in Street

Oklahoma Ma

Program Guide and Handbook

Restore, Restructure, Revitalize, Results



Welcome

Welcome to the Oklahoma Main Street network! You are now part
of a group of dedicated and knowledgeable Main Street directors,
volunteers and board members statewide, who have also decided
to take on the challenge of working to revitalize their communities’
commercial historic districts. The Main Street Approach is part of
a national movement whose primary focus is creating a positive
economic impact. The Oklahoma Main Street Program, established
in 1985, is overseen by the Oklahoma Department of Commerce.

Main Street work can be both rewarding and challenging. Keeping
that in mind, we have designed this resource guide to provide
you with an introduction to your new responsibilities — whether
as board member, volunteer or paid director. I, along with the
Buffy Hughes rest of the Oklahoma Main Street Center staff, am dedicated

State Main Street Director to helping your program grow while you help your downtown
become a positive catalyst for change. I encourage you to take this
opportunity to learn as much as you can about your downtown and
the Main Street Approach.

Again, welcome! We look forward to assisting you with the
revitalization of your downtown.

Sincerely,



MAIN STREET
AMERICA"
‘Coordinating Program

OKLAHOMA

Commerce

Cover photo Woodward Main Street
credit: Oklahoma Tourism
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History of the National
Main Street Program

For years, the traditional commercial districts

of the U.S. were declining and seemingly
decreasing in value. Shopping habits changed, new
competition appeared and investment opportunities
were perceived to be more lucrative outside the
historic core. The automobile gave customers new
choices for shopping, and expanded their shopping
range. Many communities tried to revitalize their
business districts by applying surface treatments
(pedestrian malls and slipcovering the buildings in
aluminum) or, worse, by demolishing dilapidated
buildings that seemed to have outlived their
usefulness. However, these sometimes expensive
ideas rarely solved the real problems — the
marketplace had changed and more than a facelift
was needed to become competitive again.

In town after town, the story repeated itself:
Businesses closed or moved to the mall, shoppers
dwindled, property values and sales tax revenues
dropped. Neglected buildings, boarded-up
storefronts and empty, trash-strewn streets
gradually reinforced the public’s perception that
nothing was happening and that nothing was worth
saving there. People forgot how important their
historic commercial buildings were in reflecting
their community’s unique heritage.

The National Trust for Historic Preservation
launched the Main Street Program in 1977 in
three demonstration program towns. The goal
was to spur economic development by using Main
Street’s historic buildings and existing resources
as the basis for incremental improvements in

the management and marketing of the historic
core. Out of these programs, the National Main
Street Center was born. The key to the Main
Street Approach is to improve the image and
value of the historic core through a balanced and
comprehensive process that requires incremental
improvement in four areas: Organization, Design,
Promotion, and Economic Vitality.

The Main Street process is built around the concept
of economic development within the context of
historic preservation.

Economic development is the process of increasing
the real wages of the residents of a community.
This can be done by increasing the capacity or
productivity of existing firms or by attracting
new firms. In either case, the desirability of a
community as a place to live will impact the
decisions of potential investors. A clean, healthy
environment, accessible services and involved
citizens, as well as a vital historic core of culture,
employment, government, education, shopping,
services and housing characterize livable
communities.

From the Main Street perspective, programs should
use a gauge of result-oriented measurements in
areas that include job creation, restoration of
commercial buildings and improved public works
in the target area, in addition to the transfer of
ownership, expansion of inventory, improved
business practices, and new businesses locating
to the historic commercial district. In other
words, communities are striving for confidence

in the ability of that area to provide a return on
investment. This feeling of confidence is often
reflected in intangible changes such as attitude,
perceptions of safety and cleanliness in the target
area.

Historic preservation itself has a benchmark: The
Secretary of Interior’s Standards for Rehabilitation.
These standards spell out what constitutes proper,
pristine restoration. Main Street approaches
historic preservation from an incremental
standpoint and adaptive reuse of the buildings. By
realistically appraising the value of commercial
buildings and capitalizing on the original quality of
construction and workmanship, the buildings of the
business district can be put back into productive
use.
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The
Main
Street

Four
Pointe
Approach

The Main Street Approach is an
economic development strategy
developed by the National Trust for
Historic Preservation in 1980. It
incorporates a Four-Point Approach
to economic revitalization consisting
of Organization, Promotion, Design
and Economic Vitality. Training and
technical assistance in Oklahoma
are coordinated by the Oklahoma
Main Street Center at the Oklahoma
Department of Commerce.

Organization

This point of the Main Street Approach

focuses on building collaboration among

a broad range of public and private sector
groups, organizations, and constituencies.

The committee plays a key role in keeping the
board, committees, and staff functioning by
attracting people and money to the Main Street
program. To succeed, this committee must take
responsibility for managing these financial and
logistical aspects of the non-profit organization:

* Raising money for projects and
administration from donations and
sponsorships.

* Overseeing volunteer activities by
recruiting and supervising people and
rewarding good work.

* Promoting the program to stakeholders and
the public.

* Managing finances by developing good
accounting procedures.

* Create a mailing list that includes business
and property owners, local interest groups,
officials, and supporters.

* Create and regularly update job
descriptions for both staff and volunteers.

* Develop a long-term fundraising plan.

Promotion

This point deals with marketing the district’s
assets to residents, visitors, investors and
others through special events, retail promotion,
and activities that improve the way the district
is perceived. The committee has the job of
promoting downtown as the center of commerce,
culture, and community life for residents and
visitors alike. To be effective, this committee
must move beyond cookie-cutter downtown
promotion ideas. Specifically:

* Understanding the changing market by
identifying both potential shoppers and the
competition.

* Identifying downtown assets, such as
people, buildings, heritage and institutions.



* Defining Main Street’s market niche and its
unique position in the marketplace.

* Creating new image campaigns, retail
promotions, and special events to bring
people back downtown.

* Evaluate promotional events including
information on attendance and impact of
reaching goals.

* Conduct outreach/media relations activities
including press releases, print media
columns, press liaison, feature articles,
radio, and television segments.

Design

The Design point involves improving the
physical environment by renovating buildings,
constructing compatible new buildings,
improving signs and merchandise displays,
creating attractive and usable public spaces, and
ensuring that planning and zoning regulations
support Main Street revitalization. Design
plays a key role in shaping the physical image
of Main Street as a place attractive to shoppers,
investors, business owners, and visitors.

To succeed, this committee must persuade
business owners, building owners, and civic
leaders to adopt a specific approach for physical
improvements to buildings, businesses and
public improvements.

* Educating others about good design, and
enhancing the image of each business as
well as that of the district.

* Providing good design advice, and
encouraging quality improvements to
private properties and public spaces.

Planning Main Street’s development
by guiding future growth and shaping
regulations.

