City Council Chamber
Henry L. Brown Municipal Building
One Grand Street, Coldwater, MI 49036
4:00 P.M.
CITY OF COLDWATER DOWNTOWN DEVELOPMENT AUTHORITY
Tuesday June 21, 2022 Special Work Session
AGENDA
ATTENDANCE

PUBLIC COMMENTS
1. Strategy Implementation Workshop: Projects and Programs – Leigh Young, Senior Main
Street Specialist

OLD BUSINESS

NEW BUSINESS

ADJOURNMENT
Next Meeting – June 22, 2022

Downtown Coldwater Transformation Strategy Development Plan – Family-Friendly, Arts & Culture Experience
Desired Future State: Downtown Coldwater is a dynamic environment, consistently demonstrating
a collective energy and synergy that supports entrepreneurial investment and growth and a
vibrant, multicultural, family-oriented community.
Measures of Success

Overarching Goals

Revitalize the buildings and public spaces
to enhance an authentic sense of
community attractive to all ages.

Create an entrepreneurial eco-system that
supports existing and new, experiencebased and multicultural businesses.

Possible Projects/Activities

a. Increase in occupied, upper story
residential spaces
b. Increased sense of belonging/positive
perceptions of downtown
c. Uptick in # of young people actively
engaged in downtown
d. Increase in amount of building permit
applications/approved permits
e. Increase in Historic District applications
f. Increase in positive news stories in local
paper and on social media
g. Expansion of partnerships with
downtown stakeholders (e.g. Tibbits)
h. Pedestrian safety
i. Increase in time spent downtown
j. Increased public amenities (public art,
parks/green spaces, playgrounds)

•

a. Increase in # of minority-owned and/or
experience-based businesses
b. Increase in participation in Downtown
Coldwater-hosted activities
c. Increase in activities hosted by groups
other than Downtown Coldwater
d. Change in product offerings/services
offered
e. Increase in online sales
f. Increased investment downtown

•

•
•
•
•
•

•
•

Downtown Coldwater Transformation Strategy Development Plan - DRAFT

Develop public projects that create a
sense of anticipation (of something
good/exciting)
Create mobility connectors for
pedestrians and bicyclists
Encourage colorful window displays/
increased use of transparent windows
Support the development of experiencebased, “third spaces”
Design standards
Plan and/or promote family-friendly
activities

Support the development of shared cowork/maker spaces
Offer professional development
opportunities to help diversify marketing
and sales methods
Apply for Ready to Recruit service
through Michigan Main Street

Year One: 2022

COMMITTEES
Each committee is its own unit producing projects that work to support and implement the
organization’s identified transformation strategy and associated goals through projects that align in the
Four Points. They are aware of the other committee’s work and collaborate when necessary but each
group has the tools to be successful on their own. Each committee has a committee chair that is
typically serving a one-year term as chair. Per the Michigan Main Street contract, each committee
meets at least monthly to progress on projects. Each committee creates its own agenda from the work
plans that they have written for themselves, and takes their own minutes to submit to the board for
review each month.

Committee Members
In order to be an asset to an organization, each committee member should have a basic understanding
of what will be expected of them. Many communities ensure this by having committee job descriptions
or agreements. Each committee member is responsible for providing time, usually 10 hours a month to
the committee and its work. Committee members are responsible for considering candidates that could
be new members to the committee, actively participating in work planning, being prepared for all
meetings with the tasks completed, and participating in any relevant training offered.

Committee Chairs
For committee chairs, the expectations are often the same. However, there are a few additional items
to keep in mind. The first is preparing agendas and circulating meeting minutes to other committee
members, delegating all actionable items to committee members or collaborating organizations,
reporting activities of the committee to the board, and being aware of any potential conflict of interest
among the committee members.

