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About Main Street

This guide is written for anyone wanting to know more about the Main Street Approach™ and how Main Street
organizations serve their communities.

You are a part of a movement of community members, businesses, historic preservationists, economic development leaders,
and many others who bring their time, talent, and energy to downtown revitalization. You have come together to imagine
avital downtown district where people gather to learn, shop, connect, and celebrate. You are part of an approach that has
been used since 1980 with proven results across the country. Understanding the Main Street Four-Point Approach™ is
critical to your Main Street organization's success.

e Why downtown matters
¢ How to utilize the Main Street Approach™
¢ Who benefits from a Main Street initiative

* How to be a successful Main Street organization

This guide should be used in conjunction with the Starting a Main Street, ,and
companion guides. It is designed to be used in three ways:

m Have you just become involved with your local Main Street
organization? Welcome! This guide gives you an overview about this national
& movement in which you are now an important member.

This guide gives you information and discussion questions to
support conversations on revitalization within your organization and community.
Use this guide to learn about the Main Street Approach™ with your fellow board or
committee members. Discuss how you can be a more effective leader and partner in
downtown revitalization.

You are part of a larger network of other local Main Street organizations
in your state’s Main Street Program. Experts are ready to train you on what you need
to know and connect you with colleagues in other communities. This guide gives you
a common starting place.

Anytime you see this icon, it means that there is a sample document or additional resources available in our online resource
library that you can download and use! Visit: preservewa.org/main-street-resources

Please note: The documents in our online resource library are samples for reference only and do not constitute legal advice.
Your organization should consult an attorney or seek necessary counsel before adopting legal documents.
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Why is downtown important?

It is critical for everyone involved in downtown revitalization to understand the value of our historic downtown districts.
Here are some reasons why Main Street matters:

When people think about your community, they often think
about your downtown. It reflects how your community sees itself, what
it values, and how it wants to move into the future. This sense of identity
attracts visitors, entrepreneurs, and investors. Further, identity leads to
stronger place attachment. Those communities where there is a stronger
place attachment have higher levels of physical health, a greater sense of
well-being, increased economic growth, and longer lifespans.

Economic Resilien CV: Your downtown is your central

business district. People are employed there, businesses operate there,

and new ventures are seeded there. Independent businesses bring people

downtown, keeping profits in town and generating taxes that fund the

community. Downtown commercial districts offer the connectivity

//37 start-up businesses require for success and generate more business per
square foot than a sprawling box store. This makes downtown optimal for
creating sustainable community wealth.

&

Retail & Civil Service: your downtown is an indispensable
shopping and service center. It offers unique shopping opportunities
and other key services, such as offices for attorneys, doctors, accountants,
insurance providers, and others. In many communities, the government
seat is downtown, drawing people to offices where they can meet their
__\ representatives or pay bills. Not only are these services essential in
their own rights, but they are more accessible and democratic when
concentrated in a downtown district.

Your downtown is the historic core of your community. The
| . district contains historically significant buildings, sites, and stories that
| | help highlight your community’s heritage and culture. Your downtown
today connects your community with the downtown of yesterday
and tomorrow. Maintaining your historic downtown is also a smart
use of resources; over the decades, vast amounts of public and private
investment has gone into the existing infrastructure that makes up your
downtown's built environment.
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For discussion:;

¢ Why is your downtown important?

O * Who do you regularly see in your downtown?

I | I ¢ Who would you like to see?

e What story can you tell about your downtown?
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Your Main Street Support System

Originally established in 1980 as a program and now a nonprofit subsidiary of the National Trust for Historic Preservation,
the National Main Street Center works with a nationwide network of State Main Street Programs and local communities to
encourage preservation-based community revitalization. Over the past 40 years, the National Main Street Center has led the
development of a national network of over 2,000 historic downtowns and neighborhood commercial districts—what we
refer to as Main Street organizations—all united by these communities' tireless dedication to create vibrant, people-centered
places to live, work, and play.

In 2015, the Center launched a new program brand for the network of Main Street organizations—Main Street America™—to
reinvigorate the collective look, feel, and strategy to position Main Street as a leader locally, regionally, and nationally. |

This rebranding supports and unifies the work of State Coordinating Programs, which are your first contact for direction,
resources, and technical assistance as a local Main Street organization. State Programs determine your designation as Main
Street organizations, support you with services, and connect you to your peers throughout state and national resources.

