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Commercial Revitalization Four
Point Approach

Simultaneous work in four broad areas:

Promotion
gening more people to visit your commercial
istrict
Design
getting your commercial district into top physical
shape
Economic Restructuring
getting your commercial district businesses
healthier
Organization
etting everyone working toward the same vision
or your commercial district

The Promotion and Commercial
Revitalization

Typical areas of responsibility

Image building
generates positive perceptions and helps reverse
negative perceptions

Special events
generate traffic, activity and positive experiences

Business promotions
generate immediate sales of the goods and
services offer

Marketing plan
Decide how and where to advertise downtown
(image campaigns) and events
Tailor promotional activities to customer segments
(types and timings

Design and Commercial
Revitalization

Typical areas of responsibility

Design education
Building maintenance and improvements
Signage and awnings
Visual merchandising (in-store merchandising and
window displays)
Public improvements

Design incentives

Design assistance, counseling
Calculate how alternative designs and locations
will affect project marketability and profitability

Planning & review




Economic Restructuring and
Commercial Revitalization

Typical areas of responsibility
Identify and prioritize market opportunities
Strengthen existing businesses
Help business sell more stuff
Fill vacancies with complimentary businesses
Assemble incentives and capital
Develop underutilized space
Monitor and report performance

Set realistic benchmarks for your district's
economic performance

Organization and Commercial
Revitalization

Typical areas of responsibility
Partnerships
Identify and engage stakeholders

Determine the need for special partnerships, task
forces, or committees

Fund raising
Gauge the level of financial commitment necessary
General operating expenses, special projects
Volunteer development
Recruitment, training, recognition
Promoting the program
Media, presentations, materials
Administration

Principles of Commercial
Revitalization Success

Comprehensive strategy
Incremental steps

Self-help

Partnerships

Unique assets

High standard of quality
Changes in attitude and practice
Implementation




The Main Street Approach

a comprehensive downtown economic
revitalization program that uses historic
preservation as one of its most important
tools

National Trust Main Street Center

National Trust for Historic Preservation
developed pilot program in 1977
Hot Springs, SD; Madison, IN; Galesburg, IL
National Trust Main Street Center established in
1980, Washington, D.C.
Started with 6 states & 30 communities
Network of > 40 statewide, citywide, and countywide
coordinating programs with more than 1,200 active local
programs
Acts as a nonprofit consultant
Provides networking opportunities
Advocates for change - influences public policy at the
federal level
www.mainstreet.org

What can communities like yours
expect to achieve?

In the area of Promotion?
Promotions that meet specific goals
Increased brand recognition
increased foot traffic, exposure
increased sales
Promotions that target specific
customers or better match existing
customers

attract new customers or more sales to
existing customers




What can communities like yours
expect to achieve?

In the area of Design?
Increased design appreciation
Increased investment in buildings
Appropriate investment in buildings
project marketability and profitability

Increased business activity, rents,
property values

What can communities like yours
expect to achieve?

In the area of Economic
Restructuring?
Better understanding of the market

Better relationship with existing
businesses

Healthier businesses
Healthier business mix

Increased business activity, rents,
property values

What can communities like yours
expect to achieve?

In the area of Organization?

Stronger partnerships

Shared resources (human and financial)
Better volunteer support

Better communication

More efficient meetings

Access to resources and ideas (M.S. Network)
Increased volunteer involvement
Institutional memory
More funding

More stable funding




2006

‘Through December 31, 2005

$31.5 billion Reinvestment in physical improvements

72,000 Net new businesses created
1B31,000 Net new jobs created
178,000 Buitdingsrehabititated |
| $528.31 Dallarsinvested in physical fmprovement;

for every dollar investel in/ progfal

administration |
= aamHHSHatton

Continued Incremental Progress

REINVESTMENT on MAIN STREET

DOLLARS REINVESTED

YEARSOF LOCAL MAIN STREET PROGRAM ACTIVITY
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Know your market

What does that mean to you?
What is a market position?

Market Position Explained

A market position statement describes where
you are or should be “positioned” in the market
based on market information, community
desires, and realistic expectations.

It identifies a specialization or niche based on a
primary consumer segment served and/or a
primary set of goods and services offered.

It distinguishes your competitive advantage
versus surrounding shopping opportunities.

It includes a description of your opportunities for
growth.

