperation on joint 

projects 
• key employer through larger downtown employee base 

 

Economic Development Officials 
• Factor in business/industry location decisions 
• improved overall quality of life 
• ideal location for many high growth businesses such as ser- 

vice or high tech 

 
Preservationists 
• Increased awareness and credibility for commercial district 

preservation 
• link between preservation and economic development 
• increased educational and partnership opportunities 
• improved public image 

 

Industries 
• Improved environment for employees 
• easier recruitment of key personnel 
• increased local availability of materials and services 

 

Schools 
• More opportunities for youth involvement in civic projects, 

potential for “downtown as a classroom” projects, 
• preservation of downtown neighborhoods 

 

Churches 
• New membership in potential residents 
• improved overall quality of life in community 
• opportunities for partnership 
• protection of property values 

 

Media 
• More opportunities for coverage of positive local news 
• opportunities for public service partnership 
• increased advertising potential 

 

Hospitals 
• Easier physician recruitment 
• location for ancillary health care services 
• reduced “leakage” of health care services 

 

Youth 
• Local employment and business opportunities 
• more happening in the community 
• more places to go and things to do 

 

Senior Citizens 
• Convenient location for goods and services 
• safer, more secure environment 
• preservation of community history and personal memories 

 

 
 

• “Organizing a Successful Downtown Revitalization Program Using the Main Street Approach” State of Washington: Department of Community, Trade and Economic Development, Main Street program, www.com- 
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Step Two: Get Organized 
Support Materials 

 

 
 
 
 

An Example Agenda for a Board Meeting 
 
 
 

KRUPPOPOLIS DOWNTOWN DEVELOPMENT ASSOCIATION 

BOARD MEETING 

 
Tuesday, June 6, 2008 

11:30 a.m. 

KDDA Office 

 
 

AGENDA 

 
1. Minutes Approved 

 
2. Treasurer's Report 

 
3. Committees: Promotion 

Design 

Economic Restructuring 

Parking Task Force 

 
4. Manager Report 

 
5. Old Business:     Board Goals 

Spring Swing Fling 

 
6. New Business:   Membership Brochure 

Fundraising 

 
7. Rumor Mill (a time for folks to report on business gossip they hear about) 

 
8. Announcements 
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Guidelines for Effective Meetings 
 

Plan 
 

• Prepare an agenda that contains a brief description of what the meeting will 

cover -- not just headings (see page 29) 

• Have precise objectives -- what the meeting is intended to achieve 

• Find out what others need to talk about before the meeting 

• If a meeting is not necessary, do not have one out of routine 

• Start on time! 
 
 

Inform 
 

• Let everyone know what is to be discussed and why it is being discussed 

• Let everyone know what you want to achieve from the discussion 
 
 

Prepare 
 

• Arrange items in necessary order and logical sequence 

• Allocate a specific time for each item based on importance, not urgency -- 

urgency can be handled by the sequence 

• Anticipate what information and/or people may be needed to make the proper 

decisions 

• Do not waste board meeting time with trivial items 
 
 

Structure and Control 
 

• Structure the discussion to keep members to the point and on track 

• Control private discussions within the group 

• Control disagreements -- stay on point, recognize emotional responses for what 

they are 

• Avoid continually covering old ground 
 
 

Summarize and Record 
 

• Summarize and record decisions and action to be taken 
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JOB DESCRIPTION - MEMBER, BOARD OF DIRECTORS 
 

OFFICIAL TITLE: MEMBER, BOARD OF DIRECTORS 
 

Requirements: 
Board members should be prepared to make a financial commitment, and contribute 4 - 10 hours a 

month to the program.  Downtown revitalization program boards typically meet monthly for 60 - 90 

minutes. The board may delegate some of its duties to an executive committee or other task forces. 

Board members are usually expected to serve on one or more of these task forces and/or a standing 

committees of the downtown program. 

 
Board Responsibilities: 
The board has the final responsibility for the success or failure of the downtown revitalization program. 

It is responsible for all of the finances of the organization and establishes program policy.  The board is 

responsible for maximizing volunteer involvement in the downtown revitalization effort.  Collectively, 

the board makes decisions about the program's direction and monitors progress on a regular basis.  It 

sets priorities, and makes decisions about the program's political stance.  It oversees the work of the 

program manager; has the primary responsibility for raising money for the program, and supports the 

work of the committees by volunteering time and expertise in support of their efforts.  The board of 

directors is also responsible for fulfilling the legal and financial requirements in the conduct of its 

business affairs as a nonprofit organization. 

 
Individual Responsibilities: 
• To learn about and promote the purpose and activities of the local downtown revitalization 

organization, and the Main Street™ Approach whenever appropriate and possible. 

• To attend regular monthly meetings of the board or to notify staff when absence is necessary. 

• To actively participate on at least one committee. 

• To actively participate in specific activities or projects promoted by the board which may include: 

-fundraising 

-membership recruitment 

-representation on behalf of the program at meetings and/or events 

-attend trainings and workshops 

• To make an annual membership contribution 

• To stay informed about the purpose and activities of the downtown program in order to effectively 

participate in board decisions and fulfilling responsibilities. 
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JOB DESCRIPTIONS- OFFICERS 
 

OFFICIAL TITLE: PRESIDENT 
 

Time Required: 
8 - 10 hours per month above and beyond that of a regular board member.  The president shall be 

exempt from the requirement of participating on other committees and task groups. 

 
General Description: 
The president serves as a link between the board of directors and the executive director.  He/she assists 

the executive director in defining priorities and directions based on the published goals of the organiza- 

tion, Resource Team recommendations, and board policies.  The president acts as a link between the 

organization and the community, serving to explain the program to the public, helping to involve new 

people in the program, and rallying support.  The president also oversees the organization in a functional 

way, guiding and facilitating the working relationships within the organization. 

 
Major Job Elements: 
• Communication 

-with the board 

-with the community 

-with the executive director 

• Coordination within the organization so as to facilitate the decision-making process 

• Delegation of responsibility within the organization 

• Monitoring accountability of the organization 

• Supervising the performance of the executive director 

 
Other Job Elements: 
• Assists the executive director in determining the board meeting agenda 

• Chairs board meetings 

• Calls special meetings when necessary 

 
Reports to: 
The board of directors 

 
Area of Major Time Commitment: 
Communication with the board, the community, and the executive director 

 
Area of Greatest Expected Impact: 
Monitoring  accountability 

 
Anticipated Results: 
• Active participation by the membership 

• Positive image of the organization 

• Cohesiveness within the organization 

 
  (over)   
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Basic Skill and Value Requirements: 
The president should have: 

• Good leadership, team-building, and management skills 

• Strong verbal and written communication skills, including good listening skills 

• Be flexible and open-minded 

• Be sensitive to cultural, religious, and ethnic diversity 

• A strong belief in the mission statement and principles guiding a downtown revitalization program 

and a willingness to support them 

• A good understanding of the Main Street™ Approach and a willingness to be an ambassador of the 

concept 

• A realistic understanding of the commitment of time and energy it takes to hold an officer's position 

 
OFFICIAL TITLE: VICE PRESIDENT 

 

Time Required: 
4-8 hours per month above and beyond that of a regular board member 

 
General Description: 
The vice president's role is that of support for the president.  He/she shares the presidential responsibili- 

ties as delegated by the president, working in whatever capacities the president and vice president deem 

to be the most beneficial to the organization.  These capacities should be written up in the form of a 

temporary job description on a year by year basis.  The vice president performs the duties of the 

president when the president is unable to do so. 