Local Main Street Organizations

Local Main Street organizations are independent nonprofits
dedicated to the health and vitality of a historic downtown district.
They typically have their own program staff, are governed by a
board of directors, and powered by volunteers from throughout the
community.

State Main Street Program

There are resources available to Main Street organizations involved in
the state network, such as:

WASHINGTON STATE ¢ Professional development including an annual conference,
<) MAIN STREET workshops, and trainings

3 PROGRAM
\_/ ¢ Direction on the Main Street Approach™ and support for
organizational capacity

0 Access to special programs and services with designation

l Learn more about Washington Main Street on pages 14-15.

National Main Street Center

There are several national resources available exclusively to members
which Main Street organizations may want to access:
MAIN STREET ¢ National accreditation, access to grants, and special
AMERICA" programs

¢ Discounts to conferences, workshops, and webinars

¢ Industry-specific resources, publications, and templates [/ ;
&
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For discussion:;

¢ How does being part of the Main Street network serve your organization?

O « If your organization is seeking designation as a Main Street, what steps have

r\:O ’ﬁ been taken or need to be taken with your State Coordinating Program?

e How is your organization leveraging your designation as a Main Street or its
position within the network?
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Main Street Approach™

The Main Street Approach™ is an asset-based economic development strategy. It is a comprehensive, incremental approach
to revitalization built around a community's unique heritage and attributes. Main Street organizations are locally-driven,
funded, organized, and run. They are oriented around which describe and direct their work.

An ongoing series of initiatives is vital
to build community support and create
lasting progress; a process, not a project!

Small projects make a big difference. They show that “things are
happening” on Main Street while honing the skills and confidence
the organization will need to tackle more complex projects.

State Programs provide direction and technical assistance, but only
local leadership can breed long-term success by demonstrating
community involvement and commitment to the revitalization efforts.

Main Street organizations need support and expertise from
both public and private sectors. Effective partnerships
recognize the strengths and weaknesses of each partner.

Unique local assets provide a solid
foundation for successful revitalization.

From storefront design to promotional
campaigns to special events, quality is key.

Change is inevitable; Main Street allows a local community
to take the reins. Positively shifting community habits and
attitudes is essential to a community district renaissance.

Frequent visible changes in the look and
activities of the commercial district will
reinforce the perception of positive change.
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Main Street organizations follow the Main Street Four-Point Approach™. The assets common to all historic commercial
districts are heritage and human assets. Heritage assets encompass both built and cultural history. Human assets
encompass both entrepreneurs (local/independent owner operators) and an engaged public (locals with a sense of
ownership/buy-in). The Main Street Four-Point Approach™ has the most impact when it leverages all four assets together.

Leverages

cultural
entrepreneurs history

Economic

Vitality Promotion

Human assets Heritage assets
engaged the built
public environment

People are at the center of the Main Street movement. Organizations are volunteer-driven with volunteers mobilized
through committees or teams that reflect the Main Street Approach™. Everyone with a stake in the commercial district and
its future are typically involved. Merchants, property owners, the chamber of commerce, industries, local government, and
residents all benefit from a healthy local economy and historic core that reflects the community's heritage and personality.

Financial support for the organization comes from the local entities that have a stake in the downtown: city government,
merchants, businesses, major employers, and the public. The success of the Main Street organization over the years lies in
the fact that it is a local initiative, both organizationally and financially. When there is local buy-in, people care more about
the success of the organization and become more involved.
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Main Street Partners & Benefits

At its best, a local Main Street organization represents and involves a coalition of organizations, agencies, businesses,

and individuals from throughout the community—everyone who cares about the community’s overall health. Different
groups have different interests in the downtown, but all groups ultimately share the common goal of a vibrant commercial
district. By identifying each partner agency's greatest strengths and priorities, the Main Street organization can identify
opportunities for collaboration to use community resources most efficiently and effectively.