An Example

Downtown Springfield, the center of state
government and a regional medical complex,
benefits from a large, stable employee base that
supports the convenient retail shops and
services, as well as the restaurants and
entertainment businesses. Man){) people live
downtown in historic renovated buildings and
adjacent neighborhoods. Downtown is an
interesting and attractive historic environment
for tourists, focusing on Abe Lincoln sites and
other heritage attractions. The convention
business is also flourishing. The visitors support
tourism-related retail shops and restaurants.
The growing number of dining establishments,
night spots with live entertainment, the arts
center, and arts-related businesses are a
regional draw.




How is a Market Position
Defined?

Explain and illustrate the concept of a market
position to your Market Analysis Study Group,
Economic Restructuring Committee, Promotion
Committee, and businesses key to your market
position. (group or homework exercise)

Have everyone answer the Market Position
Questions on the next slide. (group or
homework exercise)

Collect all the Market Position Question
answers.

Have a volunteer wordsmith draft a market
position statement by drawing inspiration from
the Market Position Question answers, the
downtown vision statement, and any market
information that is available.

How is a Market Position
Defined?

Give everyone who answered the Market
Position Questions the opportunity to
mark up a copy of the draft market
position statement. (homework)

Have the same volunteer wordsmith
combine the edits into a revised market
position statement. (homework)

Have the Study Group adopt the market
position statement. (homework)

Market Position Questions

Name your competition.

Describe your business mix.
What is strong about your mix?
Is there a primary set of goods and services
offered or a niche where you dominate?
Who might be the best customer base for
that primary set of goods and services?
As a whole, what is your competitive
advantage when it comes to selling that set
of goods and services?




Market Position Questions

Describe your customer base.
What is strong about the available customer
base?
Is there a primary consumer segment served
or a niche where you dominate?
What unique or specialized products or
services might this consumer segment want
or need?
As a whole, what is your competitive
advantage when it comes to attracting that
consumer segment?

Market Position Questions

Describe the business mix of your competition.
Is there a primary set of goods and services offered or
a niche where they dominate?
As a whole, what is their competitive advantage when
it comes to selling that set of goods and services?
Describe the customer base for your
competition.
Is there a primary consumer segment served or a
niche where they dominate?
As a whole, what is their competitive advantage when
it comes to attracting that consumer segment?

Interactive Exercise Handouts

On developing a market position
statement
Position Instructions

Standard Market Position Focus Group
Facilitator Notesheet

Market Position Focus Group - Case




How is a Market Position Used?

Brand it. Communicate it convincingly
and confidently.

Use it to develop a working relationship
with other commercial districts.

Use it to manage your business mix
Use it to manage your business clusters
Integrate it throughout all Four Points

How is a Market Position Used?

Brand it. Communicate it convincingly
and confidently.

The market position must be clear and
compelling in order to sell your district's
potential to new businesses and investors.
Businesses may choose to locate in your district
and investors may choose to invest in your district
simply because they buy into the market position
The Promotion Committee marketing plan
and downtown promotions (including tourism
campaigns) should reflect the market position

How is a Market Position Used?

Use it to develop a working relationship
with other commercial districts.
Each district should develop and
communicate their own unique Market
Positions.
By distinguishing their Market Positions they
each can better target their customers and
better compete against competition from
outside the community.
Businesses currently located in one
commercial district may find it profitable to
relocate to another if the Market Position is a
better fit.




How is a Market Position Used?

Use it to target business assistance

Comparing the district's existing business mix
with the Market Position should help identify
the businesses that are positioned for
success.

The Economic Restructuring Committee
should offer business counseling services to
those businesses that may want to reposition
by either adjusting their products and/or
services, or by relocating.

The economic restructuring committee can
help facilitate the free market with free
information.

How is a Market Position Used?

Use it to manage downtown business
clusters (more on this later)
Traffic generators
Compatible cluster - unrelated products
Demographic clusters- age, income, lifestyle
Complementary clusters - related products
FIRE - finance, insurance, real estate
Competitive clusters - same products
Comparison shopping - clothing, jewelry
Convenience clusters - convenience products
Neighborhood shopping - gas, food, drugs

Handouts

Using a market position statement
How Is A Market Position Used - Case




How is a Market Position
Refined?