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

* Working with the State Historic
Preservation Office (SHPO) to list the
district on the National Register for

Historic Places.

+ Create a design review process with
custom design guidelines.

* Develop district identification and way-
finding signage.

* Photograph downtown extensively
including before, during, and after photos
of rehabilitation work.

Economic Vitality

This point concentrates on strengthening the
district’s existing economic base while finding
ways to expand its economy and introduce
compatible new uses. The EV committee has
the job of identifying new market opportunities
for the traditional commercial district, finding
new uses for historic commercial buildings, and
stimulating investment in property. To succeed,
this committee must develop a thorough
understanding of the community’s economic
condition and opportunities for incremental
market growth by:

* Building entrepreneurial economies.

* Strengthening business including
strengthening existing businesses and
recruiting new ones.

* Infrastructure reuse by finding new
economic uses for traditional Main Street
buildings.

Development of financial incentives and
capital for business development and retail
operations layout.

Ascertaining progress by monitoring the
economic performance of the district.

Complete and maintain an inventory of
buildings and businesses.

* Develop a small, local business recruitment

packet and procedures.
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The Eight

Guiding
Principles

Main Street America’s experience in helping
communities bring their commercial corridors back
to life has shown repeatedly that the Main Street
Four-Point Approach® succeeds. That success is
guided by the following eight principles, which

set the Main Street methodology apart from other
redevelopment strategies. For a Main Street
program to be successful, it must whole-heartedly
embrace the following time-tested Eight Principles.

« Comprehensive: Downtown revitalization is
a complex process and cannot be accomplished
through the completion of a single project.

For successful long-term revitalization, a
comprehensive approach must be utilized.

« Incremental: Small projects and simple
activities lead to a more sophisticated

understanding of the revitalization process and
help to develop skills so that problems that are
more complex can be addressed and projects
that are more ambitious can be undertaken.

Self-Help: Local leaders must have the desire
and will to make the program successful. Main
Street America and the Oklahoma Main Street
Center provide direction, ideas and training,
but continued and long-term successes depend
upon the involvement and commitment of the
community.

Public/Private Partnership: Both the
public and private sectors have a vital interest
in the viable economic health of the historic
commerical district. Each sector has a role

to play and must understand the other’s
strength and limitations so that an effective
partnership can be forged.



McAlester Main Street Harper and Grey, photo credit: McAlester Main Street

- Identifying and Capitalizing on
Existing Assets: Business districts must
capitalize on the assets that make them
unique. Every district has unique qualities
(e.g. the distinctive historical buildings and
cultural heritage that give people a sense
of belonging). These local assets must serve
as the foundation for all aspects of the
revitalization process.

» Quality: Quality must be emphasized in
every aspect of the revitalization process.
This applies equally to each element of the
program from storefront design to promotional
campaigns to educational programs.

« Change: Changes in attitude and practice

are necessary to improve current economic
conditions. Public support for change will build
as the program grows.

Implementation-Oriented: Activity
creates confidence in the program and even
greater levels of participation. Frequent visible
changes are a reminder that the revitalization
effort is underway. Small projects at the
beginning of the program pave the way for
future successes as the revitalization effort

matures.
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Criteria for
Main Street
America

Designation

The Main Street America accreditation process
evaluates and provides national recognition to
established Main Street district revitalization
programs based on 10 basic performance criteria.
The following points should act as a roadmap for
your program and provide targets for better, more

effective performance.
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+ Widespread Support: The program enjoys

broad-based community support for the Main
Street district revitalization process, including
strong support from both the public and
private sectors.

Vision and Mission Statements:
The program provides vision and mission
statements that address current local
conditions and the Main Street program’s
organization goals.

« Comprehensive Action-Plan: The

program follows a comprehensive action plan
that outlines measurable program objectives,
specific activities for each of the four core
Main Street principles, timelines, budgets, and
personnel responsibilities. The action plan is
formally reviewed and updated annually.

Historic Preservation: The program
demonstrates a commitment to historic
preservation as a key to social and economic
revitalization in the community. The program
builds public awareness of local historic
buildings and implements a plan to effectively
preserve and manage these assets, which
includes preservation through restoration,
renovation and reuse. The program also
encourages responsible urban design,
development and land-use policies.



« Active Board of Directors and
Committees/Task Forces: The program
has an active governing board and well-
managed committees dedicated to each of
the four Main Street points. Both the board
and the committees/task forces have regular
meetings to address action plans and other
important issues within the program.

« Budget: The program maintains and
adequate and responsible operating budget
specifically dedicated to revitalizing the
Main Street district. The budget allows for
staff salary and benefits, training and other
development-related expenses, as well as the
program’s primary goals.

- Paid, Professional Staff: The program
employs paid staff, including a full-time,
trained program manager to oversee and

BHANDEIN
S

First Friday Oktoberfest Main Street Enid, photo credit: Oklahoma Tourism

coordinate all program activities. The program
has implemented staff management policies
and provides written job descriptions for each
position.

- Training for Staff and Volunteers:
The program provides ongoing training for
staff and volunteers, and takes advantage of
training provided through the Oklahoma Main
Street Center and Main Street America.

« Reports Key Statistics: The program
submits timely and thorough reports on its
progress as required by the Oklahoma Main
Street Center and National Trust Main Street
Center.

« Membership: The program is a current
member of the Main Street America network.
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Why Your Historic
Commercial District
Matters

Can malls and discount centers take the place of historic districts in the future? The answer is

most definitely "No." Though malls and discount centers play important roles in our communities,

historic commercial districts are much more than shopping centers. It is critical for everyone

involved in historic commercial district revitalization to understand the value of their area. Here

are some good reasons why those historic cores are important (though they’re not in any particular

order):
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* With more independent retail business,
sales tax increase.

* Historically significant buildings help
highlight your community’s history and
development.

* Independently owned businesses support
local families, and they keep profits in
town.

* The historic commercial district is a
reflection of community image, pride,
prosperity and level of investment — a
critical factor in business retention and
recruitment efforts. When industry begins
looking at your community as a possible

location, they examine many aspects.
Included is interest in the historic core —
is 1t alive and viable.

Your historic core is often a major tourist
draw. When people travel, they want to
see unique places. Unique assets could be
a building, museum, restaurant, a person,
the community, a festival. There isn’t one
like yours in the world!

As a business center, your historic district
plays a major role. It may even represent
the largest concentration of businesses in
your community. It can also serve as an
incubator for new businesses.



* The historic commercial district is usually
a government center. Most likely it is
where your city hall, county courthouse,
and post office are located. This “one stop”
shopping for government services is a
notable feature of historic cores across the
country.

* A healthy Main Street core protects
property values in surrounding residential
neighborhoods. If the district declines,
property will decrease in value and
subsequently increase the tax burden on
other parts of your community.