Common Partners

Main Street organizations can draw partners from public and private institutions, for-profit and non-profit agencies,
and individuals with diverse experience and backgrounds. Great partners and volunteers could come from anywhere but
commonly come from:

[J Chambers of commerce L] Financial institutions ) Local media

) City government - Historical societies ) cultural organizations

] Historic preservation

(] County government (] Regional tourism organizations

organizations
-l Schools ] Residents ] Retail sector business owners
L) Civic clubs L] Property owners ] Service sector business owners

For discussion:

Think about people in your community who care about historic preservation

V-V N and economic development:

O O O e Who are they?
f ) . » Why do they care about these issues?

e How can you best engage them in your work?
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The work of Main Street organizations provide a range of benefits. We've provided some examples experienced by the various
stakeholders involved in Main Street initiatives. Use these lists as talking points.

Increased sales
Improved image
Increased value of business

Coordinated efforts between
local businesses

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

Enhanced marketplace (better
shopping and the benefits of
shopping locally)

Sense of pride in downtown
Social/cultural activities

Opportunities to keep kids in
town

Sense of hometown community

Preservation of architecture and
heritage

Opportunity to participate/
volunteer

Better communication
(newsletter)

Political advocacy

Increased home values

Increased tax base

More tourism

Increased property values
Increased number of jobs
Better goals and vision
Healthy economy

Better services available

Positive perception of downtown
and community

Better relations between city hall
and private sector

Increased volunteer base for city
Industrial recruitment

Develops consensus for political
requests

Impetus for public
improvements and Certified
Local Government (CLG) grant
dollars

Education resources for city
leaders (officials) on planning
and economic development

Increased public relations for
county

Increased tax base

Draw for industry and county-
wide area businesses

Common partnership with city
hall

County/community pride
Heritage preservation

Quality of life, especially for
employees

Help with parking issues

Analyzes market and creates
downtown brand

Destination development
through promotion

Network of entrepreneurs and
local businesses

Collects public and private
investment data

Attracts new businesses

Encourages business retention
and succession

Small businesses advocacy

Promotes building reuse and
improvement

Builds business incubators and
experimental retail

Maps and capitalizes on existing
assets

Acts as information outlet

Increased occupancy rates
Rent stability
Increased property values

Reduced vandalism/crime
deterrent

Assistance with tax credits,
grants, loan programs, design,
and co-op maintenance

Communication medium with
other property owners

Better image

New uses, especially on upper
floors
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Building a Strong Foundation

The Main Street Approach™ provides a road map to help you strengthen your organization over time. By learning about the
roles each of the Four Points play, you can better understand how individual projects and initiatives build upon each other,
can align with overarching strategies, and create momentum for your district. The Four Points typically each function as its
own committee, though more advanced organizations may find alternative structures that allow them to utilize the Four
Points. It's critical that committees, staff, and board all work together toward the revitalization mission, with committee
chairs acting as point of contact for committee work, staff as both leaders and connectors, and board as stewards of the
mission. More in Board and Executive Leadership guides. E@
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Economic Vitality strengthens a community’s existing
economic assets while expanding and diversifying its
economic base. The Main Street organization helps
sharpen the competitiveness of existing business
owners, helps to foster entrepreneurial start-ups and
expansions, and recruits compatible new businesses
and new economic uses to build a commercial district to
create jobs and to respond to today’'s consumers' needs.
Converting unused or underused commercial space into
economically productive property also helps boost the
profitability and sales tax revenue of the district. The
Economic Vitality Committee is responsible for:

Building up local economies by expanding the role
entrepreneurs and innovation play downtown

Strengthening existing businesses and recruiting
new ones

Infrastructure reuse—finding new economic uses
for traditional Main Street buildings

Developing financial incentives and capital for
business improvement and retail operations
layout

Promotion sells a positive image of the downtown district
and encourages consumers and investors to live, work,
shop, play, and invest there. By marketing a district’s
unique characteristics to residents, investors, business
owners, and visitors, an effective promotional strategy
forges a positive image through advertising, media
relations, retail promotional activity, special events, and
marketing campaigns carried out by local volunteers.
These activities improve consumer and investor
confidence in the district and encourage commercial
activity and investment in the area by identifying and
appealing to the district's market niches. The Promotion
Committee is responsible for:

Understanding the changing market—identifying
both potential shoppers and the competition

Identifying downtown assets—including people,
buildings, heritage, and institutions