 
Major Job Elements: 
Determined each year 

 
Other Job Elements: 
Determined each year 

 
Reports to: 
The president 

 
Basic Skill and Value Requirement: 
The vice-president should have: 

• Good leadership, team-building, and management skills 

• Strong verbal and written communication skills, including good listening skills 

• Be flexible and open-minded 

• Be sensitive to cultural, religious, and ethnic diversity 

• A strong belief in the mission statement and principles guiding a downtown revitalization program 

and a willingness to support them 

• A good understanding of the Main Street™ Approach and a willingness to be an ambassador of the 

concept 

• A realistic understanding of the commitment of time and energy it takes to hold an officer's position 
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OFFICIAL TITLE: SECRETARY 

 

Time Required: 
4-8 hours per month above and beyond that of a regular board member 

 
General Description: 
The secretary serves as the primary record keeper of the organization.  He/she is responsible for 

transcribing the minutes at each board meeting and preparing an "official" copy for approval by the 

board of directors. 

 
Major Job Elements: 
Record keeping: 

• Transcribes minutes at board meetings 

• Prepares an "official" copy of the minutes for the executive director within two weeks after a board 

meeting. 

• Maintains these documents in a form which is at all times accessible to board members and the 

executive director, and which is carried to board meetings for use as an historical reference of the 

organization's discussions and actions. 

 
Other Job Elements: 
Determined each year 

 
Reports to: 
The board president 

 
Area of Major Time Commitment: 
Record keeping 

 
Basic Skill and Value Requirement: 
• Strong verbal and written communication skills, including good listening skills 

• Be flexible and open-minded 

• Be sensitive to cultural, religious, and ethnic diversity 

• A strong belief in the mission statement and principles guiding a downtown revitalization program 

and a willingness to support them 

• A good understanding of the Main Street™ Approach and a willingness to be an ambassador of the 

concept 

• A realistic understanding of the commitment of time and energy it takes to hold an officer's position 
 
 
 
 
 
 
 

 
(over) 
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OFFICIAL TITLE: TREASURER 
 

Time Required: 
4-8 hours per month above and beyond that of a regular board member 

 
General Description: 
The treasurer is responsible for fiscally monitoring the program.  This includes keeping all financial 

records up to date.  The treasurer is ultimately responsible for seeing that the bills of the organization are 

paid in a timely manner. 

 
Major Job Elements: 
• The timely payment of any organizational debts incurred, including all taxes due 

• Preparation of a monthly financial report to the board which should be submitted to the executive 

director for inclusion with the minutes of the meeting for the month following the reporting period. 

This should be submitted within two weeks of the following monthly board meeting. 

• Maintain all financial books and records in an auditable format, according to standard accounting 

practices. 

 
Other Job Elements: 
• Maintains a complete set of financial records for the organization 

• Provide financial information on request 

 
Reports to: 
The board of director through the executive board 

 
Area of Major Time Commitment: 
Preparing monthly financial statements 

 
Area of Greatest Expected Impact: 
Keeping the board informed of the organization's financial status 

 
Anticipated Results: 
• A clear and accurate picture of the organization's financial status 

• Financial decisions can be made in a timely and efficient manner 

 
Basic Skill and Value Requirement: 
• A good understanding of accounting principles and financial management 

• Strong verbal and written communication skills, including good listening skills 

• Be flexible and open-minded 

• Be sensitive to cultural, religious, and ethnic diversity 

• A strong belief in the mission statement and principles guiding a downtown revitalization program 

and a willingness to support them 

• A good understanding of the Main Street™ Approach and a willingness to be an ambassador of the 

concept 

• A realistic understanding of the commitment of time and energy it takes to hold an officer's position 
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BOARD OF DIRECTOR CATEGORIES 
 

The Board should be a decisive, action-oriented group, small enough to easily establish a quorum and 

large enough to include broad community representation.  Ideally, the board should have between 7 and 

9 members chosen from the following groups (note that every group does not need to have 

representation on the board -- this list is meant to help you think through potential candidates): 
 

    Downtown Retailers 
 

    Professionals 
 

    Downtown Property Owners 
 

    Service Sector 
 

    Financial Institutions 
 

    Chamber Board (not staff) 
 

    Heads of Neighborhood Organizations 
 

    Identified Community Leaders 
 

Local Civic Organizations 
 

Preservation or Historical Society 
 

School District 
 

Interested Community Members 
 

City and/or County Government (works best in ex-officio capacity) 
 

 
 
 
 
 
 
 

An ideal board of directors should not have a majority from any single category. 
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BOARD MEMBER ORIENTATION CHECKLIST 
Describe the Organization to the Board Member: 
     Who do we serve 

     What we do 

     How we're financed 

    Other: 

 
Explain and Discuss with Board Member: 
     Meeting attendance - both full board and committee 

    Committee assignment 

    Board role and relation to administration/staff 

    Other: 

 
Conduct Tours: 
     Downtown program office and board room 

     Downtown area 

 
Deliver Important Information to Board Member: 
     Letter of welcome from the program manager 

     Mission statement 

    Bylaws & Articles of Incorporation 

     Board policies 

    Copies of the minutes of board meetings from the last year 

    Current budget & other financial reports including year-end statement from preceding year 

    Current work plan including goals and objectives 

    Long-range plan 

    Latest newsletter 

    The "Main Street™ Approach" information sheet 

    Letter of Agreement with the State (for Certified Main Street™ Programs) 

    List of all board members including addresses and telephone numbers.  Indicate officers. 

    List of committee members including committee chairpersons 

    Calendar of meetings and events for the year 

    Other: 

 
Introduce Board Member to: 
     Program manager 

    Chairperson of committee to which board member has volunteered 

     Other board members 

    Others: 

 
Collect Data: 
     Mailing address, email address, and telephone numbers (home and office) 

    Best time to contact 

    Best time for meetings 

    Other: 
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WELL-ROUNDED COMMITTEE CHECKLIST 
 

Committees of a downtown revitalization programs using the Main Street™ Approach are typically made up 

of five to seven people who meet at least once a month to plan and prepare activities. These activities usually 

create additional demands for time and volunteers.  The committee should consider forming task groups to 

involve others in the effort for specific projects and activities. 
 

Organization Committee: 
Likely candidates are: 

     downtown merchants 

    residents 

     media representatives 

    volunteer specialists 

 

 
 

     downtown property owners 

    civic group volunteers 

    accountants 

 

Promotion Committee: 
Likely candidates are: 

    downtown merchants and employees    

 

 
 

civic groups involved in the arts 

    school board members     marketing/advertising professionals 

    teachers of marketing or design    

    graphic designers and artists    

staff in advertising or tourism offices 

people who want to be "part of the action" 
 

Design Committee: 
Likely candidates are: 

architects 

real estate agents 

contractors 

downtown property owners 

city planners 

 

 
 

history buffs 

interior designers and florists 

graphic designers and artists 

architecture students 

 

Economic Restructuring Committee: 
This committee needs a broad range of people to guide its development. Not only will you want people with 

a variety of technical and professional skills; but you will also want people with different working styles - 

some who enjoy working independently, some who are good number crunchers, some who are good at 

working out the details, and some who can see the big picture. Likely candidates are: 

     merchants      downtown property owners 

    realtors/mortgage brokers    

    marketing professionals and teachers    

consumers 

developers 

     stock brokers      business students 

    the City's economic development staff       

    Small Business Development Center 

(SBDC) representatives 

Economic Development Council (EDC) staff 
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COMMITTEE MEMBERS AND CHAIRPERSONS: ROLES 
AND RESPONSIBILITIES 

 
Responsibilities of Committee Members: 
• Commits to at least one year of service 

• Commits to monthly committee meetings and to subcommittee meetings if appropriate 

• Works 3 to 5 hours per month outside of committee meetings 

• Attends all training sessions 

• Reads selected orientation materials 

• Learns about the Main Street™ Approach to downtown revitalization 

• Recruits/orients new members 

• Prepares in advance for meetings 

• Cooperatively drafts an annual work plan 

• Takes responsibility for projects 

• Always presents the organization positively to the public 
 

 
Roles of a Committee Chair: 
• Recruits committee members 

• Runs meetings 

• Organizes work plans and keeps the committee "on-track" with work plans 

• Forges consensus 

• Is a spokesperson on behalf of the committee to the board and vice versa (This doesn't mean the chair 

has to be a board member. Programs should have board representation at the committee level to be a 

two-way conduit of information.) 