* The historic commercial district represents
a vast amount of public and private

Magnolia Farmers Market, Durant Main Street, photo credit: happytrailsphotography.com

investment. Imagine the costs to recreate
all the public infrastructure and buildings
already existing in your central business
district. Think of the waste of past dollars
spent if the area is neglected.

Your historic core provides a sense of
community and place. As Carol Lifkind,
author of Main Street: The Face of Urban
America, said “....as Main Street, it was
uniquely American, a powerful symbol of
shared experiences, of common memory, of
the challenge, and the struggle of building
a civilization...Main Street was always
familiar, always recognizable as the heart
and soul of the village, town or city.”
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Commercial District

Revitalization:
The Facts of Life

Here are some hard won but solid advice about revitalizing a commercial district:
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« There is no magic bullet. No formula,

no big fix answers, nor easy solutions. The
Main Street Approach cannot save you from
hard work, but it can substantially improve
your chances for success by giving you an
effective and structured framework for your
revitalization efforts.

There are no handouts. Most traditional
government and foundation grants shun
projects that involve commercial enterprises,
and the days of urban renewal’s big fix projects
are gone.

Most resources are local. Whether

you need people or money to make projects
happen, they are most likely to be found in the
community, and YOU must find them.

Not everyone will like you. Not even
everyone you must work with. You must forge
coalitions and partnerships that have never
been formed, and many of the people involved
may not be used to working with each other.

Everyone has an agenda. It is probably
not just commercial district revitalization.
YOU must create the culture — and the priority
— for Main Street’s renewal.

Some change will be needed. Most
historic commercial districts will never
again be able to provide the range of goods
and services they offered decades ago. To

support the rehabilitation and maintenance of
commercial areas in today’s market, we must
aggressively expand Main Street’s business
mix — and its market area.

- You can’t do it alone. Main Street is

not entirely city hall’s responsibility, but
independent business owners can’t do it

alone, and neither can citizen activists. A
collaborative effort, combining the unique
skills and vantage points of public and private
sectors, is essential.

Revitalization won’t happen
overnight. It is a gradual process that
begins with small steps, eventually building
capacity to tackle larger, more complicated
revitalization projects and problems. “Big fix”
solutions to commercial district revitalization
almost always fail to bring the kind of lasting,
positive change that they promise.

The process is never finished.
Traditional commercial districts, like shopping
malls or industrial parks, require full-time,
professional management.

You are just as qualified as anyone
else to make it happen. Thousands of
concerned citizens and business owners make
a difference in revitalizing their historic
commercial districts just by stepping up to
help, regardless of experience or background.
We can provide the tools to help you help your
district.



Who Benefits from a

Revitlized Historic
District

By helping various groups see that they share a similar vision, the program can foster the cooperation

and support it needs from the community or neighborhood. Furthermore, by identifying each

organization’s greatest strengths, the Main Street program can help focus that group’s energy in the

areas where it can contribute best.

- Retailers — have a vested interest in the
success of a revitalization program. An
improved commercial district offers greater
opportunity for business growth and expansion,
a broader customer base, and less financial
risk for store owners.

- Property owners — Because they literally
own pieces of the commercial district. Stable
or higher rents, increased occupancy rates,
improved marketability of property, and higher
property values.

« Financial Institutions — They benefit in
several ways, from making new business loans
to being able to attract new industry to the
community. Local revitalization programs help
satisfy their directives under the Community
Reinvestment Act.

« Professionals and Service Businesses
— They have access to a ready-made customer
base from area employees; they have increased
exposure to other potential clients as more
people begin to shop or live in the district; and
they have a pedestrian-friendly location filled
with nearby amenities such as government
offices, banks, and other institutions.

« Chamber of Commerce - Potential new
member businesses, healthier overall business
climate, potential partnerships on joint
projects.

+ Residents — Local accessibility to goods and
services, preservation of community for future
generations, more employment opportunities,
boosts residential property values.

- Local Government - Because local
government plays a major role in directing
the community’s economic growth and other
policies, it must be an active participant.
Increased sales and property tax base.

« Community partners (civic clubs, senior
citizens, arts groups, religious institutions)
— By taking part in the revitalization
effort, service clubs, civic groups, and other
organizations can improve the community’s
quality of life and make the commercial
district a more pleasant, vibrant place for
their activities and members. They can also
supply volunteers who will bring valuable
expertise to the revitalization program.

» Schools — Involve schools, colleges, and
universities. Youth involvement in civic
projects, use of commercial district as
“classroom’ for school projects, potential
employment and business opportunities, more
places to go and activities for youths.

« Industry — Improved quality of life makes
recruiting and retaining employees easier.
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Oklahoma
Main Street
Center

The Oklahoma Main Street Center, a division within the Oklahoma Department of Commerce,
was established in 1985 and began with five pilot programs. The Center now offers training and
technical assistance to 32 active programs. Through March of 2020, the Oklahoma Main Street
Center has seen more than $1.8 billion in public and private reinvestment downtown and 14,585
building rehabilitations. There has been a net gain in businesses of 5,743 and a net gain in jobs
of 19,756. Volunteer hours have only been tracked since 2002 and to date are 1.6 million.

BY THE
NUMBERS

\ S

@ &

ffand
Active

Communities

2019
Total Amount of
Private and Public

32 Reinvestment Program to date: 14,585
$63,422,795
i vttty
.I 42 Volunteer

New Businesses Hours &§§

openings, expansions, relocations 68,428

Program to date: 5,743 Program to date: 1.6 million
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Oklahoma

Main Street
Services

The Oklahoma Main Street Center provides training, resources and technical assistance for preserva-

tion-based commercial district revitalization. Based on the National Main Street Center’s guiding

principles and nationally recognized Four-Point Approach®, the program offers a practical strategy

scaled for each local program. Main Street promotes public and private partnerships and local

leadership, commitment, and synergy while delivering tangible and intangible benefits to both

communities and neighborhood districts. Services available by point include, but are not limited to:

Organization

* Board Training/Retreats

* Program Director Training

* Volunteer Recruitment Training

* Fundraising Training

* Membership Recruitment Training

* Consultant Selection & Procurement

Assistance

* Strategic Planning Session
* Vision and Mission Session

Promotion

18

* One-on-One Business Marketing Consultations
* Asset Analysis

* Retail/Special Event Planning Assistance and

Evaluation

* Overall Program Marketing/Image

Consultations, Reviews and Evaluations

* Web/Social Media Development, Assistance,

Evaluation and Training

Design
* Facade Design Assistance
* Design Technical Assistance and Training
* Interior Design Assistance
* Window Display Training
* Merchandising Assistance