By comparing it to the community’s
vision for downtown

By comparing it to the best available
market information

A Vision Statement

It is like saying to cI)eople, “Imagine it is
ten years from today’s date and we have,
remarkably enough, created our most
desirable district”, and then providing
them the vision.
A district vision must be developed through a
participatory process.
Like a market position, a district vision must
be clear and compelling in order to sell the
district’s potential to new businesses and
investors.

Businesses may choose to locate in the district and
investors may choose to invest in the district simply
because they buy into the district vision.

A Vision Statement

It must be visual, functional, and emotional so
that current and future business and property
owners know if and how they fit into the district
vision.
An example of a functional vision: a downtown where
a sequence of storefronts is uninterrupted and draws
outdoor strollers through the “market” and on to the
next discovery.
An example of an emotional vision: a downtown where
families go in the evening and on weekends for the
event of shopping and for the opportunity to run into
and socialize with friends and neighbors.
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A Vision Statement

Downtown is the heart of the greater ___ region. It is the
gathering place for shopping, entertainment, and
business, dining, culture and the arts. Connections to our
colleges and universities lead us toward our future. Our
storefronts connect us to our past; our district link to
parks, Paint Creek, the Clinton River connect us to our
environment. Downtown ___is a place where you can
find unique and sophisticated retail, dining, and lodging
establishments or enjoy the simplicity of strolling, jogging
or cycling. The downtown blends comfortably with
surrounding neighborhoods and communities. We are
home to regional assets that make the ___ community
one of the most desirable in the state. We have a classic
downtown, but we also embrace its evolution. Our
downtown is dynamic; its appearance and opportunities
change with the times. We are: commerce, community,
culture, connection, classic.

Vision versus Position

While a vision statement uses
words to describe what it would be
like to travel forward in time to the
ideal district, a Market Position uses
words to describe the district's
current competitive edge or brand
awareness versus alternative
commercial districts and options.

Market Analysis

In order to have the “best available market
information” for refining the market position, the
Economic Restructuring Committee will need to
become comfortable with market research.
The process of defining a Market Position always
raises questions about primary goods and services
offered and primary consumer segments served by the
district. Do more market research to answer those
questions.
Avoid market analysis paralysis by keeping market
research projects geared toward refining the market
position.




Market Information

Supply information

Supply of space (Building and Business Inventories,
Business Owner Survey)
Supply of products and service (Business Owner
Survey, Business Mix Analysis)

Demand information

Demand from where (Trade Area Analysis, Local
Economics)

Demand for what (Customer Demographics and

Lifestyles, Consumer Survey)

Demand for how much (Sales Potential)
Market opportunities

Retail, Service Business, Restaurant, Theater,

Residential, Office, Lodging

Market Information

| recommend having supply and demand
information available or accessible
through the Main Street office.

Market opportunities can be analyzed on a
case by case basis.

Resource: Step-by-Step Market Analysis
available at www.mainstreet.org
Resource: Downtown and Business
District Market Analysis web site
www.uwex.edu/ces/cced/dma/
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Strengthen Existing Businesses

The Temptation of Recruitment
The need for immediacy
The need for visibility
Reasons to be patient
The majority of a district s job growth or loss stems

from the success or failure of its existing businesses.

It is more efficient to retain and grow than to recruit.
Many revitalization programs loose existing
businesses while they are out recruiting

Many revitalization programs aren't prepared to
support a business they successfully recruit

10 Steps to a Comprehensive
Business Retention Program

(Valecia Crisafulli, Main Street News, January 2003)
Establish a business retention team.
Know the market.

Create a market positioning statement and
market strategies.

Identify key businesses.
Identify & offer needed business assistance.
Plan for effective business promotion.

Help businesses identify & develop
opportunities for growth & expansion.

Learn to recognize early warning signals.
Plan for business transition.
Support existing businesses personally.

Strengthen Existing Businesses

Communication (two-way) and
relationship building

Build Trust
Counseling/business assistance

Help increase profits

Decrease disincentives

Increase incentives

Facilitate transfer of ownership

Keep them happy
Demonstrate a pro-business attitude
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Communication: Listening and
Sharing

On the Clock
Business Owner Survey
Business Visitation Program
Block Captain Program
Ambassador Program
Mentor Program
Staff Visits
Mailings, Newsletters
Gatherings
Breakfast Meetings
Luncheon Speakers
Business After Hours
Open and Staffed Office with Library
Off the Clock

What to Share

Vision Statement

Market Position Statement
Market Information

New market opportunities
Upcoming events

Available resources (people and
publications)

Tips of the trade

Counseling/Business Assistance

Identifying the right methodologies,
messages, and messengers
One-to-one
Peer groups, clubs, & networks
Publications, audio-visual materials
Web or on-line training
Chat rooms and list serves
Seminars & workshops
Classes
Analogies:
Mall management
Personal trainer

16



Triage Methodology

Fit? | Successful Action Taken:
?