Developing Work Plans and Work Plan Management
Once the Main Street Organization identifies transformation strategies and identifies projects to help
achieve and implement those strategies, comprehensive work plans should be developed in order to
outline the process for achievement. Work plans are simple “to-do” lists that detail the tasks that need
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to be accomplished, by whom and when. Projects should be assigned to a committee and work plans
should be created for each action item or project the organization wants to implement. These work
plans can help ensure nothing is forgotten, communicate the work of the organization to the
community, and recruit volunteers by providing specific tasks that each can take on.
Work plans should have the following components:
 Project definition that details the specific initiative
 Task list that describes individual actions necessary to complete the project
 Timetable that sets a realistic start and finish for each task
 Definition of responsibility identifying a specific committee and community member that will
take the lead and be responsible for task completion
 Budget that outlines all costs associated with each task and resource list that identifies other
resource needs
 Measure that quantifies the outcomes of accomplishing a project
Levels of Planning
Work planning can resemble a layer cake. It first starts with a sense of what your vision and mission is.
From there, the board identifies goals that it would like to achieve in the next three to five years, and a
transformation strategy to help them get there. Finally, come the work plans, which are planning
documents that articulate how, with whom, and with what money you’re going to accomplish each
project to successfully implement the identified transformation strategy and meet the vision of the
organization.
Who is responsible
Each layer of the cake is made at the hands of different stakeholders. This community participation
ensures that the work of the organization meets the needs of the stakeholders, it also ensures that the
work continues to stay interesting and challenging to volunteers charged to do the work.
The vision is often the work of community visioning sessions, open to the public and updated every
three years. This open dialogue is often an entry point into the organization for new volunteers who
share their wishes for the community and are in turn, offered an opportunity to help make them a
reality. It also ensures that the board of directors doesn’t fall victim to “group think,” and miss
important needs of the community.
This community visioning will allow the board to update mission and values based on the feedback
they’ve heard. This is often done through a board retreat or strategic planning session and can
sometimes include committee chairs and key partners.
The board then has the difficult task of taking all the feedback from the community and prioritizing it
into long and short term goals and objectives that are used to identify a transformation strategy to help
focus the programming that is needed to achieve the goals and vision for the community.
Finally, committee members identify projects that will support the transformation strategy identified by
the board. Or, committee members may work to slightly change existing projects to meet the strategy.
Either way, the projects come from the volunteers serving on the committee and are only reviewed and
approved by board members if they meet the goals and objectives outlined by the board.
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Work Planning
Now that we’ve talked about work planning from 30,000 feet, let’s discuss work planning as a daily tool.
As a busy director, you’ll find that the most legitimate argument for work plans is their role as the first
defense against accidental work. What is meant by accidental work, is work that may not meet your
mission, or further your organization, but somehow creeps into your daily tasks. Clearly outlining the
expectations of the committees, the organization, even your role as the director, can provide the
director with an easy way to avoid mission creep and your precious time slipping away.
Parts of a work plan
Communities each work from a different work plan template, sometimes including different items to
help them plan and prepare. Regardless of what template the community uses, all work plans include
the following items.


Projects
Projects are activities identified by each committee that would help achieve the vision for the
Main Street District and transformation strategy identified by the board of directors. This allows
each committee and volunteer to be creative and leverage their unique interests and skill sets.
The National Main Street Center website and listserv are great areas of inspiration for projects
and the MMS staff are always willing to help provide ideas from regional communities.



Tasks
These can often be intimidating but are really a “to do” lists for each project. The tasks can be
grouped by type of task, or in chronological order. The more detailed the better, but remember,
work plans are a living document and will likely change as more information comes to light and
planning is underway. Detailed tasks are helpful when trying to assign tasks to others within the
organization or outside the committee.



Timetable
Each task should be attached to a timetable. This level of detail ensures that the appropriate
amount of time is being dedicated to each step so that it isn’t a mad dash at the end. It will also
provide volunteers signing up for each task, the comfort of knowing when these activities will be
expected of them, so they can plan their life accordingly.