• Works to coordinate projects with staff 

• Does the "paperwork", including minutes, work plans, evaluations and committee records 
 
 

Qualities of an Effective Chairperson: 
• Understands and teaches others about the Main Street™ Approach 

• Has a genuine desire to lead the committee and make great things happen 

• Has strong organizational skills 

• Is a team player! 

• Enjoys learning 

• Enjoys managing people and projects 

• Facilitates group discussion 

• Makes sure meeting agendas stay on track 

• Maintains a positive attitude that inspires and encourages others 

• Respects other people's viewpoints and skills 

• Can manage diverse personalities and conflicts 

• Communicates the committee's goals and progress to members and the public 

• Displays integrity, self-confidence, persuasiveness, decisiveness, and creativity 
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MANAGER'S MAJOR AREAS OF RESPONSIBILITY 
 

The Downtown Revitalization Program Manager has a Variety of Job Functions.  Major 
Areas of Responsibility Include: 

• Coordinating volunteers to accomplish activities of the downtown revitalization program 

• Managing administrative aspects of the program 

• Developing, in conjunction with the board, appropriate downtown revitalization strategies 

• Developing and conducting, in conjunction with the board and organization committee, ongoing 

public awareness and education programs 

• Assisting business and property owners with business and property improvement projects 

• Encouraging a cooperative climate with other downtown or community organizations 

• Helping to build productive relationships with appropriate public entities 

• Developing and maintaining a data system to track the progress of the local program 

• Serving as an advocate for downtown issues at local and state level 

• Working toward developing skills as a downtown management professional 

 
Related to Each of these Major Functions, the Program Manager has Several More Specific 

Areas of Responsibility.  These Include: 
 

• Coordinating activity of downtown revitalization program committees 

- Ensure communication is established 

- Assist with implementation of work plan 

- Provide ongoing volunteer support and encouragement 

 
• Managing administrative aspects of the program 

- Record-keeping and accounting 

- Budget development (jointly with board and/or president and treasurer) 

- Purchasing 

- Preparing and filing reports 

- Filing legal documents (jointly with board and/or president and secretary) 

- Supervising other regular or contractual employees 

 
• Developing, in conjunction with the board, appropriate downtown revitalization strategies 

- Identification of unique assets and resources 

- Identification of concerns and issues 

- Development of a work plan that focuses on all four points of the Main Street™ Approach 

 
• Developing and conducting, in conjunction with the board and subcommittee of the board, ongoing 

public awareness and education programs 

- Fostering public understanding of the downtown revitalization program's mission and goals 

- Keeping the program in a positive light in the eyes of the public 

- Developing a cooperative relationship with the media 
 
 

(over) 
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• Assisting business and property owners with business and property improvement projects 

- Providing ongoing communication, advice, and guidance 

- Coordinating consulting services of the state or local program 

- Personal consulting or finding additional professional consultation as appropriate 

 
• Encouraging a cooperative climate with other downtown or community organizations 

- Building opportunities for partnership with the local chamber and other economic development 

organizations 

- Identifying and maintaining contact with other key downtown/neighborhood organizations 

 
• Helping to build productive relationships with appropriate public entities 

- Developing and maintaining relationships within city government 

- Identifying and maintaining contact with other important public entities (elected and staff) 

 
• Developing and maintaining a data system to track the progress of the local program 

- Economic investment 

- Building inventories 

- Photographic documentation 

- Job creation and business retention 

- Sales tax data 

- Volunteer participation 

 
• Serving as an advocate for downtown issues at the local and state level 

- Familiarity with, and understanding of, local concerns and issues 

- Speaking effectively on the program's goals, issues, and results 

- Working to improve public policy relating to issues affecting downtown 

 
• Working toward developing skills as a downtown management professional 

- Taking advantage of training opportunities provided through the state program 

- Identifying other opportunities for personal and professional growth 
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Hiring a Downtown Program Manager 
 

• Type of person: YOUNG (in thought), INTELLIGENT (quick to learn), ACTION- 

ORIENTED (a doer not just a talker), GOOD WITH PEOPLE (the people in your town), 

TEACHABLE (anxious and willing to learn), HUNGRY (sees the position as an open door 

to a bigger world, wants that world), ACCEPTABILITY (an appearance and social stature 

that will allow the manager to be accepted in your community), SAVVY (capable of sizing 

up people and situations, knowing when to be quiet), CAUSE-ORIENTED (can take on 

downtown as a personal cause, so that the successes of downtown become personal 

accomplishments). 

 
• The interview format:  One format we've seen be successful includes setting up an initial 

application screening committee made up of 2 to 3 board members (including the president), 

the city manager or administrator, the chamber president (in most cases, not the executive 

director), a "well thought of", savvy downtown business person not on your board, and 

someone from the financial community or local utility company.  Politically, it's important to 

get some of these people involved in the process.  If they help select the manager, they will 

be more apt to work closely with the manager rather than be antagonistic towards him or her. 

Have this committee screen applications, select 5-7 of the best ones, check references, and 

conduct initial interviews.  The screening committee's job is to screen the applicants down to 

the top three potential candidates so the board can take over.  The entire board and city 

manager or administrator should conduct the second interviews and select the top candidate. 

If you haven't checked all references yet, they should now be checked.  Hopefully everything 

will be on the "up and up" and you can offer the successful applicant the job within a day or 

two after interviews are over. 

 
• The interview:  Remember the applicant's spit and polish always takes center stage during 

the first interview.  By the second, the candidate is considerably more confident and 

comfortable.  An effective way to get past the "polish" is to ask each of the semi-finalists to 

respond to 2 or 3 essay questions prior to their interview.  Questions should be phrased to 

encourage specific examples of how the applicant has dealt with a situation or organized an 

activity (i.e. doesn't engender just a statement of personal philosophy).  Questions might 

include: 

 
1. Give some reasons why a business/property owner should fix up (make an investment in) 

his/her building. 

 
2. How would you approach recruiting a new business?  What would you anticipate to be 

the major factors? 

 
3. Why should we bother with downtown?  What makes it worth the time and money we're 

about to spend? 

 
Look for the "natural" personal characteristics to come through. 

 
(over) 
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A set of standard questions (same for every applicant) should be prepared ahead of time for each 

interview and allocated to the various team members.  These questions should not however, 

dissuade follow-up questions from anyone during the process. 

 
Following the interview, team members need to rate or make notes about the candidate, and 

perhaps discuss the interview.  Make sure that your comments get to the issues (did I like this 

person, will our town like him/her, what characteristics did I perceive).  Get past the skills and 

experience. 

 
Interview questions might include: 

 

Pre-Exposed Question 

- Why does this particular job interest you?  (Have them write out their answer in a couple of 

paragraphs while waiting for their interview without using a computer). 

 
Overview of Position 

- Before we begin, do you have any questions about the job? 

- What do you currently know about our program, if anything? 

- Provide a general preview about the job, include information about night and weekend hours, 

occasional overnight travel, Main Street Approach, etc. and then proceed to questions. 

- Now that we've described the job in a little more detail, do you have any hesitancy about any part of 

it that makes you feel like you may not be able to perform some of the basic functions of the job? 

 
Background / Job Knowledge 

- Can you tell us about the most rewarding job you've ever had? 

- To the best of your understanding, please tell us how your previous experience and education relates 

to this position? 

- Why are you interested in downtown revitalization? 

 
Motivation 

- Please describe one or two of your most important accomplishments (personal or work related). 

- What motivates you in your job and career? 

- Do you work best in an independent or group situation? 

- If selected for this position, what would your plans be for your first month on the job? 

 
Communication / Teamwork 

- As Executive Director, you would be in a high visibility position.  What kind of public speaking 

experience do you have?  Please describe your experiences and the audiences. 

- The Executive Director must deal with a large number of people, from government officials to media 

representatives to merchants and property owners to volunteers.  Can you provide examples from 

your experiences that demonstrate your ability to work productively with others? 