Y Y “Study them
-Encourage them

-Provide consulting, education

-Relocate them

Mew as traffic generator
-Revise plan

-Help position, curb appea

\g N -Look for any potential

N N -Relocate
-Let market take course

Counseling/Business Assistance:
Warning Signals

Low or slow-moving Negative attitude
inventory Slow payment record
Too much or Rumors

unrelated inventory Poor performance of
Cut-back in staff another business in
Cut-back in hours same cluster
Drop-off in Personal crisis
advertising Near retirement age

Poor maintenance

Counseling/Business Assistance

Help increase profits
Identify new market opportunities
new customers & new sales to existing customers
Reduce costs, increase efficiency
new skills and technology
Identify supplemental income
Decrease disincentives
Solve business problems
Increase incentives

Facilitate transfer of ownership
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New Skills - Workshops

Business planning Building
Financial Improvements
management Window displays/
(accounting & gter_lor store dke?gn
i usiness marke
bookkeeping) analysis
Inventory Computerization/
management Internet/E-Commerce
Advertising/marketing Transfer of
Employee ownership or selling
hiring/training abusiness

Customer service or
hospitality training

Increase incentives - technical

Identify and communicate all available
technical assistance resources and
providers
Be knowledgeable and make referrals
Foster networking between service providers
Quarterly roundtables
Develop a marketing campaign to get the
word out (including about organization,
design, and promotion technical assistance)
Expand and supplement where necessary
with customized training/facilitation/coaching

Do not duplicate or compete with services that are
already provided

Increase incentives - financial

Find, understand, and promote all available financial
resources and providers and make referrals
Investment Tax Credits
Fill gaps by creating new incentives
Matching Grants (design and promotion)
Small-scale building improvements (including signage)
Business startups
Business improvements, expansions, spin-offs, and transitions

Small Specialty Training Grants to keep business up to date in
their sector

Low (or No) Interest Loan Pools and Revolving Loan Funds
Major building rehabilitation

Free or Below Cost Land or Rent

Equity capital
Local angel investment funds targeting local entrepreneurial
ventures




What are Business Guidelines?

Like Design Guidelines, they
“set the bar” for business greatness

Ideal hours of Knowledge of
operation neighbors
Frequency of window Referrals
display turnover Maintenance
Investment in Cleanliness
gf;'t‘:;';gr cenvice Positive attitude
standards g‘fﬁ res 1ation
Tracking Customers er:
Hospitality

What are Business Guidelines?

A way to encourage consistent
quality
The competition can accomplish this
with leases
Adhering to Business Guidelines
should be a requirement for
receiving a business incentive

What are Business Guidelines?

Example: Moline Centre Partners (or
Independence Downtown Association’s)
"Guidelines for Special Events,"
[www.molinecentre.org/advertising.php]

Be informed

Advertise in conjunction with events

Participate in promotions

Coordinate specials/sales with events

Be visible and welcoming

Be creative
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Repositioning

Comparing the existing business mix with
the Market Position should help identify
the businesses that are positioned for
success

The Economic Restructuring Committee
should offer business counseling
services to those businesses that may
want to adjust their products and/or
services to better fit downtown’s market
position

Secret shop the competition

Secret shop themselves

Facilitate transfer of ownership

Plan for business transitions by identifying
businesses that will be experiencing future
transitions

Offer training for sellers and buyers

Market businesses to potential buyers inside
and outside the community (quietly and
confidentially)

Facilitate relationships among buyers, sellers
and potential lenders

Utilize tools to support transition and new
business owners such as low-interest loans and
training programs

Consider assistance for businesses in transition
as an economic development tool

Develop an Entrepreneurial Community

Facilitate transfer of ownership

Value Greater than the sum of the parts
Equipment
Location
Inventory
Experienced manager/employees
Suppliers
Business processes
Customer list
Contractual relationships

Consider a professionally prepared appraisal

The average buyer wants to purchase a turnkey
operation




Six Key Business Practices

Write down the business processes
Set financial goals
Cleanup Financial Statements