Responsibility
There are two areas within the document that you’ll find responsibility. The first is the project
manager. This person is usually responsible for updating and overseeing the work plan. The
project manager isn’t responsible for the entire project but is often the overseer of the entire
project, enlisting help from the committee, a subcommittee, or the Main Street volunteer base
and partners to complete the tasks.
Each task also includes the name of a person willing to take on the task. In many cases this may
be the name of a volunteer. However, in some cases, it may be a task that is best suited for a
partnering organization, or a general volunteer from the database. Every task may not include a
name, but must include a strategy for how that task will be completed.
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Work plans that fail to give thought to this important step are often left to the director to
complete, or in some cases, are never completed at all. Instead of setting yourself up for failure,
table the projects until adequate support is behind it and the project will be a success and
provide the director far less headaches.


Budgets
This is where some communities vary. Typically, communities include the cost to complete each
task, which will provide a total project budget. Some communities also include a revenue area
for each task as well to show the expected return of any fundraising project. And finally, other
communities include an area for actual expenses to provide a comparable against what was
budgeted. Regardless of the amount of information you choose to include, it is important to
include the expected cost of each task. This provides the volunteer assigned to the task a
budget to work within, and will provide the board a clear understanding of where the expenses
are coming from within each project.
Completed work plans ultimately become the foundation to the organization’s budget, so the
more detail in the area of revenue and expenses, the better.



Measure of success
Each project should be attached to a quantifiable measure of success. The measure should
directly relate to the previously identified vision and ultimately the successful implementation of
the transformation strategy. Most importantly, the measure should be something that can be
measured.
After each project is completed, the committee and board should evaluate the performance of
the project based on the measure and help improve the project for the future.