* Placemaking Design and Assistance

Economic Vitality

* Confidential Business Consultations

* Business Inventory Database Creation

* Business Planning Assistance

* Controlling Profit Training

* Survey Assistance

* Customer Loyalty Training

* GIS Census Database (LocateOK) Training
* Market Analysis Assistance

* Retail Analysis Study



Meet Our Staff

Buffy Hughes

Main Street Center Director
Organization Point Person
405-815-5249

Buffy. Hughes@okcommerce.gov

Tamara Price

Program Coordinator
Promotion Point Person
405-815-5146
Tamara.Price@okcommerce.gov

Kelli Yadon

Program Coordinator
Marketing Manager
405-815-5379
Kelli.Yadon@okcommerce.gov

Jeremy Zeller

Economic Development Finance Specialist
Economic Vitality Point Person
405-815-5186
Jeremy.Zeller@okcommerce.gov

Office Location:

Oklahoma Department of Commerce

900 North Stiles, Oklahoma City, OK 73104
Phone: 405-815-6552

Toll Free: 800-879-6552
Okcommerce.gov/main-street

Follow us:
facebook.com/OKMainSt



Main Street
Development
Patterns

Over the last 30+ years certain patterns seem to be
consistent throughout Main Street programs in the
National Main Street Center’s network:

The Catalyst Phase:

This phase of growth, typically for first- and
second-year programs, is characterized by
organizational development, partnership
building, and establishing a credible presence
(of the program) in the community. This phase
can last from 2 to 4 years and is a critical time
for the program to build the foundation for
the organization, learn basic skills, develop

a strong volunteer base, and achieve some
highly visible projects in the community. It is
a time of enthusiasm, high hopes, and some
skepticism. While the first-year programs
focus on the organizational and promotional
activities, second-year programs usually shift
their emphasis to design projects and the
economic vitality committee has finished with
the initial data gathering projects.

The Growth Phase:

The transition to this phase takes place when
some system for guiding design changes is

in place. This is when long-term strategic
thinking concerning future development is
evident; the program enjoys a good reputation
(planning its work and working its plan); and
the organization has an understanding of the
local economy and market factors affecting the
community. The largest economic gains will
occur in this phase, not the catalyst phase.
This phase can last from 8 to 12 years.

The Management Phase:
This phase is the one with the most tangible
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benchmarks. These benchmarks are:
* 70% of the buildings renovated
* Ground floor vacancy rates between 5%
and 8% vs. upper floor vacancy rates less
than 20%
* Regulatory aspects addressed
* High public awareness

These phases may cycle back and forth over the
lifetime of the organization, and it’s very important
to recognize where your program is at in order to
keep the momentum going towards success.

Attitudes:

The attitudes of those involved with Main Street
and those affected by it will indicate how well the
program is being accepted by the community.

* The attitudes of volunteers are important
because their time and skills are essential
to the program’s success. Finding out
whether the volunteers are enthusiastic
about their involvement, whether they
support the direction of the program and
whether they feel their contributions
are valued. These observations are best
accomplished during the committee
meetings.

Those who feel the effects of the program,
such as merchants, property owners

and downtown shoppers, should also

be surveyed for their attitudes toward

the Main Street program. They are

Main Street’s constituency - the gauge
against which the program’s credibility is
measured. Do they see change occurring
for better or worse? Has their image of the

downtown changed?



Tahlequah Main Street, Photo Credit: Tahlequah Main Street

Main Street programs do not operate in a vacuum,
they will always be influenced by factors beyond
their control. By understanding the larger
environment, a program gains perspective about
the past year’s activities and learns ways to
improve effectiveness.

Political Climate:
An annual assessment of the political climate
should answer the following questions:

* How has the Main Street been most
helpful to the city? How has the city
assisted Main Street?

* What areas need greater cooperation?

* What is the frequency and quality of
communication between the city and Main
Street?

* Who are the important people at city hall
and what is their relationship with Main
Street?

* What priorities has city council set for the
coming year?

* What potential changes, including
elections, are anticipated in the coming
year and how will they effect Main Street?

Economic Climate:

A community’s economic climate can also change
rapidly and have a variety of effects on the Main
Street Program. Fluctuations in an areas base
economy will affect jobs, municipal revenues and
discretionary income. The point to be made here
is that although Main Street may not be able to
alter sudden economic changes, it can often adjust
program priorities to mitigate their effects.

Relationships with Other Organizations:
Relationships with other key groups need

to be reviewed. The chamber of commerce,
economic development authorities and councils
of government all have interests that include
downtown, but are broader in scope. Their
activities may complement or compete with Main
Street goals; some are single issue oriented or
are politically influential, particularly service
organizations. Main Street can assess its
relationship with each by answering a few key
questions:
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* What are the common areas of interest
between Main Street and the organization?

* In what areas have Main Street and the
organization cooperated in the past year?

* How can cooperation be improved?

* Do the organizations share any Board
members?

* What is the relationship between the
staffs of the organizations?

Program Activities:

Monitoring program activities is as close as

Main Street will come to establishing a bottom
line! Quantifiable results, such as the number of
promotional events and design improvements,

will give the program credibility in the eyes of

the community and will provide Board members
and other volunteers with a yardstick by which

to measure their contribution. A more difficult
challenge is evaluating the quality of those results,
and this can best be evaluated by comparing the
program activities to the action plan. How well did
the program do what it planned to do?

The issue of whether Main Street should take
credit for all downtown activity is that the bottom
line here is - results are results. Whether Main
Street was directly responsible for every activity
is irrelevant. By noting all changes that have
occurred and then comparing the Main Street’s
progress with its action plan, the Board can then
determine accountability without analyzing each
activity for its particular Main Street connection.

Basic Operations:

How well an organization functions depends on
how well it manages its human and financial
resources. Regular review of the program’s internal
management systems is essential to head off
problems before they get out of hand. The key
operational areas to assess include: structural
items; financial management; communication
systems; leadership development; committees;
and the staff. The local program can review these
internal management systems by answering a few
key questions.

22

Structural Items: Are articles of
incorporation, by-laws and tax status all in
place?

Financial Management: Are the budget and
fund-raising plans complete and up-to-date?
Are monthly financial reports available to the
board and program manager?

Communication Systems: How is
communication handled between the staff and
the board? Between committees? Between
Main Street and its organizational partners?

Leadership Development: Is new leadership
emerging? Is it encouraged? Does current
leadership have the board’s confidence? Has a
system for succession been established?

Staff: Is performance satisfactory? Has a
personnel review been conducted? Have
commitments to staff concerning benefits and
contracts been fulfilled?

Finally, some time should be spent reviewing the
way things get done by the board. How people feel
about the process will often determine how they
feel about the product. Answer these key questions
about the functionality of the board:

* Does the board encourage all its members
to participate in discussions?

* Is decision-making an open process?

* Is consensus valued?

* Does the board do committee work?

* Does the board make effective decisions
about downtown issues?

These factors not only affect the efficiency of
the organization, they also affect the morale of
volunteers.