Most small business owners maintain their books to
show low profits to minimize taxes

Have a marketing budget, document past
promotional efforts (last 3-5 years)

Keep track of customer information

Keep employees in the loop

Do a literal housekeeping, cleanup

Tip: Translate these into a series of newsletter
articles

Interactive Exercise

On increasing the likelihood that
businesses will take advantage of
the available resources they need

Days Agenda
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Strategies for Filling Vacancies

(recommend implementing in reverse order)

Proactive Business Recruitment
With a outside consultant broker
With an in-house broker
With volunteers

Business Owner Attraction

Entrepreneurial Development

Passive Business Recruitment

Fill-in-the-Blank Business Recruitment
available at www.mainstreet.org

Days Agenda
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Proactive Business Recruitment

with volunteers

1. Identifying your district’s assets (selling points)

2. |dentifying your district's market opportunities
(business prospects)

3. Prioritizing market opportunities based on
Market Position and Vision

4. Developing recruitment materials

5. Generating, evaluating and following-up on
business leads

Relationship building (the broker advantage)
6. Celebrating successful recruitment
7. Supporting the new business
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Developing Recruitment Materials

Flyer highlighting Market Position & Vision
Letter of introduction from contact person or organization,
material about the organization
Brochure of available business incentives, assistance,
services & resources (public & private)
Scrapbook of press coverage and testimonials
highlighting success stories, new developments and
recent business openings demonstrating district
investment
General information sheets on district assets
Specific information on available properties
Trade area geographic, economic, demographic and lifestyle
data

Nonresident consumer data (including daytime population
and tourism visitation)

Major employers and institutions, utility rates, tax rates, etc.

Developing Recruitment Materials

Maps
Trade area map
Current vacancy map
Business mix and clustering map
Vehicle and pedestrian traffic volume
map
Parking map
Customer origin and drive-time maps
Spending demand and supply maps

Proactive Business Recruitment

with volunteers

1. “Shop” complementary businesses
“Shopping Club”
Leave a business card

2. Make a formal contact

Send letter from the team, an existing
business owner, the mayor, etc.
“We're looking for someone with your
characteristics.”
Mail positive articles and publicity about
district events and businesses
Deliver a basket of merchandise presently
offered in your district
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Proactive Business Recruitment

with volunteers

3. Formally visit their business
Call to set appointment
Don't rely on them contacting you
Best time? January (not November)
Practice your sales presentation in advance
Make the visit a short one
Ask cultivating questions:
Have they already considered expansion?
Do they prefer to rent or own?
What square footage might be required?
4. Maintain contact
Follow up with thank you note
Decide the next step (if they re a good candidate)
They are interested...bring them to your district

They are not interested...put them on your mailing list;
continue to stay in contact even if you are denied

Proactive Business Recruitment

with volunteers

5. Bring Them to Your District

Give them a driving and walking tour

laid out in advance
Show them prospective sites

preview the buildings in advance

have keys and or have appointments with landlords
Tell them history of nearby businesses and why
similar businesses to theirs have closed (if any)
Tell them about good local managers
Introduce them to key local merchants & bankers
Provide a list of contractors for rehabilitations
Take them to a lunch/dinner meeting with key
"influencers*

6. Know they will explore or their own

Proactive Business Recruitment

with volunteers

7. Reduce their uncertainty:

Provide key market data including
population density and demand & supply
for their business

Provide information on comparable
businesses in the district trade/market area

Provide information on the competition
Provide projected sales per square foot
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Will this process work for chains?

or franchises, hybrids, consolidators, cooperatives

Not exactly

Who and how to contact changes

The selling points change

Resources
International Council of Shopping Centers www.icsc.org
International Franchise Association www.franchise.org
Corporate real estate offices
Franchise sales offices
Developers and brokers
Owners of regional chains

Broker consultant consortiums, e.g.,
www.retailbrokers.com
Retail Lease Trac: www.rltrac.com

Dangers of chain proliferation

May cannibalize sales from existing,
locally-owned independents
Contribute less to local economy

Fair weather friends: may close during
economic downturn

Gentrification that leads to rising rents
Gentrification that erodes uniqueness

Contribute less to civic life and charitable
causes

Homogenization of the tourist experience

Benefits of chains

Build customer traffic

Demonstrate economic viability

Have a higher success rate

Invest in infrastructure

Raise standards

Fill a need

Property owners like ‘em

Banks like ‘em

Consumers like ‘em (including tourists)




Proactive Business Recruitment

With volunteers
Can work for nonprofit commercial
revitalization organizations working with
independently owned historic commercial
districts

With an in-house broker

With a outside consultant broker
The competition
Professional relationship building between
businesses looking for spaces and spaces
looking for businesses

Generating, evaluating and following-up on leads

What is Business Clustering?

alook back...