- Describe for us a specific time when you disagreed with a workmate or someone else on how to 

accomplish a task.  What did you end up doing to get the task done, and how successful were you? 
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Decision Making / Multi-Tasking 

- Tell us about a specific time when you were required to complete multiple tasks and assignments 

during the same time period.  How did you handle the situation?  Please be specific about the 

number of assignments, the actions you took, the reasons for the actions, and the result. [Potential 

follow-up questions: How did you prioritize?] 

- What is the biggest mistake you made at your last job?  How did you correct it? 

 
Dependability 

- If we were to call a good friend of yours and ask them to describe your personality, what would they 

say - both the good and the not so good. 

- In your opinion, what is your best work trait or quality? 

- On the flip side, what is your least desirable work trait? 

 
Technical Knowledge / Skills 

- What do you think are the most important skills and traits necessary to succeed in this job? 

- Please tell us about your writing and editing skills.  What kinds of documents have you written?  - 

What kinds of documents have you edited? How would you rate yourself - excellent, pretty good, 

not so good? 

- Please describe your computer experience and the types of software you're comfortable using? 

- Do you feel comfortable working in a fast-paced environment? 

 
Closure 

- To a large degree, the success of our organization depends on a consistent, diligent effort over 

several years.  If hired, do you feel you could commit at least three years to this position? 

- Are there any questions you wish we would have, or should have, asked you or is there anything 

you'd like to ask us about the job? 

- If offered the job, when is the earliest you could begin? 

 
A job description, information about your community, and organization (perhaps even a copy of 

the resource team report) are all worth providing prior to the second interview.  Follow-up 

questions might reference these materials to see how much the candidate picked up about your 

community, the job and the revitalization approach being taken. 

 
Final selection should be based on consensus.  Depending on the size of the group, you won't 

make everyone happy.  Nonetheless, if the hiring team is not satisfied with their final choices, 

they need to go back through the resumes and interview further.  Do not hire someone you don't 

feel very good about! 

 
• Common mistakes that communities make are: 

 
- Being too hasty in getting a person on board and not waiting for the best person for the job; 

 
- Hiring someone who is overly skilled in only one area of the Main Street 4-Point 

Approach™ (design, promotion or economic development), and not being at all skilled 

with organizational development or other components of the program; and 
 
 

(over) 
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- Hiring a local who may already have established ties, cliques and biases -- although there 

are exceptions to the rule, it is usually better for programs in communities with populations 

over 5,000 to bring in someone from the outside who can take a fresh look at your 

downtown.  The manager should also be willing to establish residency in the community in 

which they will be working. 

 
Small town programs may find that it doesn't matter if they hire a local person or someone 

from out of town.  They may also be delightfully surprised at the quality of people who send 

in applications for the position.  In other states, many small town programs who took the 

time to advertise in local and regional papers have found very qualified people for their 

part-time positions. 

 
• Advertising strategy:  Place an ad in the local paper (all week long...or at least Friday, 

Saturday and Sunday), the nearest major newspaper (The Seattle P.I., or The Spokesman 

Review, and possibly The Oregonian).  If you are able to give about two months' lead time, 

you can also get it in the National Main Street Newsletter and on their website at no cost. 

The newsletter is circulated to communities all over the country, the website is located at 

www.mainstreet.org.  Many downtown organizations have been successful in "hiring away" 

experienced full-time managers from other communities using these two methods.  Call the 

National Main Street Center at 202-588-6219 for deadline information.  Note that the format 

for the ad is a little different than a newsprint ad.  Call the Washington State Main Street 

Program at 360-725-4056 for examples. 

 
• Example Timeline:   A sample timeline is below.  As you can see, finding a competent 

manager won't happen overnight.  So be patient! 

 
March 17 - March 31 Ads in newspapers 

April 10* Job applications due 

April 13 & 14 Screen applications 

April 18 Check references on those screened down 

April 19 Call 5 - 7 applicants for interviews 

April 27 & 28 Interviews 

April 28 & May 1 Call 3 applicants for second interview 

May 8 Second interview 

May 9 Check all references and make final selection 

May 10 Call successful candidate, then others 
 
 

 
If you advertise in the National Main Street Newsletter, make the application deadline for 2 

weeks after it is received in communities. 
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Sample Downtown Program Manager Job Description 
 
 

Kruppopolis Downtown Development Association 

 
1. Work Objectives 

 
The downtown program manager coordinates activity within a downtown revitalization program 

utilizing historic preservation as an integral foundation for downtown economic development. 
 

He or she is responsible for the development, conduct, execution and documentation of the 

downtown program.  The manager is the principal on-site staff person responsible for coordinating 

all program activities locally as well as representing the community regionally and nationally as 

appropriate. 
 

 
2. Full Range of Duties to be Performed 

 

a. Coordinates the activities of downtown program committees, ensuring that communication 

between committees are well established; assists committees with implementation of work plan 

items. 
 

b. Manages all administrative aspects of the program, including purchasing, record keeping, budget 

development and accounting.  Prepares all reports required by the state Main Street™ Program and 

by the National Main Street Center.  Assists with the preparation of reports to funding agencies and 

supervises part-time employees or consultants. 
 

c. Develops, in conjunction with the downtown program's board of directors, strategies for 

downtown economic development through historic preservation utilizing the community's human 

and economic resources.  Becomes familiar with all persons and groups directly or indirectly 

involved in the downtown commercial district.  Mindful of the roles of various downtown interest 

groups, assists the downtown program's board of directors and committees in developing an annual 

action plan focused on four areas:  design, promotion, organization, and economic restructuring. 
 

d. Develops and conducts ongoing public awareness and education programs designed to enhance 

appreciation of the downtown's architecture and other assets and to foster an understanding of the 

downtown program's goals and objectives.  Through speaking engagements, media interviews and 

public appearances, keep the program highly visible in the community. 
 
 
 
 
 
 
 
 
 
 

(over) 
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e. Assists individual tenants or property owners with physical improvement programs through 

personal consultation or by obtaining and supervising professional design consultants; assists in 

locating appropriate contractors and materials; when possible, participates in construction 

supervision; provides advice and guidance on necessary financial mechanisms for physical 

improvements. 
 

f. Assesses the management capacity of major downtown stakeholder groups and encourages 

participation in activities such as promotional events, advertising, uniform store hours, special 

events, business recruitment, parking management and so on.  Provides advice and information on 

successful downtown management.  Encourages a cooperative climate between downtown interests 

and local public officials. 
 

g. Advises downtown merchant's organizations and/or chamber of commerce retail committees on 

program activities and goals.  Assists in the coordination of joint promotional events, such as 

seasonal festivals or cooperative retail promotional events, in order to improve the quality and 

success of events to attract people downtown.  Works closely with the local media to ensure 

maximum event coverage.  Encourages design excellence in all aspects of promotion in order to 

advance an image of quality for the downtown. 
 

h. Helps build strong and productive working relationships with appropriate public agencies at the 

local and state levels. 
 

i. Utilizes the Main Street™ format, develops and maintains data systems to track the process and 

progress of the local program.  These systems should include economic monitoring, individual 

building files, thorough photographic documentation of all physical changes and information on job 

creation and business retention. 
 

j. Represents the community at the local, state and national levels to important constituencies. 

Speaks effectively on the program's directions and findings, always mindful of the need to improve 

state and national economic development policies as they relate to smaller communities. 
 

 
3. Resource Management Responsibilities 

 
The program manager supervises any necessary temporary or permanent employees, as well as 

professional consultants.  He or she participates in personnel and program evaluations.  The program 

manager maintains local program records and reports, establishes technical resource files and 

libraries and prepares regular reports for the state Main Street™ Program and the National Main 

Street Center.  The program manager monitors the annual program budget and maintains financial 

records. 
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4. Job Knowledge and Skills Required 

 
The program manager should have education and/or experience in one or more of the following  

areas: architecture, historic preservation, economics, finance, public relations, design, journalism, 

planning, business administration, public administration, retailing, volunteer or nonprofit 

administration and/or small business development.  The program manager must be sensitive to  

design and preservation issues.  The manager must understand the issues confronting downtown 

business people, property owners, public agencies and community organizations.  The manager must 

be entrepreneurial, energetic, imaginative, well organized and capable of functioning effectively in  

an independent situation.  Excellent verbal and written communication skills are essential. 