Main Street:

Keys to Success

Organization is merely the structure within

which a program achieves their goals. Effective
organizations are much different from just a bunch
of people meeting, and trying to determine how to
solve problems that are not properly identified and
prioritized. The emphasis from the Main Street
point of view is a comprehensive action plan for the
organization that starts with a vision of how the
organization wants the downtown to change over

a period of time and which of the four points those
changes fall under.

A Well-Functioning Main Street:

- Provides the stability for a long-term
program: The Oklahoma Main Street Center
(OMSC) requires a three-year commitment
from participating towns and provides the
training for start-up and continued success.
The goal is a long-term, well-functioning
program.

- Develops a clear sense of mission
for the program: One of the services the
OMSC provides is training in the visioning/
action plan process. OMSC staff will lead the
organization through the visioning process and
assist with action plan creation.

« Has well defined goals: Using the action
plan process ensures that the goals for the
program will be specific and achievable.

- Establishes dependable funding:
To be accepted into the program the
community must demonstrate they have the
funding in place for the first year of operation
and show evidence of a three-year commitment
for funding the program. Because the goal is

to establish a long-term program for those
towns who are accepted, the OMSC provides
fundraising ideas and training.

Maintains widespread support from
all segments of the community:

This is an important part of developing

an organization that primarily involves
communicating what changes have taken place
or are in the planning stages in the downtown.

Effectively builds working
committees (which are the backbone of the
organization).

Develops a comprehensive action
plan based on all four points of the
Main Street methodology.

Reasons for Failure:

Main Street America can boast of an
82% success rate nationwide. They have
identified some reasons for programs to
fail:

* Not working comprehensively on
all Four Points.

* Failure to forge partnerships.

* Duplication of activities.

* Failure to hire staff.

* Lack of long-term commitment.
* Not understanding the “forces of
value.”

The “forces of value” (economic, political,
social and political) correspond directly to
the importance of integrating and blending
the Four Points of the Main Street approach
(economic vitality, organization, promotion,
and design).




Organizational Structure:

Creating a

Board of Directors

The local program’s board of directors should be a
strong, working board capable of developing and
implementing policy to create positive change.

Purpose:

Collectively, the board of directors assumes

legal and philosophical responsibility for all
Main Street activities. The board of directors

is solely responsible for establishing program
policy, approving the annual program budget and
determining the goals of the program.

Board of Governance:

The board of directors is the legal guardian

of the organization and is responsible for the
organization’s current and future welfare. The
board has three primary legal duties knowns as
the “duty of care,” “duty of loyalty,” and “duty of
obedience.”

* Duty of Care: Take care of the nonprofit
by ensuring prudent use of all assets,
including facility, people and good will.

e Duty of Loyalty: Ensure that the
nonprofit’s activities and transactions
are, first and foremost, advancing its
mission. Board members must recognize
and disclose conflicts of interest and
put aside any personal or professional
interest and place the interests of the
non-profit ahead of them. Loyalty also
means respecting the confidentiality of
the organization’s affairs by not disclosing
them to outside individuals that leads to
loss of opportunity for the organization.
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* Duty of Obedience: Ensure that the
nonprofit obeys applicable federal, state
and local laws and regulations; follows
its own bylaws; and that the nonprofit
adheres to its stated corporate purposes/
mission.

Legal Consequences of Nonprofit Actions:
When an individual board member or a full
board fails to comply with statutes, they can be
held legally liable for criminal or civil monetary
penalties.

Potential Members:

The board should be a decisive, action-oriented
group, small enough to establish a quorum easily
and large enough to represent a cross-section of
the community. Ideally, the board should have
between nine and 15 members that come from the
following groups: the commercial district’s property
owners, retailers, professionals, and other business
owners; lenders, city and/or county government
officials; business association members; heads of
neighborhood organizations, recognized community
leaders; local civic organizations, preservation and/
or historical societies; or interested citizens.

Term Limits:

It is best to rotate one-third of the members off the
board each year to prevent burnout, attract new
leadership, and avoid domineering personalities.
This requires staggering terms for the original
board members. If more people are interested

or need to be involved, remember that there are
plenty of standing and ad hoc committees on which
these individuals can serve.



Ardmore Main Street new streetscape, photo credit: Ardmore Main Street

The organization by-laws should limit terms

of office for board members. The most common
limitation is 2 three-year consecutive terms

of office. Sometimes the by-laws allow a board
member to come back after a three-year absence
for another two consecutive terms. However, it is
very important that board members continually roll
off the board and new board members are selected
from the community. If this does not happen

with regularity, the organization is perceived as
belonging to a select group and not the community.
This has been the cause of failure for some
downtown organizations.

Officers:

Usually elected by the organization’s board or by
the membership, the officers typically include a
president, vice president, treasurer, and secretary.

Ex Officio Board Members:

These are people who serve on the board because of
another office they hold, such as the mayor, council
member, or the president of a local institution

like a university or the chamber of commerce. If

the current mayor resigns, for example and a new
mayor is elected, the new mayor will take the
board seat. Sometimes an ex officio member will
designate a staff person to serve in his or her place.
Be careful, however, not to put too many ex officio
members on the board, as their role is often one of
communication, not leadership. Ex officio members
can be voting or nonvoting, depending on the
program’s bylaws.

Executive Committee:

The executive committee, typically composed of the
board’s officers, can streamline board meetings by
handling administrative items that do not merit
full board discussion. Non-controversial items,

such as record-keeping systems, approval of staff
vacations, office equipment, etc., can drag out board
meetings unnecessarily. The executive committee
can also be a good place to start policy discussion so
that when the discussion reaches the full board, it
is already focused. Remember to keep the executive
committee small. More than six committee
members becomes a miniature board of directors.
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Board Officer Job

Descriptions

President:
* Serves as primary link between the board of directors and the executive
director.
* Acts as coordinator to facilitate decision-making process.
* Delegates responsibilities.
* Monitors accountability of the organization.
* Supervises executive director’s performance.
* Works with executive director to determine board meeting agenda.
* Chairs board meetings.
* Calls special meetings when necessary.
* Appoints committee chairs with board input.
* Serves as a visible leader of the organization.

Vice President:
* Supports president and shares responsibilities as delegated by president.
* Performs presidential duties when president is unable to do so.
* In some cases, takes a more active role in monitoring committee activities.

Secretary:
* Serves as primary record keeper.
* Transcribes and prepares official board meeting minutes for approval by board
and delivers them to the executive director.
* Maintains these documents in a format that is accessible by all board members
and the executive director and that can be carried to meetings for use as a
reference.

Treasurer:
* Pays debts and taxes on time.
* Prepares monthly financial reports (should be submitted to the executive
director for inclusion with the minutes of the next board meeting).
* Maintains all financial books and records in auditable format, according to
standard accounting practices.
* Provides financial information upon request.