Why was your district built the way it
was?

Traffic

Proximity (critical business density, spin-off

business synergy, flow of foot traffic)
Form followed function, and function
followed patterns of commerce that grew
out of the historic bazaar or market

Main Street frontage had the most value

The importance of the storefront and window
display

What is Business Clustering?

A tool for strategizing what new business types
would most complement and enhance the
existing business mix
Goes even further by communicating what locations
might be best for those businesses in order to
generate the most foot traffic and cross traffic between
neighboring businesses
In part a Design issue

Passively implemented through communication
Proactively implemented through buying lease

options to keep a space available and through

building improvements and infill construction
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Interactive Exercise Handouts

On business clustering

Business Location — Retail
Considerations

Sundance Square maps
West Towne Mall
East Towne Mall

Days Agenda

The importance of a comprehensive
approach to commercial revitalization
Know your market
Strengthening existing businesses
Filling vacancies
Passive Recruitment
Proactive business recruitment
Business owner attraction
Entrepreneurial development

Inherent weaknesses of proactive
business recruitment strategies

Typically focused on the business

type and not the business owner
Recruited businesses can fail even if a
market opportunity exists (because of
the owner)
Non-recruited businesses can flourish
even if a market opportunity wasn't
identified (because of the owner)
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Strategies of a Business Owner
Attraction Program

Make the downtown more attractive to
entrepreneurs and employees (efforts from all
Four Points)
Everyone working toward the same vision for your
commercial district (organization)
Your commercial district in top physical shape (design)
Lots of people visiting your commercial district
(promotion)
Your commercial district businesses healthy
(economic restructuring)
Let the world know how attractive you are.
The public needs to see and hear about your
successes in the Four Points for it to have a positive
impact
Vision and market position

The Employee Advantage

If quality service is key to a business’s
competitive advantage
Then attracting and retaining the best
employees should be a high priority
Being able to offer an employee increased
responsibility within the business and the potential to
eventually own part or all of that business will aid in
recruiting and retaining the best employees (young
and old)
Employee “buy-in" will translate into an even higher
level of customer service

PS Watch for managers who are ready to be
owners

Experienced-based retailing

Help downtown businesses develop a retail
experience
Engaging customers with their employees, their
products, and their physical store
“Customers who receive above market experiences
are more likely to purchase, be a loyal customer, and
recommend your store to family and friends. You have
no better advocate than a customer who receives a
great in-store experience.”
Doug Fleener, Differentiate Through Experiences: A
Case for Experience Based Retail
This article is available for download at

www.dynamicexperiencesgroup.com/
Differentiate ThroughExperiences.htm
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Experienced-based retailing

The customer experience may be the
focus, but the employee experience is
also important
The employees are crucial to shaping the
customer experience through the quality of
the service they provide
Delivery
Installation
In-home sales
Personal shopping
Think back to the employee advantage
discussed earlier

Experienced-based retailing

Fleener offers the following specific
action steps for business to follow:
Educate your customer
Focus on benefits
Be inviting
Be a great place to work
Be a fun place to visit
Keep the focus on the customer
Invest in your people
Have a retail floor strategy

Days Agenda
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Developing and promoting a
support system for entrepreneurs

Recognizing and expanding the local pool of
entrepreneurs
From local youth to youthful retirees
Facilitating business startups through first time
entrepreneurs
And second time entrepreneurs (this may be harder than the
first)
Facilitating business expansions, repositions, or spin-offs
through existing entrepreneurs
Downtown entrepreneurs
Owners of cottage industries or home-based businesses
who are ready to expand
Owners in “comgeting" commercial districts within trade area
who's business better fits downtown’s market position
Successful independent business owners in neighboring
communities outside primary trade area (ideally with 2 or
more stores)