Using your work plan
People spend 80% of their time working on 20% of their job and Main Street Directors are no exception.
With so many constituent groups vying for your attention, it is easy for small “accidental projects” to
grow into huge time sucks.
The work plan, and work planning process can be your best defense against it. Instead of you saying you
don’t have time, putting the ball back in the volunteers court with encouragement to work plan tasks, or
limiting the organization to taking on projects that meet your identified goals. These aren’t defensive
tactics of a lazy director, but a way to keep you sane and your organization in step with the needs of the
community.
Another small task that seems to take up a lot of time is preparing agendas and materials for committee
meetings. Many committee chairs aren’t comfortable with the thought of taking on this activity on their
own. But this is often because they aren’t relying on the work plans. Work plans include a begin and
end date for each task which should be a guide for any volunteer, regardless with their familiarity, to
prepare an agenda.
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Process for work planning
Work planning is a process, and once your organization has gotten its groove, it is easy to replicate each
year. Work planning typically starts roughly four months before budgets are due to the City Council. If
you are in a community that isn’t responsible for turning a budget into the local municipality, feel free to
shave off an extra month.
Work planning begins with the board retreat or strategic planning. Prior to this there may have been
community surveys or visioning sessions, but it is most important that at least the board meets each
year to either reaffirm their vision and transformation strategy or identify new ones for the year.
Then the vision and transformations strategy are sent to each of the committees. Committees are asked
to brainstorm projects that would support the vision and transformation strategy or identify ways that
existing projects could be changed to address the areas of focus.
Each committee member identifies a project that they would like to be the Project Manager for, for that
year. The Project Manager isn’t necessarily responsible for all the tasks associated with that project, but
is the point of contact to report on the activities as they happen. Some committee members may be
Project Manager for multiple projects or none, depending on time they have available to give to the
organization.
Project Managers complete a work plan for each of the projects they have. This may mean writing a
new work plan or updating an existing work plan to address that year’s goals and objectives. Directors
often play a role in assisting committee members in writing or updating their work plans. Assisting does
not mean writing it for them. Assisting can be anything from helping find similar example plans from
other communities, to helping price out tasks, to filling in timelines, to helping input the information
into the appropriate template. When all work plans are complete, they are turned into the manager
who compiles them and presents them to the board of directors.
Board members take on the responsibility of reviewing all work plans and approving, denying, or asking
for amendments. When reviewing a work plan, board members should consider a variety of things.
Several questions are listed below:
1) Does the project help the organization or community reach the vision and transformation
strategy identified?
2) Is there a project chair other than Director? If it is the Director, will they be evaluated on the
performance of this project?
3) Is the measurement of success quantifiably measurable?
4) Does the measurement support the vision and transformation strategy?
5) Are there any steps missing from the tasks?
7) Is the committee reaching out to all appropriate partners?
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8) Is there any point within the project that you want them to circle back for board approval?
9) Are there any activities that would create additional liability?
10) Is there a volunteer, committee, planning partner, or strategy for finding volunteers for each
task listed? If the Director is listed, is it a task that requires staff support (financial, administrative,
etc.)?
11) Will the timeline of the project conflict with another project?
12) Could the timing be changed to take advantage of another project?
13) Is the cost associated with each line item reasonable?
14) Does the cost and number of volunteer hours spent align with the value of the project’s results
to the community or organization?
15) Can you afford the project or should it be sent back to committee for revisions or table the
project to allow time for fundraising?
16) Are there comments, reminders, vendors to consider, etc. that you’d like to add to remind the
committee when executing the project?
As mentioned above, work plans can be denied, but often times they are amended to better reflect the
organization’s goals or most often budget restrictions.
Now that the board has a complete list of work plans and costs associated with each project, they can
then begin the task of creating a budget for the new year that reflects each committees financial needs.
Budgets will include many reoccurring costs, but will also include line items for each committee and
their unique projects for that year.
Now that goals, work plans, and budgets are complete, the organization has a clear path for success for
the new year. This information is sent to the local municipality to be included in their annual budget if
necessary. Some communities also publish the information to share with donors and volunteers, as a
commitment to what they hope to accomplish.
Work Plan Projects Aligning with the Four Points
There are a number of projects and activities Main Street Organizations can take on depending on their
identified vision and transformation strategy. Below is a list of projects and activities that the
organization and committees can use to gather ideas when trying to choose projects during the work
planning process. Project should be chosen to successfully help the organization meet its vision and
implement its transformation strategy. These lists are just ideas and are by no means exhaustive. They
are also broken down by each of the Four Points to give your organization an idea of how certain
projects would align with the Four Points.
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Projects and Activities Aligning with Design:
Physical Assessment
 Photo Inventories
o Current images
 Exteriors
 Interiors - first and
upper floor
(especially vacant
buildings)
 Befores / Afters / Inprogress
o Historic photo collection
 Building Information Inventory
o Assessor's information (owner,
date, value, square footage)
o Amenities (heat type, loading
dock? elevator?)
o Use / Condition (include upper
floors)
Design Assistance
 Direct assistance to owner
o Develop/Revise proposals
o Locate contractors
o Locate suppliers
o Develop cost estimates
o Assist with labor
o Assist with incentive applications
o Provide incentives
 Design Tool Kit
o Awning samples
o Paint samples
 Technical Information: Resource
Library
o NPS Preservation Briefs
o Preservation Technotes
o N.M.S.C. “Building Improvement
File”
o Product information
Design Education and Awareness
 Workshops and Presentations
o Window Displays/Visual
Merchandising
o Main Street Building Basics
 Speaking engagements
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 Newsletter and press releases
 Awards / Recognition
 Contests
Public Improvements
 Space / Amenities Inventory
(streetlights, trash containers, drinking
fountains, benches / seating, vending
machines, pay phones, trees, plantings,
etc)
 Parking Inventory / Survey
o Number of stalls and location
o Percentage of occupancy
o Turnover
 Publics Improvements Program
o Clean-up days
o Streetscapes and amenities
o Way-finding signage
Planning and Ordinances
 Ordinances – review, revise, develop
o Historic Preservation Ordinance
o Signage Ordinance
o Sidewalk Merchandise Ordinance
 Design Guidelines
 Certified Local Government / Historic
Preservation Commission
o Formation
o Development
o Interaction
o Representation
 Historic Research Survey
o Windshield survey
o Sanborn maps
 National Register nomination(s)
o Districts
o Individual buildings
Incentives – Information and/or Marketing
 Local Incentives
o Grants and/or loans
 façade, signage, etc
 State
o MEDC Façade Grant
o CLG Grants
 Federal Historic Tax Credit
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Projects and Activities Aligning with Economic Vitality:
Assessment
 Base data collection
o Past surveys
o Historical census data
 Building inventory
 Partner with Design Committee
 Assessor’s information
(owner/date/value/square footage)
 Photographs
 Current use and availability
 Local contact (property manager)
 Business inventory
 List all businesses
 Categorize by type
 Know and understand your district
o Review secondary research (ESRI,
current census data, etc.)
o Conduct primary research
o Consumer survey
 Business visitation & survey
o Gather, tabulate and evaluate
primary & secondary research
o Present & act on findings
 Develop position statement
o Partner with Promotion
Business Retention
 Business directory
 Business assistance team
 Educational seminars and workshops
 Business recognition program
 Business succession/transition assistance
 Block captain program
 Newsletter articles
 Develop incentive package