Defining Main Street's market niche—its unique
position in the marketplace

Campaigns, retail promotions, and special events to
bring people back downtown

o

The organizing component of the Main Street Approach™
lays the foundation to support a successful revitalization
effort by ensuring adequate people and financial
resources are available to implement approved projects
and activities. Think of Outreach as a two-way street that
both shares out information about the organization

and invites people in to contribute their ideas, time, and
finances to a shared vision for the community's future.
Specifically, the Outreach Committee is responsible for
coordinating:

Communication strategies to create awareness of
the overall revitalization effort and promote the
purpose and activities of the organization

Volunteer and leadership development, including
recruitment, training, and recognition

Developing an overall fundraising plan

Fiscal oversight to ensure appropriate policies are in
place and required reporting is completed

Design means getting Main Street into top physical
shape. Capitalizing on its best assets—such as historic
buildings and pedestrian-oriented streets—is just part
of the story. An inviting atmosphere, created through
attractive window displays, well-managed parking
areas, building improvements, street furniture, signs,
sidewalks, lights, and landscaping, conveys a positive
visual message about the commercial district and
what it has to offer. Design activities also include
instilling good maintenance practices, as well as
enhancing the physical appearance of the district and
creating new productive commercial or residential
space by rehabilitating historic buildings, encouraging
appropriate new construction, developing sensible
design management systems, and long-term planning.
The Design Committee is responsible for:

Educating others about design to enhance the
image of each business as well as that of the district

Providing design expertise to encourage quality
improvements to private properties and public
spaces

Planning Main Street's development—guiding
future growth and shaping regulations

Motivating others to make changes by creating
incentives and targeting key projects

* This point has been traditionally referred to as “Organization,” but we believe “Outreach” better explains its purpose.
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Evolution of Local Main Street
Organizations

Local Main Street organizations typically go through three distinct phases of development. The first two phases, Catalyst
and Growth, focus on revitalizing the commercial district—bringing it back to a position of economic health. The third
phase, Management, focuses on maintaining the commercial district's economic health.

Phase 2: Growth Phase

Typically lasts five to ten years

Phase 1: Catalyst
(or Start-Up) Phase

Typically lasts three to five years ¢ Organization uses the skills it has developed in

the catalyst phase to tackle bigger issues (e.g.,
redevelopment of key buildings, small business
development)

¢ Organization forms, outlines its major problems,
builds collaborative partnerships, and develops a

strategy for intervening in the cycle of commercial
district disinvestment. ¢ Leaders must be good, solid managers skilled at

o ) . helping organizations grow
¢ Often, some organizational fine-tuning must take

place during this phase, as the organization learns ¢ Fundraising should be based on a realistic business
how to form collaborative partnerships and use plan with a five- to ten-year timeline, seeking
organizational leverage. It takes time to adjust and investment from various constituencies, agencies,
for the organization to “gel.” This fine-tuning is a organizations, etc, for specific projects

normal part of evolution. o o )
Indications of transition from Phase Two into Phase Three:

¢ Leaders are usually energetic, visionary people, likely

to become overextended or burned out after a few ¢ Generally no more than a five to eight percent overall

years unless intentional effort is made to broaden
participation.

Fundraising in the Catalyst Phase is usually in the
form of three- to four-year pledges, with support
from both the public and private sectors. Because

the new organization has no track record yet, it must,
in essence, “sell a dream” to the community, asking
people to take a leap of faith in providing funding for
the initiative's first few years.

Indications of transition from Phase One into Phase Two:

¢ Organization has a good understanding of the

commercial district's economic role in the regional
economy

Organization is beginning to think and act
strategically

Organization has put design education and guidance
materials out for property owners

Organization is viewed in the community as credible
and successful, making future fundraising easier

vacancy rate in the commercial district

Generally at least 70% of the buildings which needed
major rehabilitation at the beginning of the Main
Street organization have now been rehabilitated

Organization should have developed one or more
sources of ongoing funding support or earned
income—typically a special assessment district,
municipal service contracts, investment income, and/
or unrestricted TIF (tax increment financing) revenue
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Phase 3: Management Phase

Ongoing

0

o

It is a constant challenge at this point not to let
complacency set in. The Main Street organization
must strive to balance maintaining a comprehensive
scope of work with identifying trends and
opportunities for moving the district and program to
the next level.