Developing and promoting a
support system for entrepreneurs

Changes in entrepreneurship may be in part
responsible for downtown'’s decline
Entrepreneurs retired and weren't replaced
If our communities become more
entrepreneurial, if our culture reconnects with
business ownership, we won't be dependent on
business recruitment to fill vacancies because a
local entrepreneur may step in when a market
opportunity is identified
Or even before a market opportunity is identified
There is no better place than historic
commercial districts to serve as incubator
There is no better organization than Main Street to
serve as Entrepreneurial Support Organization

The Mindset of a
Successful Entrepreneur

(Julann Jatczak, Wisconsin Women'’s Business Initiative Corporation)
Passionate
Persistent
Good health, high energy
Good communication skills
Creative/innovative
Independent, self-reliant
Intuitive
Self-confident
Good listening skills
Able to accept challenges
Willing to work really, really hard
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Entrepreneurial Success

Entrepreneurs need:

Creativity

Innovation

Motivation

Capacity

Willingness to take calculated risk
Entrepreneurs also need:

An environment supportive of risk taking

Business savvy

Financing

Connections

Don't recreate the wheel

The Association for Enterprise Opportunity
www.microenterpriseworks.org

Center for Rural Entrepreneurship
WWW.energizingentrepreneurs.org

Georgias "Entrepreneur Friendly" Initiative
www.georgia.org/Business/SmallBusiness/
Entrepreneur+Friendly+Communities.htm
University of Northern lowa Regional Business
Center, and the lowa SBDC system
www.myentre.net

Entrepreneurial Development
System

Entrepreneurship education
Showing the public the value and importance of homegrown,
independent, and entrepreneurial businesses

Training and technical assistance for entrepreneurs
Fostering business savvy from elementary school on up,
strengthening existing businesses

Capital access for entrepreneurs

Assembling incentives and capital for business startup,
improvement, expansion, spin-off, and transition

Entrepreneurial networks

Finding entrepreneurs (or making it easy for them to find you),
maintaining regular meaningful contact, connect new entrepreneurs
with another new entrepreneur, and a successful entrepreneur

Entrepreneurial culture
Reconnect with business ownership

Source: Mapping Rural Entrepreneurship by CFED for W K. Kellogg
Foundation
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Bonuses

A support or development system for
entrepreneurs can serve double duty as a
business retention program
The services needed by future entrepreneurs are the
same services wanted by current downtown
businesses/entrepreneurs
Making the switch from business recruitment to
developing a support system for entrepreneurs
will not only reestablish the economic health of
your downtown, but also the social health of
your downtown
Locally owned, family, independent, and civic minded
businesses

Reinforce downtown as center of commerce, culture,
and community life

Comprehensive Approach To
Commercial Revitalization - oesign

Buzzword: infrastructure
Good spaces
Authentic spaces (competitive advantage of historic
spaces)
Smaller spaces
Maintained/improved spaces (design guidelines)
Vacancies (available space)
Design Assistance
Signage
Visual merchandising
Marketplace
Business Clustering

Comprehensive Approach To
Commel’CIal ReV|taI|Zat|On = Promotion

Buzzwords: market access, development, and awareness
Marketing Plan/Market Position
Image Campaigns/Branding
Cooperative Advertising Programs
Events

Special Events

Business Promotions
Promotion Assistance

Business Marketing

Business Advertising (5-10% of gross sales)

In-store Promotions

experienced-based retailing
Business Guidelines

32



Comprehensive Approach To
Commercial Revitalization - organizatin

Buzzwords: positive climate; entrepreneurial culture, focus on
entrepreneurs; community empowerment; understanding, valuing,
identi?ying, and recognizing entrepreneurs and their role; youth
entrepreneurship; entrepreneurial networks and mentors

Mission/Vision
Public Relations
Message & spin
Volunteer Development
A new way to engage volunteers
Partnerships
Networking/communication (with Economic Restructuring
Committee)
Finding entrepreneurs
Maintaining contact

Entrepreneurial Partnerships

Local government (city and county)

Small Business Development Center (SBDC)
County Economic Development Corporation
Chamber of Commerce

Local banks

Local School District

University system

4-H

Scouts

County Youth Coordinator

How do you find entrepreneurs?

Begin public education about the value and
importance of homegrown, independent, and
entrepreneurial businesses and the value of
business savvy as a third outcome of a High
School education
Along with college preparation and vocational
education

Form a partnership from the start with the public

school system to develop and implement
specific strategies
It is important to have their buy in and to utilize their
educational programming experience
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How do you find entrepreneurs?