Supervisory skills are desirable. 
 
 

The foregoing is an accurate and complete description of this position as jointly agreed upon and signed 

by a representative of the downtown organization and the program manager. 
 

 
President  / Date Employee / Date 
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Step Three: Assess Your Downtown 
Support Materials 

 
 
 
 
 

S  A  M  P  L  E   B  U  I  L  D  I  N  G   I  N  V  E  N  T  O  RY 

 
BUILDING   INFORMATION 

 
Building name    

Building address    

ASSESSED   VALUE 
 

(If available, track % of increases in assessed value over years.) 

 
Year $ Annual taxes Insurance premium   

Map/parcel     Year $ Annual taxes Insurance premium   

 
Owner’s                                                                                                name    

Owner’s                                                                                            address    

Owner’s telephone #    

 
HISTORY   OF  BUILDING 

 
Date of construction    

 
BUILDING LAYOUT 

Floor Sq. Feet Current Use/Tenant Annual Rent 

History                                            of                                            ownership    History                                               of                                               tenancy    Other historic information    

Ground Floor Sources of information    

 
Upper Floors 2 

 
Photo/map sources    

 
3 

 
4 

 
Basement 

 
BUILDING   AMENITIES 

■ Elevator   ■ Loading dock    ■ Rear entrance    ■ Alley access    ■ Storage 

■ Central heating    ■ Central cooling    ■ Parking:# of spaces 

■ Other    

 
PHYSICAL CONDITION 

 
Date of visit Overall condition     

 
RESTRICTIONS AND ZONING 

 
Ground-floor                                                                                 zoning    

Upper-floor                                                                                                   zoning    

In        National        Register        historic        district?           Listed        Date   

In local/state historic district?    Listed Date     

 
PROPERTY AVAILABILITY 

■ For sale?   ■ For rent? Price   

Realtor Telephone                             #   

Property manager:  ■ Owner ■ Other—Name   

Elements inspected 

■ HVAC    ■ Plumbing    ■ Electrical    ■ Roof    ■ Structure    ■ Foundation 

■ Windows       ■  Amenities       ■  Façade      ■  Signs       ■  Other    

Notes    

(Repeat above “physical condition” information for subsequent visits.) 

 
HISTORY   OF  BUILDING  IMPRO VEMENTS 

 
(Track all improvements made since revitalization program began.) 

 
Date    

Telephone #   

Terms/other information     

 
D ATE  OF  INFORMATION 

 
Date of initial survey Surveyor   Update By    Update By    

 
NOTES 

 
Improvement    

 
$ Value* (if known)   

 
(*Use dollar value to tally up reinvestment in the commercial district since revitalization 

program began.) 

 

 
 

11 
M A I N  S T R E E T  N E W S  •  N o . 1 7 0  •  N O V E M B E R  2 0 0 0 

 
 

 
“Assessing Your Business District’s Commercial Base Part 2: Conducting a Building Inventory” Main Street News, No. 170, November 2000 
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Step Four: Develop a Work Plan 
Support Materials 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Developing Action/Work Plans 
for 

Downtown Revitalization Programs 

Using the 

Main Street Approach® 
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Developing Workable One to Two Year Action Plans 
 

Step 1.   Goal setting / work plan session for Board of Directors (plan 4 to 5 hours to complete). 

- List issues at random. 

- Determine what area of concentration each issue fits under (organization, promotion, design, economic restructuring, 

and possibly parking).  Group them together, and then delete duplicates.  Note that the areas of concentration are 

reflective of the Main Street™ committee structure. 

- Determine priorities.  Remove the rest of the issues. 

- Create objectives.  Each objective statement should begin with an action verb. 

- Create a goal statement for each committee based on the objectives--the organization "stuff" usually falls to the board 

or a subcommittee of the board. 

- Create an overall mission statement to guide the organization, use the committee goal statements as a reference (if a 

mission statement has already been created, check it against the committee goals to see if it is still reflective of what the 

organization is working towards accomplishing). 

 
Step 2.   The Board of Directors should come up with a list of potential committee members based on the objectives for each 

committee. 

 
Step 3.   Committee "activity planning" brainstorming session (takes about 2 hours per committee). 

- List possible activities under each objective. 

- Determine priority activities for each objective. 

 
Step 4.   Committee "action planning" session (takes 2 or 3 hour-long meetings to complete). 

- Discuss possible timelines for each priority activity (i.e. when should this be started and how long will it take from 

beginning to end). 

- Complete an "action plan" for each priority activity in which planning will need to begin within the next two-three 

months. 

- Fill out a "timeline" sheet.  Put all priority activities from the committee somewhere on the form.  Think about what the 

workload will mean for those implementing activities -- is it realistic?  Adjust as needed.  The Board of Directors 
should approve the finished timeline. 

 
Step 5.   Refer back to your completed timeline sheet at each committee meeting.  The committee or task force responsible for an 

upcoming activity should fill out an "action plan" as each activity draws nearer.  If the activity has a completion deadline, 

scheduling from the deadline backwards may prove useful.  Plan for "Murphy's Law"! 
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Board of Directors Goal Setting / Work Plan Session -   Example 
 

 
Mission Statement: The purpose of the Downtown Development Association is to develop and promote a healthy 

and prosperous downtown within the context of cultural and historic preservation. 
 

Board of Directors and Organization Committee 

Goal: Provide effective leadership in downtown and increase involvement in the program. 

Objectives: - Improve all channels of communication. 

- Stabilize and increase funding. 

- Develop a five year plan. 

- Get better overall community involvement. 

- Restructure committees to function more efficiently. 

Promotion Committee 
Goal: Promote the downtown as the community's social, cultural, and economic center. 

Objectives: - Market a positive image of downtown. 

- Encourage more local shopping. 

- Continue and strengthen existing successful promotions. 

- Develop a formal evaluation process for promotions. 

- Expand distribution area of informational materials about downtown. 

Design Committee 
Goal: Encourage visual improvements through good design compatible with historic features. 

Objectives: - Educate both members and the public about good design elements. 

- Give input as needed into design review process. 

- Develop and begin implementing a plan for visual enhancement within the 

context of historic and cultural preservation. 

- Identify and implement a program for needed public improvements. 
 

Economic Restructuring Committee 
Goal: Strengthen and broaden the economic base of downtown. 

Objectives: - Develop a retention program including education of good business practices. 

- Develop and implement a market profile, recruitment plan, and package. 

- Increase communication with downtown property owners. 

- Develop and maintain a system to provide vacancy and sales information on downtown properties. 
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Committee Brainstorming Session - Example 
 

 
Committee: Objective: 
Promotion Market a positive image of downtown. 

 
 
 

Possible Activities: 
 

Produce a business directory 

Goods and Services Campaign like Walla Walla's 

Monthly letters to the editor 

 
"Discover Downtown" day 

 
Customer Commitment Contract campaign 

Downtown "historic details" contest 

Friend to friend letter writing campaign 

 
Downtown Calendar 

 
 

(Those activities with boxes around them were determined to be the most important to accomplish in the next 12 to 18 months.) 
 
 

After brainstorming all possible activities, determine those most important.  Create timelines based on those 
activities.  Remember to be realistic in expectations of how much can actually be accomplished in a year. 
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Committee Activity List Overview - Example 
 

 
 

Committee: Goal: 
Promotion Promote downtown as the historic, social, cultural, and economic center of the community. 

 
 

Objectives/Activities: 
 

- Identify and increase the existing customer base and create new markets 

* Identify existing customer groups (ER Committee will be doing detailed work on this.) 

* Identify potential new markets (ER Committee will be doing detailed work on this.) 