Board Member

Orientation Checklist

Describe the Organization to the Board
Member:
¢ Who the Main Street organization serves
¢ What the organization does
¢ How the organization is financed
¢ Any other key information regarding the
purpose and function of the organization

Explain and Discuss with Board Member:
0 Meeting attendance —both full board and
committee
¢ Committee Assignment
¢ Board role and relation to administration/
staff

Conduct Tours:
¢ Designated historic district and focus
area; organization office
¢ Greater community, if necessary

Deliver Important Information to Board
Member:
¢ Letter of welcome from the program
director
¢ Organizational materials (brochures,
membership information, etc.)
¢ Mission and Vision statements
¢ Bylaws and articles of incorporation
0 Board policies
¢ Copies of the minutes of board meetings
from the last year

¢ Current budget and other financial reports

including year-end statements from
preceding year

¢ Current action plan including goals and
objectives

¢ Long-range strategic plans

¢ Latest newsletter

¢ List of all board members, including
addresses and telephone numbers

¢ List of committee members including
committee chairs

¢ Calendar of meetings and events for the
year

0 Any other important documents or
materials

Introduce Board Member to:

¢ Chairperson of committee to which board
member has volunteered

¢ Other board members and committee
chairs

¢ Others who play a prominent role or have
a strong relationship with the program

Collect Data:

¢ Mailing address, email address and
telephone numbers

¢ Best time to contact

¢ Best time for meetings

¢ Other important information
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Selecting Board Members

When choosing board members, look for
three types of people:

* Those who will become actively involved in
planning and implementing projects

* Those who can provide needed services
or information, such as accountants,
architects, or lawyers

* Those who have money or access to
money that could be used to finance the
program’s projects.

In short, board members should bring the following
to the organization: commitment, leadership, time,
enthusiasm, money, community respect, and skills.

Seek to balance the composition of the
board, both ethnically and by gender, within
the context of these criteria. Each board
member should offer one or more of the
following:

* A demonstrated interest in the program’s
purpose and goals.

* Specific experience in and/or knowledge
of administration, finance, program
development, advertising, public relations,
commercial district activity, communications,
design or economic development.

* Representation of a public or private
organization in the community.

* A commitment of four to 10 hours a month.

As a group, the Main Street Board is
responsible for:

* Fundraising and collecting the funds needed
to operate the program, both asking and
giving. This is not the program director’s
responsibility.

* Walking, talking, and advocating for the
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local program. If not you, who?

* Accountability to the community for the
successes of the local program and for
the wise use of its resources, both human
and financial, in the best interests of the
commercial district.

* Planning for the long and short-term...
Mission, vision, and action plans!

* Monitoring and approving the budget.

* Reviewing the performance and salary of the
director.

* Evaluating the program and the progress.

* Governance of the organization, board and
policies.

* Volunteer recruitment to carry out projects
and activities.

Individually, board members need to pause
for a moment and understand what is
expected of them. As a board member, you
need to:

* Participate with your knowledge, time, and
money.

* Attend monthly board meetings and activity
assignments.

* Understand the mission of the local Main
Street program and actively promote its
goals. You must commit this mission to
memory!

* Share your opinions at board meetings and
then support the board’s decisions as they
are made.

* Learn all you can at educational sessions
and other opportunities related to the
development and management of commercial
districts.



Main Street Boards should represent the
four W's:

Board of

* Workers who are willing to roll up their

sleeves and actively participate in the
implementation of the program

* Wisdom which will further the mission of

the local program

* Worrier (at least one!) who will act as the

reality check for the entire board.
* Wealth and ability to know where to get
it!

Finally:

* Do not ask or expect board members
to wear more, or fewer, than two hats!
Board members should serve on the

board and one committee. They cannot
serve well on the board unless they also
serve on a committee because within the
committee structure is where the work

of the organization is done. However,
they also cannot serve adequately on the
board of directors and on more than one
committee.

Do not ask or expect board members to
give more than five hours per month for
volunteer activity, exclusive of meetings!
If your board members are the only ones
doing the work, then it becomes a board
organization instead of a community
organization.

Directors
Composition:

Officers:

(Executive Committee)
President
President-Elect

Vice President
Secretary

Treasurer

Past President

Committee Members:

(at least one from each division)
Organization

Promotion

Design

Economic Vitality

Other Members/Volunteers

The Board of Directors is made up

of the officers, at least one committee
member from each division, and other
members or volunteers.



Board

Effectiveness

How well a board functions depends on how well
the members understand their roles; conduct
meetings; resolve conflicts among themselves;
and communicate with volunteers, the executive
director and the community. All Main Street
revitalization programs need to develop qualified,
effective board members regardless of the type of
community in which it is located.

Leadership Development

Successful leaders motivate and manage people to
bring about desired results. They must be able to
work with people and be willing to make difficult
choices. Without strong collective leadership, the
Main Street program will flounder. As an effective
leader, you should:

- Give yourself permission to be a leader.

Some people think they aren’t worthy to lead.

While others may be more capable, they are
not serving—you are. Leaders who make self-
denigrating statements and are reluctant to
make decisions not only let themselves down,
they hinder the program. Many of us simply
need practice and confidence in what we are
doing.

- Take the time to be a leader. Being an
effective leader means attending many
meetings, both as part of the program and
as its formal representative to other groups.
Informal activities are equally important and
time consuming. Allow yourself sufficient
time to be a good leader; on average, a board
member should expect to give four to 10
hours a month to the job.

- Be positive and optimistic. Leaders set the
mood for program volunteers and staff. Start
meetings with positive remarks. Resist the
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tendency to forget the good things and focus
only on the problems.

Recognize and accept that the leader
serves as a symbol. When you become a
leader, you become a symbol of the program.
Be aware that your personal opinions may
be interpreted as those of the organization
and take care how and when you speak.

Be a worker! Those who pick up a broom
on a clean-up day win a lot of respect and
support. Effective leaders don’t ask others to
do something they would not do themselves.
However, be sure to maintain a balance and
do not harm your program by trying to do it
all yourself.

Understand and accept people as they
are. Identify and tap into an individual’s
interests and talents. You may not be able to
change someone’s personality, but you can
harness his or her energy and skills.

Show people they are part of the

vision. People need to know that they are
among the shapers and contributors to

the revitalization program. Keep lines of
communication open and share the vision.
Empower others. Empower program
workers by identifying capable people

and recognizing them formally in public
speeches as well as informally. Encourage
them to make decisions independently of
your counsel. Identify the parameters of a
project, and then give others the opportunity
to implement it. Do not get caught up in
your own control and credibility. You have
more to gain by sharing the credit than by
claiming it.




Committee, Sapulpa Main Street, photo credit: Sapulpa Main Street

- Be an open, honest communicator.
Always tell the truth. Show people you are
open to constructive criticism and listen to
what is being said. If people believe you are
not listening to them, they are apt to work
around you, against you, or not at all.