Showcase successful local entrepreneurs

Regular feature column in local newspaper

“Entrepreneur of the Month”

Provide these features to them as press releases
Ribbon cutting ceremonies

Entrepreneurial events i.e. grand opening or anniversary
Open houses

Showcase successful entrepreneurs and their business
Presentations by entrepreneurs to school kids

Part of school coursework or curriculum

Partnered with a field trip to the actual business
High School job shadowing programs

Businesses of true entrepreneurs as job shadow sites

Make sure timing fits the business (i.e. retail)

How do you find entrepreneurs?

Take advanta%e of every opportunity where
entrepreneurship is being showcased
“For more information contact...”
Create an “entrepreneurship mailing list”
maintain regular meaningful contact
Contact alumni

Entrepreneurial alumni who have left the region may be
ready to come back home

Their story could serve as inspiration
Inventory hidden or home-based talents

Put them on the “entrepreneurship mailing list”

Foster growth of this talent

i.e. by creating or expanding social clubs based on those talents
or through commercial kitchens

Look downtown for entrepreneurial business owners
Put them on the “entrepreneurship mailing list”

Foster a networking and
mentorship system

Connect new entrepreneurs with:

1. Another new entrepreneur

2. A successful entrepreneur

Individuals on the “entrepreneurship

mailing list” need to be part of this

networking and mentorship system
Large group meetings/entrepreneur clubs
One-to-one meetings (like Big Brothers)
Chat rooms and list serves




Comprehensive Approach To
Commercial Revitalization - economic

Restructuring

Buzzwords: training/education and technical assistance;
customized facilitation or coaching; business services; access to
financing, credit, and capital

Counseling/business assistance

A comprehensive business retention program

Strengthening existing businesses
Incentives (including financial/capital) for
entrepreneurial business startup and
expansion
Filling vacancies with complementary
businesses

Run by entrepreneurial business owners

Case 1:

Youth Entrepreneurship

Trevor Shepherd's story
Mountain View High School Course -
“Entrepreneurship & Business Management”

#1 struggle — finding money to run/start business
(got a loan from his father)

#2 struggle — find a location (business owners
discounted him as a youth)

Inspired by other business owners and his teachers
who believed in him

DECA national competition
First place out of 250 kids (understood financial
projections)
Kids need incentive - stayed involved because he
liked the kids

Case 2:

Youth Entrepreneurship

Chris Kuykendall, Clearwater County
Economic Development
Promote entrepreneurship to area youth in order to
“retain locally grown brain power”
Partnership between 12" grade economics class
and NxLevel
“It's the first interest I've seen some students have
in class work” (K. Weller, teacher)
“The class makes me think about what I can do”
(Daniel M., student)
Identify all possible partners, consider the kid's
schedules, make it sustainable
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Prioritizing your Opportunities

How do you decide which business
owners to support?
Previous business ownership
Business plan completed
Market research completed
Cashflow projections available
Financial assistance requested
Personal investment
Relationship with banker, CPA, etc.

Prioritizing your Opportunities

How do you decide which business plans
to support?
Fits with Market Position and Downtown
Vision
Complements primary set of goods and
services
Complements existing business cluster
Serves primary or target consumer segment
Fills gap in the business mix
Fills gap identified in supply/demand analysis
Fits available space

Finding your Opportunities

Make community visits Speak with local business &
30-60 mile radius service organizations
Quality businesses Start a Young Professionals
or)eraﬁng 2-10 stores Club
already Host a “Starting Your Own
Look through yellow pages Business” workshop
Watch for frequent Sponsor a Business Plan
advertisers Contest
Ask media and product sales Work with local schools
reps Elementary Schools to High
Place want ads Schools
Contact trade associations Colleges
Subscribe to Retail Lease
Trac franchise publications Make it easy for them to find
Attend trade shows, expos. you

fairs, farmers markets, etc.




Overwhelmed?

Think Incrementally
One small step at a time
Change Attitudes and Practices
Particularly attitudes toward entrepreneurs
Strive to do what you do a little better
than you did before
Set and/or provide an example for downtown
businesses (personal trainer analogy)
If each business and property owner spent a
little extra time each day improving...

Conclusion

My email
todd_barman@nthp.org
National Trust Main Street Center web site
www.mainstreet.org
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