* New resident goodie bag 

* Major employer/employee week 

* Friday night concerts/extended store hours 
 

- Market a positive image of downtown 

* Produce a business directory 

* Goods and Services campaign like Walla Walla's 

* Downtown "historic details" contest 

* Customer commitment contract campaign 
 

- Increase awareness of historic character 

* Treasure Hunt with clues based on downtown history 

* Historic Downtown Kruppopolis character parade 
 

- Continue successful promotions 

* Halloween scavenger hunt 

* Easter egg hunt 

* Holiday open house 

* Student art exhibit 
 

- Provide support for "other organizations" downtown events 

* Summerfest (Lions Club) 

* Christmas Parade (Lions Club) 

* Summer concerts (City) 
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Committee Activity Action Plan - Example 
 
 

Committee: Committee Goal: Promote the downtown as the community's social, cultural, and economic center. 

Promotion Objective: Market a positive image of downtown. 
 
 

Activity: Produce a business directory 

 
Task necessary to complete activity 
(use as many sheets as necessary): 

Name of 
Persons 

Responsible: 

Staff time 
needed: 

Partners: Task 
Deadline: 

Budget: Follow-up 
Required 

(if 

needed): 

Complete Business Inventory Toni Work with ER ER Committee April See ER  
Categorize business types Susan Check draft  May 1 -0- 

Design brochure format Jeff Input Artist May 1 $10 

Obtain base map for layout Tom   May 1 -0- 

Budget estimate Pam Yes  May 1 -0- 

Identify public parking areas Tom & City  City May 1 -0- 

Identify major landmarks Tom & City  City May 1 -0- 

Design mock-up Jeff Input Artist June 1 $150 

Printing bids Pam & Jeff   June 9 -0- 

Approve print sample Jeff, Tom, Pam Yes  July 1 -0- 

Print brochure Toni  Printer July 12 $2,100 

Identify distribution sites Susan Input July 15 -0- 

Distribute brochures / check and refill Toni/Susan July 21, then -0- 

monthly    
Total: 
$2,260 
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Committee Timeline - Example Committee: Promotion 

 
List all activities to be undertaken 

by committees and task forces: 

 
JAN    FEB    MAR   APR    MAY    JUN JUL   AUG SEP    OCT   NOV DEC JAN   FEB 

Poll membership re: successful promos                    
Change logo                     
Annual Clam Bake                     
Classic Auto Show                    
Morning Madness                  
4th of July Parade                 
Produce a business directory              
Goods and Services Campaign         
Sidewalk Sale              
Christmas:  Lighting/Decorations              
Christmas: Santa Lucia Festival                
Christmas: Advertising                
Christmas: Holiday Fashion Show                
Christmas: Window Display Contest                
Christmas: Brochure               
Stormy Night Sale               
Thanksgiving Week-end Sale                
Christmas: Santa's Arrival                 
Christmas: Caroling                 
Christmas: Open House Week-end                 

               
               
               

 

Include how long it will take for planning, implementation, and final evaluation of each activity. 
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SWOT Analysis Worksheet 
 

When planning for downtown revitalization, it is essential that your group understands both local and non-local factors affecting downtown. 

This worksheet is designed to help you think about your downtown’s Strengths, Weaknesses, Opportunities and Threats (SWOT). Your 

group can use this worksheet not only to assess the current state of downtown, but also as a place to start thinking about how downtown 

can be improved. 

 

What are downtown’s Strengths? What are its Weaknesses? 
 

1.    

2.    

3.    

4.    

 

1.    

2.    

3.    

4.    
 

What are the Opportunities? What are the Threats? 
 

1.    

2.    

3.    

4.    

 

1.    

2.    

3.    

4.    
 

How do we protect and enhance our strengths? How can we overcome local weaknesses? 
 

1.    

2.    

3.    

4.    

 

1.    

2.    

3.    

4.    
 

How do we capitalize on opportunities? How can we minimize threats? 
 

1.    

2.    

3.    

4.    

 

1.    

2.    

3.    

4.    

 
The following discussion questions can help you with this effort. 

Questions to think about: 

 

• What are the fi nancial needs of local businesses? 

• What institutions provide capital? Have private investors shown interest? 

• Do existing businesses and community organizations depend on federal, state, or regional programs? 

• What grants are available, from whom and for what uses? 

• Are or have many businesses failed in your community? If so, what types? 

• What are the reasons for business failures? (national economic conditions, lack of business experience, personal problems, 

customer dissatisfaction, excessive expenses, insuffi cient capital, fraud or disaster) 

• What businesses have relocated out of downtown? Why? What can be done about this? 

• Do local business owners feel that they are a part of a supportive business environment? 

• Are residents loyal to local businesses? Are those businesses thought of as friendly, reliable, and helpful? 

• What is the general level of business activity in the community? 

• What is the attitude of state and local government toward business? 

• What local actions can eliminate barriers to business recruitment or expansion? 

• What are the conditions that prevent the formation of new businesses in your community? 

• What programs exist within your community that help existing businesses stay healthy? 

• How do town regulations affect businesses? (zoning, licenses, fees, etc.) 

• Is there a forum for government, business people, and consumers to share information and concerns? 

• In the recent past, how has the community invested in infrastructure? 

• Have any residents, business owners, or property owners expressed concern over the condition of the town ’s infrastructure? 

• How does the cost and condition of the infrastructure affect local businesses? Residents? Potential visitors? 

• Does the community vision require the expansion of existing services or facilities? 

 
Source: Unknown 
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• What types of skills do current residents have? What do they have to offer to the revitalization effort? 

• Are most residents working in jobs that take full advantage of their skills? 

• Do entrepreneurial opportunities exist? What about job opportunities in general? 

• Can local schools play a role in the revitalization effort? 

• Do local civic groups work together? What services do they provide the community? 

• Have retired individuals been contacted? What role might they play in assisting the effort? 

• What are the community’s natural resources? 

• How does commerce or industry affect the community’s local or neighboring environment? 

• Does your community have a recycling program? How are recycled materials used in your community? 

• Do local businesses/organizations share or trade materials? 

• How does the community ensure the long-term health and availability of its natural resources? 

• What arts and cultural assets does your community have to offer? (facilities, traditions, landmarks, or noteworthy activities) 

• Do any unique recreation opportunities exist in your town? 

• What community assets serve as anchors for businesses? What community assets attract tourists? 

• What special amenities or assets would attract new businesses? Residents? 

• What amenities do residents want? Do you have a source of supply? 

• Does your community have a reputation in the region or state? If yes, for what? (cultural events, recreational facilities, crime, etc.) 

• How would you describe your community’s way of life to an outsider? 

• What characteristics detract the most from the quality of life in your community? 
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Step Five: Implement the Four-Point Approach® 
Support Materials 

 
 
 
 

 

Sample Press Release 
 
 

FOR IMMEDIATE RELEASE 

DATE: FEBRUARY 7, 2008 

CONTACT: Thomas P. Hercules, Hercules Auto Supply 

360-445-4321 

 
NEW ASSOCIATION FORMS TO REVITALIZE DOWNTOWN KRUPPOPOLIS 

 
Individuals from within the Kruppopolis business community are banding together to improve 

the atmosphere, appearance, and mix of businesses in downtown Kruppopolis. 

Doug Thompson, an early proponent of the group, believes there will be widespread support for 

this new organization.  "The organization will be instrumental in defining what our community wants to 

see happen to our historic downtown area, and how we can improve it.  We want to build on its 

uniqueness and see what we can do to enhance the charm, and bring businesses and shoppers back." 

A group of 9 people from within the community have already volunteered to serve as interim 

board members until the first annual meeting.  Selecting officers, writing bylaws, and determining a 

budget are some of the first organizational tasks the group will undertake. 

The group will use the "Main Street Approach" to downtown revitalization which has been used 

successfully in over 1,600 communities across the country.  Its focus is in four areas: organization, 

promotion, design, and economic restructuring.  Some of the activities the organization might undertake 

include strengthening the mix of businesses, preserving the historical characteristics of downtown 

buildings, making the core area more pedestrian-friendly, business recruitment and retention, and 

coordinating promotional events throughout the year. 