Be a decisive, yet flexible negotiator. There
will come a time when a group will want to do
something its leaders have doubts about. Judge
the risks, deciding what can be gained and what
might be lost. Know where you can compromise
and where you can be flexible. If it seems
reasonable, let the group try its idea.

- Don’t compromise basic principles.
Thomas Jefferson said, “in matters of
style, swim with the current; in matters of
principle, stand like a rock.” Stand firm on
your own personal principles and those of
Main Street.

- Focus on the problem. Passing judgment
on others will block your own thinking. By
concentrating on the issues instead of on
blame, you will keep people from choosing
sides and keep them focused instead on
solving the problem.

- Ask for help. Effective leaders know that
when they do not have the skills or time to
carry out a project they should involve others

in the process. Supplement your talents
with the abilities of others to keep the
organization strong.

Investigate when “things are going too well
to be true”. Hidden conflict may result from
stagnation or the undue influence of one
individual. At other times, unspoken conflict
stems from a fear that cooperation will be
lost if differences of opinion are voiced.
Conflict is part of an effective group process
for arriving at good decisions.
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Main Street
Program Director

Job Descriptions

The Main Street program is a comprehensive program, which requires many skills. The
program director is responsible for the conduct, execution and documentation of the program.
A program director is the principal on-site staff person, the contact person for the community
and is responsible for coordinating all program activities locally, as well as representing the
community regionally and nationally as appropriate. They also serve as the local expert for
the historic commerical district.

The director cannot be the one person doing all the work. When a program becomes too
dependent on the director to do everything there is a very real danger of failure for the
program due to burn out of the director, and when he/she leaves, the board is not strong
enough to hold the program together. The board is responsible to maximize the time of the
director.

Organization:
* Encourage cooperative climate between historic core interest and local public
officials.
* Work with local organizations and encourage improvements in their abilities to
undertake joint activities
* Represent the community at prominent conferences on the state and national
levels

Committee/Task Force Development:
* Helps the committees and the chair learn the mechanics of committee
management
* Provides expert advice and concise information on revitalization and the Main
Street Approach
* Collaborates with committee members and chair as a strategist/planner

Action Plans:
+ Assists committee members in developing action plan documents
* Helps committee members complete their projects but does not assume
responsibility for those activities.
* Integrates own action plan with the committee’s plan

Fundraising Activities:
* Coordinates fundraising campaigns, newsletter production, volunteer
communications, and financial systems
* Helps members coordinate projects



Promotional Projects:

* Coordinates production of PR, graphic image, and other promotional materials.

* Helps members coordinate special events, retail promotions, and advertising
activities.

* Keep program and its goals and objectives constantly in public eye through
speaking engagements, radio, television appearances and newspaper
interviews.

Rehabilitation and Design Projects:

+ Coordinates information on design assistance and financial incentives for
building owners.

+ Acts as first contact for the public on preservation issues in the commercial
district.

* Assist individual tenants and property owners with physical improvements to
property through professional design consultants.

Economic Vitality Projects:

* Coordinates data collection, analysis, financial incentive programs, and other
economic devel-opment activities.

* Helps members coordinate business improvement seminars and workshops.

Volunteer Management:

* Helps chair develop good systems for recruitment, supervision, and reward of
volunteers.

+ Helps develop volunteer capacity of committees by participating in recruitment
efforts.

Committee Meetings:

+ Attends most meetings to provide technical information and professional
opinions.

* Helps strategize and develop solutions.

* Works with chair to assure that decisions and assignments are made and
completed.

Program Directors do not...

* Run committee/board meetings or take minutes.

* Have authority over the committee or its structure.

* Take on the majority of tasks in the action plans.

* Take the lead on donor solicitation and fundraising.

* Take the lead on organizing or running events and projects.

* Report committee updates at board meetings.

* Sign their own paycheck.

* Manage the accounting (that’s the treasurer’s responsibility).

* Write the newsletter.

* Voice organizational opinions without the approval of the board of

directors.




Main Street

Program Stratgies

Every community and commercial district is different, with its own distinctive assets and sense of place. The
Main Street Approach™ offers community-based revitalization initiatives with a practical, adaptable framework
for historic commercial district transformation that is easily tailored to local conditions. The Main Street
Approach helps local programs get started with revitalization, and grows with them over time.

Transformation Strategies: The Main Street Approach is centered around Transformation
Strategies. A Transformation Strategy articulates a focused, deliberate path to revitalizing or strengthening a
downtown or commercial district’s economy. Transformation Strategies are generated through meaningful
community engagement and informed by an analysis of the district’s market position. These “strategies” help
guide a revitalization program’s work and should be organized around the Four Points of Economic Vitality,
Design, Promotion and Organization. An effective Transformation Strategy serves a particular customer
segment, responds to an underserved market demand, or creates a differentiated destination.
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that measuring impact makes for a more effective organization. And in turn, savvy funders recognize that

an organization is a worthwhile investment if they can be specific about their impact. So, whether your
organization is looking to better assess internal operations, communicate more effectively about your

mission, build on successful programming, or strengthen your bottom-line (likely, you're doing all of these

things), measuring impact is key.

In addition, the Main Street Approach emphasizes the importance of rigorous outcome measurement,
both as a means to assess effectiveness, and as a way to communicate the impact of the Main Street
program to stakeholders. While all Main Street programs measure standard outcomes through the
collection of Reinvestment Statistics, each local program should also be looking at a series of tailored
outcome measures that reflect your program’s particular goals as an organization, as well as the

Transformation Strategies that have been developed.
OMSC Program Guide and Handbook
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Main Street Program

Structure

Committees/Task Forces

(Design, Promotion, Economic Vitality,
and Organization) are the workforce

that implements the activities, and well-
functioning committees/task forces should:

* Develop and prioritize their action plans
with board approval.

* Be concerned with implementing and
documenting the program.

* Endeavor to build new relationships
(enabling other groups to come together
and work for a common goal)

* Develop leaders
* Determine ways to measure success

Committee/Task Force Chair
Responsibilities:

* Calling meetings and running the
meetings, and keeping them on schedule
and to the point.

* Making sure each member’s opinion is
respected and heard at the meeting.

* Following up with members to see that
work is progressing.

Qualities of a Good Committee/Task Force
Chair:

e Organized:
* Makes time for Main Street.
* Uses committee members’ time efficiently.

* Keeps committee/task force on track and
productive.

* Experience in recruiting and using
volunteers.
* Leadership:
* Has overall vision of how committee and
task force’s work fits into the big picture.
* Is a team player and works well with a
group but does not have to dominate.
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* Respects the time and opinions of others.
* Gives credit to others.
* Is considerate.

 Ability to Delegate:

* Can break activities down to specific,
achievable tasks.