Improving the Value of Real Estate
 Property Inventory
 Finding better uses for vacant or
underutilized buildings
o Total building utilization
o Upper story housing
 Commercial rehabilitation
 Develop & market incentive programs to
stimulate commercial & real estate growth
Business Expansion
 Focus groups
 Business
 Customer
 Market feasibility studies
 Business plans and projections
Business Recruitment
 Assemble recruitment packet
 Market data
 Available building information
 Community data
 Create recruitment teams
 Available Incentives
Advanced Real Estate Development
 Clustering strategies
 Determine existing clusters
 Create list of complementary businesses
 Proforma analysis
 Adaptive reuse studies
 Community Initiated Development (CID)
 Form group of local investors
 Identify properties
 Develop proposals
Monitor & Report Changes in the District
 ONGOING
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Projects and Activities Aligning with Organization:
Public Relations for the Organization




Create Communications Plan
o Who are you talking to
o How do they communicate
Use the tools that fit into the plan
o Create organizational presentation
o Establish speaker’s bureau and
conduct frequent presentations
o Create and distribute printed /
electronic / website newsletters
o Establish Main Street newspaper
column
o Create media kit for marketing
purposes
o Create press releases
o Submit frequent news articles
o Participate in radio shows /
interviews
o Create and distribute program
brochures
 Create and manage
website
o Use social media outlets to
promote organization
o Provide regular updates to city and
county government
 Have one on one updates
to council and take state
representatives and
legislators on tour of Main
Street district and
successes
o Compile work plans to promote
organization
o Develop organization brand and
style guides

Internal Communication
 Establish system for collection of
operational records (minutes, reports, work
plans, etc.)
 Coordinate Main Street mixers
 Create method to share appropriate
publications, examples and information
 Create annual report
 Plan and coordinate annual meetings

New Director Manual

Volunteer Development
 Volunteer Recruitment
o Develop leadership training
o Develop list of volunteer jobs
o Develop recruitment tools
o Internships, Bring a friend parties,
High School, Service Clubs,
Welcome Wagon, Young
Professional Clubs
o Create a volunteer database
o Ask peer to peer
o Set up information booths at
community events
o Encourage volunteerism at
speaking engagements
o Utilize local media, social media
and website to solicit volunteers
o Solicit volunteers in program
brochures and fundraising forms
o Develop a volunteer recruitment
campaign
o Engage civic, youth and senior
citizens groups in partnering on
specific projects
 Volunteer Orientation
o Develop interview and placement
for incoming volunteers
o Create job description template
and job bank or hot jobs list
o Develop formal process and tools
to orientate and educate
volunteers (board handbooks and
committee guides, use training
resources)
o Encourage attendance at local,
regional, state and national
trainings
 Volunteer Retention
o Send thank you notes frequently
o Write letters of appreciation to
employers and city and county
boards and staff
o Recognize volunteers in
newspaper, newsletter, website
and social media
o Host recognition events to thank
and showcase volunteers
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