A town hall meeting to talk further about the "Main Street Approach" and a formal presentation 

will be given on Thursday, March 2 at the Kruppopolis Community Center.  Downtown business and 

property owners and interested community members are encouraged to attend.  The presentation is 

scheduled to last about an hour beginning at 7:00 p.m. 

 
### 
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Ideas For Downtown Revitalization Program Names 
(taken from around the country): 

 
• Webster Downtown Association 

 
• Roseville Downtown Partnership 

 
• Vista Downtown Development Association 

 
• Downtown Gadsen, Inc. 

 
• Harlan Downtown Revitalization Program 

 
• Heart of Tyler Downtown Program 

 
• Dallas City Center, Inc. 

 
• Gailsburg Downtown Council 

 
• Downtown Kingsport Association 

 
• Mountain Grove Central Business District Association 

 
 

 
Try to avoid being "too cute" or "too creative" in forming your organization's name.  Instead, save that 

for a promotional slogan!  The name you choose should be pretty straightforward and businesslike. 

 
Also, please note that only communities meeting criteria issued by the National Main Street Center and 

certified by a state program may use the words Main Street™ in their name.  For additional 

information, see page 3. 
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Examples of Downtown Logos 
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Exec. Director (gross salary) 38,000  38,000 

Benefits 1,800  1,800 

Payroll Taxes 4,560  4,560 

Clerical, Bookkeeping 420 300 720 

 

Rent 2,800 2,400 5,200 

Utilities 450  450 

Telephone 1,200  1,200 

Internet/Website 900  900 

Office Supplies 850 200 1,050 

Postage 1,100  1,100 

Org. Insurance 500  500 

Equip./Repair 600 1,500 2,100 

 

Photography 300  300 

Printing 2,500 1,000 3,500 

Local Meetings 250  250 

Wkshps., Trngs., & Travel 2,400 200 2,600 

Public Relations 1,700  1,700 

Advertising & Promo 3,000 1,500 4,500 

Tech Assistance 2,100  2,100 

Committee Expenses 2,000 4,300 6,300 

 

 

 
 

Step Six: Reporting Methods 
Support Materials 

 

 
 
 
 

First Year Operating Budget - Sample 
 
 

KRUPPOPOLIS DOWNTOWN DEVELOPMENT ASSOCIATION 

FIRST YEAR OPERATING BUDGET 

(Mid-sized program, population approx. 5,000-50,000, full-time director) 

 
 

Personnel 

Cash In-Kind TOTAL 

 
 

 
Filing Fees, etc.  1,000  1,000   

Total Personnel  45,780 300 46,080   

 
Office 

 
 
 
 
 
 
 

Dues and Subscriptions   400   400   

Total Office  8,800 4,100 12,900   

 
Other 

 
 
 
 
 
 
 

Miscellaneous   500   500   

Total Other  14,750 7,000 21,750   
 

TOTAL OPER. EXPENSES 69,330 11,400 80,730 
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Exec. Director (including taxes) 19,000  19,000 

Benefits 1,100  1,100 

Payroll Taxes 2,280  2,280 

Clerical, Bookkeeping 420 300 720 

 

Rent 2,880 2,400 5,280 

Utilities 450  450 

Telephone 900  900 

Internet/Website 900  900 

Office Supplies 600 200 800 

Postage 900  900 

Org. Insurance 400  400 

Equip./Repair 600 1,500 2,100 

 

Photography 300  300 

Printing 2,500 1,000 3,500 

Local Meetings 250  250 

Wkshps., Trngs., & Travel 2,400 200 2,600 

Public Relations 900  900 

Advertising & Promo 1,300 1,500 2,800 

Tech Assistance 1,400  1,400 

Committee Expenses 1,500 4,300 5,800 

 

 
 
 
 

First Year Operating Budget - Sample 
 

 
ROBINSVILLE DOWNTOWN ASSOCIATION 

FIRST YEAR OPERATING BUDGET 

(Small town rural program, population under 3,500, part-time director) 
 
 
 

 
Personnel 

Cash In-Kind TOTAL 

 
 
 
 

Filing Fees, etc.  1,000  1,000  

Total Personnel  23,800 300 24,100  
 

Office 
 
 
 
 
 
 
 

 
Dues and Subscriptions   400   400  

Total Office  8,030 4,100 12,130 
 

Other 

 
 
 
 
 
 
 

 
Miscellaneous   500   500  

Total Other  11,050 7,000 18,050  
 

TOTAL OPER. EXPENSES 42,880 11,400 54,280 
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Sample Format for an Operating Statement 
 

 
KRUPPOPOLIS DOWNTOWN DEVELOPMENT ASSOCIATION 

OPERATING STATEMENT & BUDGET 

FYE JUNE 30, 2009 
 
 

Current 
Month 
Actual 

Current 
Month 
Budget 

Current 
Month 

Variance 

 
YTD 

Actual 

 
YTD 

Budget 

 
YTD 

Variance 

 
Annual 
Budget 

DECEMBER, 2008    
 

BEGINNING CASH BALANCE 3,600 

INCOME: 

Fundraising 1,013 - 1,013 3,120 3,500 (380) 7,000 

Fundraising Costs 450 - 450 1,251 - 1,251 - 

 
Net Fundraising 563 - 563 1,869 3,500 (1,631) 7,000 

 

 
Advert. & Promo 

 
291 

 
- (291) 

 
4,560 

 
3,385 

 
1,175 

 
3,740 

Advert. & Promo Costs 115 - (115) 5,399 2,385 3,014 2,385 

 

Net Adver. & Promo. 176 - (176) (839) 1,000 (1,839) 1,355 
 

 
 

Membership Contributions 

 
 

470 2,074 (1,604)  21,350 

 
 
12,447 8,903 24,895 

City of Kruppopolis - - - 12,500 12,500 - 25,000 

Main Street Tax Credit - - - 20,000 20,000 - 20,000 

Corporate Sponsors 100 500 (400) 7,380 10,000 (2,620) 10,840 

Grants and Gifts - - - 20 - 20 - 

Interest Income 16 15 1 224 215 9 240 

Miscellaneous - - - - - - - 

TOTAL INCOME 4,925 2,589 2,336 42,504 39,662 2,842 69,330 

 
OPERATING EXPENSES 

 
5,425 

 
5,690 

 
265 

 
37,095 

 
39,376 

 
2,281 

 
69,330 

 

NET OPERATING INCOME 
 

(500) 
 

(3,101) 
 

2,071 
 

5,409 
 

286 
 

561 
 

- 

ENDING CASH BALANCE 3,100       
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Miscellaneous Items 
 

 
 
 
 
 
 

75 Great Ideas for Your Downtown 
 

1. Make sure you've signed up for the Washington State Downtown Revitalization Program's 

Tier System, call 360-725-4056 for more information. 

 
2. Form a working board and committees to implement your organization's plan of action. 

 
3. Thank volunteers over and over again! 

 
4. Hire a manager to help coordinate the activities of your downtown organization.  Establish an 

office in a downtown location. 

 
5. Beat the streets...know your constituents, and keep them informed!  Find out the needs of 

your downtown businesses by communicating with them on a regular basis.  React with 

appropriate projects. 

 
6. Publish a newsletter to keep primary stakeholders and others in the community informed 

about your progress. 

 
7. Recognize a volunteer of the month in your newsletter or the local newspaper. 

 
8. Develop a work plan for the upcoming year that clearly defines your organization's mission, 

goals, projects, and specific tasks.  Develop a timeline and budget for each task, and delegate 

the projects to specific individuals.  Develop a budget for your organization based on this 

work plan. 

 
9. Hold a town meeting.  Identify downtown priorities by building consensus. 

 
10. Join the National Main Street network.  The current cost is $250 per year.  For information, 

call 202-588-6219. 

 
11. Train your volunteers.  Develop a short training session, and provide them with information 

about the organization, appropriate news articles, your work plan, etc.  Develop volunteer job 

descriptions. 