The Main Street organization is operating at a
sophisticated level with a highly engaged board and
active volunteer base working hand-in-hand with the
executive director.

Staffing levels have evolved beyond the executive
director to meet program needs in all but the smallest
communities.

Organizations often cycle back through one or more of these
three phases. Many get “stuck” at the transition between the
Catalyst and Growth Phases—usually because of leadership.
In fact, of the 18% of local Main Street organizations that
have failed, over 90% have failed at this transition point.
Failure is usually the result of one or more of the following:

o

Failure to work in all Four Points of the Main Street
Approach™, comprehensively and simultaneously

Failure to build strategic partnerships
Failure to hire professional staff

Unrealistic expectations about the amount of work
involved in commercial district revitalization and/or
about the speed at which change occurs

Failure to involve new leadership and to ensure the
organization's leadership includes both “visionaries”
and growth-oriented managers

V

Successful Main Street Traits
Hallmarks of Effective Organizations

] widespread community support

[ Diverse and dynamic leadership

[ A committed, dependable funding base

] Realistic core budget

] High level of volunteer participation

[ Realistic expectations for staff and volunteers’
abilities

) Clear, shared sense of mission
] Well-defined goals and work plans

[ Enthusiasm for the organization among board
members and volunteers

[J well-run meetings with decisions made
] Good relationship between board and staff

] Clear understanding of the roles of the board,
committees, and staff

[ Strong public/private partnerships
] Positive media coverage

[J Commitment to work and succeed over time,
sustainably
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Washington Main Street

V

Since 1984, the washington State Main Street Program (WSMSP) has been helping Washington communities revitalize the
economy, appearance, and image of their downtown commercial districts. The WSMSP helps communities develop their own

strategies to stimulate long-term economic growth and pride in the heart of the community: downtown.

The WSMSP is established as a program of the Department of Archaeology and Historic Preservation in RCW 43.360. The
program is managed, under contract, by the Washington Trust for Historic Preservation. The WSMSP network includes two
tiers, each of which is currently populated by about 40 towns. Affiliates are organizations or local governments that are
exploring Main Street principles. Designated Main Street Communities are nonprofits that have fully embraced the Main

Street Approach and have achieved advanced levels of organizational development.

Requirements and Benefits

Requirements

Affiliates

Main Street
Communities

501 (c)(3) or (c)(6) nonprofit status with the sole mission of
revitalizing a historic downtown commercial district

v

Comprehensive downtown revitalization strategy based on the
National Main Street Center's Main Street Approach™ structure

Working toward

Staffing to achieve mission, goals, and annual work plan

Focus on the historic downtown commercial core

v

Active board of directors

Working toward

Annual report

Quarterly program update and data report

Attendance at two leadership trainings

Representation at annual conference

Encouraged

Adequate operating budget

Working toward

City's population under 190,000

ANANAYASAYANAYASAYAR

Benefits

Participation in the Main Street Tax Credit Incentive Program

Eligible to apply for the annual Excellence on Main Awards

Regular professional development

Discounted registration for annual conference

Full-day leadership meetings

New Manager/Executive Director orientation

Progress visits and/or organizational check-ups

Staff hiring assistance

Work plan development review and training

Phone and email consultation

Peer networking forum

Quarterly newsletter

ANANANANANANANEEANEEAN

ANANASASAYANASANANANYASAS

I/
Q\ For more information about RCW 43.360 and WAC 25-50, visit: preservewa.org/about-main-street
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The wWashington State Main Street Tax Credit Incentive Program provides a Business & Occupation (B&O) or Public Utility
Tax (PUT) credit for private contributions given to eligible downtown organizations. Once a business donation request
is approved by the Department of Revenue, the business is eligible for a tax credit worth 75% of the contribution to the
downtown revitalization organization.

Businesses statewide can also donate to the Washington Main Street Trust Fund for a tax credit worth 75% of the donation.
A business can donate to both up to $250,000. This is a unique opportunity for a business to self-direct their business taxes.
Further, if the downtown organization is a 501(c)(3), the business may be eligible for a federal income tax deduction as a
charitable contribution.