 
12. Establish a close working relationship with the local chamber of commerce and other 

community or business development organizations.  Coordinate a monthly lunch meeting for 

the executive directors of all of these organizations to touch base and stay informed about 

each other's activities. 

 
13. Hold a fundraiser for a specific downtown project. 

 
14. Educate various stakeholder and community groups about the importance of downtown. 

 
15. Throw a party to bring people together.  Tell them about your organization. 

 
  (over)   
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16. Hold town meetings.  Show some of the Main Street slide shows or videos available from the 

State Main Street Program. 

 
17. Create a brochure to explain your downtown revitalization organization.  Emphasize the 

importance of volunteers to the effort. 

 
18. Organize a youth advisory board to tap into students' viewpoints about downtown, increase 

your volunteer pool, and provide an educational opportunity for area youth. 

 
19. Sponsor monthly "coffee breaks" for merchants to talk about downtown revitalization 

activities and issues that affect them.  Rotate the location among businesses. 

 
20. Take a field trip to other communities that have implemented successful downtown 

revitalization programs or projects. 

 
21. Put together a slide show highlighting your organization's accomplishments for presentations 

to community groups. 

 
22. Create an instantly recognizable logo for your organization that symbolizes your downtown. 

Make sure the logo is easy to use and will be able to meet various graphic needs. 

 
23. Build a strong relationship with the area news media.  Make it easy for them to cover your 

stories. 

 
24. Install quality "welcome to downtown" signs at the entrances to your central commercial 

district. 

 
25. Hold an annual cleanup day with the assistance of volunteers and community groups.  Make 

it fun!  Also develop an ongoing downtown maintenance program. 

 
26. Initiate preservation planning, including application for status as a Certified Local 

Government (CLG).  Seek assistance from the Department of Archaeology and Historic 

Preservation at 360-586-3074. 

 
27. Photograph your downtown buildings now.  Building rehabilitations can best be promoted 

with before and after photos. 

 
28. Develop design guidelines for appropriate downtown building renovation projects. 

 
29. Participate in Historic Preservation Week held every May.  Call the National Trust for 

Historic Preservation at 202-588-4296 to get a packet of information about the event or visit 

their website (www.nthp.org). 

 
30. Create incentive programs for building renovation projects.  Grant and loan programs  

have been used successfully by many communities. 

 
31. Coordinate a walk through downtown.  Identify "problem areas" that need attention. 
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32. Spruce up...plant flowers, clean the alleys, sweep the streets, pull the weeds. 

 
33. Encourage business owners to change their window displays frequently, and to light them at 

night.  Sponsor a window display and interior merchandising workshop. 

 
34. Put attractive displays in vacant windows.  Local organizations, school classes, your local 

historical society, or other businesses may be very willing to help. 

 
35. Put together a banner program. 

 
36. Target some realistic facade improvement projects in the early stages of your program. 

 
37. Put together a downtown "sign squad".  Remove signs and the supporting hardware that no 

longer serve existing businesses. 

 
38. Sponsor design workshops to educate building owners, contractors, and volunteers on 

appropriate building improvement projects. 

 
39. Assist business owners with appropriate signage and awnings.  Include signage and awning 

sections in your design guidelines. 

 
40. Develop an architectural awareness contest that draws attention to downtown's historic 

assets. 

 
41. Save an endangered building! 

 
42. Pass a preservation ordinance for downtown. 

 
43. Complete an inventory of your streetscape amenities, such as trash receptacles, benches, 

street lights, and trees.  Develop a plan for future improvements. 

 
44. Showcase a recent downtown facade and interior renovation.  Provide a tour of a quality 

interior remodeling or upper floor residential conversion.  Publish a photo of a quality facade 

renovation in the local newspaper. 

 
45. Create a downtown people place - a park or children's play area. 

 
46. Produce a historic walking tour and brochure to promote downtown's history. 

 
47. Assess downtown parking.  Encourage business owners to leave prime spaces for customers. 

 
48. Toot your horn often... promote your success! 

 
49. Coordinate an image development promotion or campaign that promotes your downtown's 

strengths and assets. 
 

50. Encourage community groups to work with your organization in scheduling their events 

downtown. (over) 
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51. Plan and then publish a calendar of events for your downtown. 

 
52. Develop a weekly newspaper column or radio show dedicated to your downtown 

revitalization program. 

 
53. Invite citizens to teach a craft or hobby downtown. 

 
54. Involve children (tomorrow's customers) in revitalization activities by providing them with 

activities that help them understand downtown's importance. 

 
55. Have a parade! 

 
56. Hold a street dance! 

 
57. Make sure your events are listed in all local, regional, and statewide listings and tourism 

publications. 

 
58. Work with downtown merchants to create retail promotions that make those cash registers 

ring. 

 
59. Coordinate an exciting holiday promotion to bring people downtown! 

 
60. On a designated evening or Sunday afternoon, have merchants fix simple hors d'oeuvres to 

serve in their business. 

 
61. Develop a downtown business directory with a map to help visitors and local people find 

what they are looking for.  Business directories also call attention to the wide variety of retail 

businesses, services, professional and government offices that the downtown has to offer. 

 
62. In the summer, show movies on the outside of a building. 

 
63. Schedule performances in downtown by local artists and musicians. 

 
64. Hold a downtown treasure hunt. 

 
65. Sponsor an advertising and marketing seminar. 

 
66. Conduct a downtown market analysis to better understand your customers and to help 

identify their needs.  Gather census information on your community and trade area.  Also, 

conduct "focus groups". 

 
67. Meet with area realtors.  Let them know what Main Street's goals are, especially in relation 

to downtown properties. 

 
68. Stay informed.  Budget for professional development opportunities, such as downtown 

revitalization conferences.  Develop a library with downtown revitalization information that 

can be used by volunteers, businesses, and the community in general. 
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69. Complete an inventory of buildings and businesses in the downtown area.  Include size, 

ownership, cost to rent, and availability. 

 
70. Encourage businesses to extend store hours so employees can shop on their way to or from 

work.  Also, establish uniform hours for downtown stores. 

 
71. Develop educational programs to address the needs of your downtown businesses. 

 
72. Get information out about free or low-cost business assistance that could benefit downtown 

business owners. 

 
73. Stay on top of downtown vacancies.  Be prepared to share information about them with 

business prospects.  Use your completed market analysis to develop a business retention, 

expansion, and recruitment strategy. 

 
74. Renovate upper floors of buildings for services, office space, or housing. 

 
75. Send copies of event posters, brochures, photos, slides, newsletters, and other things you've 

been successful with to the Washington State Main Street Program, PO Box 42525, Olympia, 

Washington, 98504. We want to include your downtown revitalization successes with  

others. And, there are so many opportunities for us to do this - when making slide show 

presentations, at workshops, when responding to resource library requests, and during 

telephone consultations. 
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Warning Signs:  Reasons Why Downtown Programs Fail 
or Become "Inactive" 

 
 

1. Four points and eight principles of Main Street™ disregarded. 

 
2. Lack of leadership rotation every three years. 

 
3. Wrong volunteers as leaders. 

 
4. Lack of strong leadership from the board of directors. 

 
5. Organization is run by committees instead of the board of directors. 

 
6. Duplication of roles and activities of other local organizations - community perceives that 

efforts overlap. 
 

 
7. Lack of long-term planning for downtown. 

 
8. Poor relationship with other economic development entities. 

 
9. Unrealistic expectations of Main Street™ Program - "Not a big fix or a quick fix". 

 
10. Tackling large projects early in the program's existence. 

 
11. Board unwillingness to raise funds. 

 
12. Staff-driven program. 

 
13. Frequent staff changes. 

 
14. Changes in the political climate. 

 
15. Poor handling of crises. 

 
Source: 
Baxter, Karen Bode, Assessment of Inactive Main Street Programs.  Prepared for and funded by the Main Street Iowa, Iowa 
Department of Economic Development, 200 East Grand Avenue, Des Moines, Iowa 50309. 
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States, 2003 

• “Main Street Committee Members Handbook, Organiza- 
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tional Trust for Historic Preservation in the United States, 
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