To participate, the downtown organization must be a Businesses can donate up to $250,000 annually.

designated Washington Main Street Community. . . .
g g . Donating to the Washington Main Street Trust Fund

Eligible Washington Main Street Communities can helps support revitalizing downtowns across the
generally receive donations totaling up to $213,333.33 state. It builds the capacity of the State Coordinating
per year. Program to provide services to existing and future

. . downtown organizations.
The program for the entire state is capped at $5 &

million and is first-come, first-served.

THIS YEAR: NEXT YEAR:
You give: You receive:
$1,000 to

ORGANIZATION

, $750
& # TAX

MAIN STREET CREDIT VOUR
COMMUNITY

BENEFITS

s O
# TAX
CREDIT

$1,000 to

THE MAIN STREET
TRUST FUND

Businesses must be registered to file their state excise A business will receive a confirmation letter from the
tax electronically. Department of Revenue within 45 days.

A donation request must be filled out and submitted The business writes a check for the donation amount
online. There are step-by-step instructions on the to their selected Main Street organization prior to
Washington Main Street website (preservewa.org/ November 15. The donation can be spread out over the
taxcredit). calendar year, but early pledges are recommended to

A business is approved (instantaneously) and will guarantee the donation is eligible.

be able to choose an organization to donate to and The business must take the tax credit the following
the donation amount. The business will also see how year the donation is made. The tax credit cannot be
much credit the organization has left. carried forward. There will not be a refund for any

credit above and beyond a business's tax liability.
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Discussion Guide

1. Everyone has a Main Street story. Some of us grew up on or near Main Street. Others of us bought our first
musical instrument or met friends for ice cream in a store on Main Street.

¢ What is your Main Street story?

e Why is it important to you? What does it tell others about the power of a Main Street?

2. The Main Street Approach™ centers historic preservation as part of economic development.

¢ What is the connection for you?

¢ Why does this connection matter in your community?

3. Successful Main Street organizations follow these guiding principles. Read through them. Choose one or two to
discuss. Why is this one important to explore more?

L] Comprehensive [ Asset-Based

U] Incremental [ Quality

L) Self-Help L] Change

U] Public/Private Partnership L] Action-Oriented

4. Volunteers are vital to a Main Street organization’s success because they connect the mission with the
community. It's the people who make it possible for local organizations to accomplish a significant amount of
work.

e How can you best engage people to be active volunteers?
e How can you organize committees to attract and retain volunteers?

5. Your local Main Street organization is part of a state and national movement. You have colleagues across the
country who care about many of the same things you do.

e How can you best leverage your State Coordinating Program network?

¢ What resources from the Main Street America network are most useful?
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Program, your State Coordinating Program, to provide a common reference handbook and set of resources to start-up,

Companion Guides

This About Main Street guide is written for people who are new to the Main Street Approach™ or want to explore starting
alocal Main Street organization for their downtown. It is one of four guides provided by the Washington State Main Street

emerging, and established Main Street organizations statewide. A brief description of the other three guides follows below.

2

Starting a
Main Street

Board
Leadership

Executive
Leadership

NE

Starting a Main Street

This guide is written for people new to Main Street and considering starting
a Main Street organization in their own community. It explores why your
community might use the Main Street Approach™, and how to tap into
state and national resources, start a Main Street organization, and become a
nonprofit.

Board Leadership

This guide is written for Main Street organization board members and the
staff with whom they work. It explores the basics of board governance,
financial management, and nonprofit law, and each section reviews what
board members need to know as well as tools to help strengthen board
leadership.

Executive Leadership

This guide is written for Main Street executive directors and support staff. It
is also a resource for board members to understand a nonprofit executive
director's role and their relationship to boards. It explores work planning,
human resources, volunteers, and communications, and each section reviews
what Main Street executive directors and staff need to know as well as tools to
help strengthen board leadership.

Find all guides at: preservewa.org/main-street-guides



WASHINGTON STATE

MAIN STREET

PROGRAM

The Washington State Main Street Program helps communities revitalize the economy,
appearance, and image of their downtown districts using the successful Main Street
Approach™, a comprehensive revitalization strategy built around a community's
unique heritage and attributes. Reach out to your State Coordinating Program:

Designated Communities: Start-Ups and Affiliates:
Breanne Durham Jonelle McCoy
Washington Main Street Director Main Street Specialist
breanne@preservewa.org jonelle@preservewa.org

206-624-9449

preservewa.org/mainstreet
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