* Makes clear assignments of tasks,
responsibilities and deadlines.

* Keeps track of progress on assignments.

* Identifies and trains next chairperson
(leadership development).

Fundraising

Three steps in Fundraising Development
Process:

e Cultivation
* Cultivation is the process of introducing
new donors to your mission. Are your
cultivation activities appropriate? What
could you be doing better? What are you
missing? How can the board be more
engaged?

* Solicitation Techniques

» Personal: Face-to-face in teams of two, or
just one person

* Personal letter on personal stationary

* Personal telephone call as a follow up or
introduction

* Personalized form letter

* Impersonal direct mail letter

* Fund raising benefit or special even

* Media and advertising

* Stewardship
* How does Main Street treat existing
donors? Do they feel valued and
appreciated? Are you keeping them
informed of your progress and about the
use of their investment?



¢ Donors Want:
* Acknowledgement—prompt and personal

* Information—confirmation that their gifts
have been set to work as intended

* More information—measurable results or
what effect the donor’s gift has had.

* Remember:

* The number one reason people do not
donate to your organization is that they
were not asked.

* Involvement invites investment

* The board must role model giving behavior
for other prospects and donors to follow.

* All fundraising is local.

* No donor gives away his or her last $500.00
(or $5,000.00).

* You seldom get more than you ask for.

* Fundraising is about building and
maintaining relationships—it is a
marathon, not a sprint.

+ It is much easier to get more money from
an existing donor than $1.00 from a non-

donor.

Volunteers

Trends:

* More people are volunteering

* The “typical” volunteer has evolved

* Volunteers are more focused on what they
want to do

* Volunteers have to budget their time
commitments better

* Many more organizations are vying for
volunteers

* More volunteers want one-time or short-
term opportunities

* More people are volunteering to support
their careers

* New technology is broadening volunteer
opportunities

Motivations:

* Praise—Volunteers need to be thanked and
praised.

« Affiliation—Volunteers need to feel a part of
something.

* Accomplishment—Volunteers need to be
able to reflect on their volunteer time with a
sense of accomplishment.

* Power/Influence—Volunteering sometimes
gives a person a sense of power and
influence.

Meetings

7 Signs of a bad meeting:
1. No written agenda
Too long
Wrong people at the meeting
Starts late and ends late
No purpose or conclusion

oo o

Members unprepared
7. Chair does all the talking

Ground Rules:
* Start on time and end on time

* Respect and consider the ideas and opinions
of others

* Participate

* Listen while others are talking
* There are no dumb questions

* Define time of meeting

A Great Main Street Board or Committee
Meeting:

* Has a clear agenda and purpose

* Starts and finishes on time

* Has a good facilitator/leader

* Has agreed-upon ground rules

* Assembles the right people in the room

* Has active group discussions and reaches
conclusions through consensus
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Developing
Mission & Vision
Statements

The local program’s board of directors should be a
strong, working board capable of developing and
implementing policy to create positive change.

Mission Statement

A mission statement is a short description of your
organization’s purpose stated clearly and simply
and communicate the Main Street’s organization’s
sense of purpose and overall direction. It should
state who your group is (the name and type of
agency), what you do and where you do it, and
distinguish your organization from others in the
community. Keep the statement flexible so it

will stay relevant as your organization evolves.

Mission statements should be only a few sentences.

A good mission statement is the organization’s
‘elevator speech,” a short answer about what your
organization does that you can recite during an
elevator ride. Post your mission statement to your
website and include it in your annual report, press
releases and other materials.

Your mission statement will serve as the starting
point for developing an annual action plan (see
next page) and will prevent your organization
from taking on work that exceeds your program’s
purpose. If someone proposes taking the
organization in a new direction or tackling a
major new project, board members can refer to
the mission statement to see if the new project or
direction adheres to the mission.

Vision Statement

A vision statement communicates the
organization’s long term hopes and intentions for
the commercial district and should be developed
with broad participation by the board, committees,
program volunteers and community input. Visions
can vary widely but the National Main Street
Center recommends they be at least several
paragraphs long and be written as if the writer
were compiling the program’s accomplishments

10 to 30 years from now. The vision statement

is a glimpse into the future to see how the
revitalizations effort paid off, what the Main Street
district is like, and how the Main Street program
helped transform the district.

The Main Street program can use its vision

when selling the community’s dream to potential
investors, business owners, volunteers, partners,
and others. Your statement will coalesce a dream,
and the work going on behind the scenes will be
geared toward achieving that vision. The Main
Street organization can use the vision statement
as a means not only to motivate its staff and
volunteers but also to see if its annual projects and
initiatives help you realize this dream.

The Visioning Process
Preliminary/Initiation Phase

At the first meeting, explain to the participants
what a vision statement is, what a visioning
process involves, and how the statement will be
used. The first step is to determine the logistics
and timeline of the process. Set up a steering
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committee made up of individuals and groups
representing broad segments of the community to
guide and implement the process. When a Main
Street program undertakes a visioning initiative,
the board of directors should represent the different
interests of the commercial district. It is also
during this phase that target areas are identified
and a timeframe of 10, 20 or 30 years is established
for the visioning process.

Facilitated Discussions
If your goal is to create a comprehensive vision
statement that will guide overall community
planning and address a breadth of issues, the
process should involve all segments of the
community. Here are some key questions to be
posed for public discussion:
* Why is this historic commercial district special
to you personally?
* How do you wish the district were better?
* What will revitalization success look, sound,
smell and taste like?
* How do you want the area to be viewed in 10
years?
* What activities and businesses do you hope to
enjoy in this district in 10 years?

Writing the Vision Statement

Next, draft a preliminary vision statement
narrative using keywords from the facilitated
public discussions. Distilling the many ideas from
the visioning meetings will be tricky and you’ll need
to enlist the most gifted writer among your staff or
volunteers. Writing the vision statement should be
the job of a single person. The statement should be
written in the present tense and approached as
though the community has achieved all of its goals.
For example, “It is 10 years from [today’s date], and
we have created our most vibrant district.” The
draft should be reviewed and edited by each board
member. Now is not the time to introduce new
concepts — the statement and the board’s edits
must respect the community’s input. If your
program wished to submit the statement for formal
endorsement by the municipality, you can do so
once the board approves it.

The final vision statement should be presented
publicly. Hold another meeting to unveil the
state-ment, discuss next steps, and generate
excitement for the years ahead. Be sure to post
the vision on your website, email it to
stakeholders and partners,



Main Street Duncan, photo credit: Main Street Duncan

and highlight the salient concepts in press releas-
es to local media. Make sure the public has access
to the statement and understands the consensus-
building process used to develop it.

The Vision and Implementation Plan

After the vision statement is approved your Main
Street organization needs to develop its action
plan. These action plans are the guiding
implementation documents that board of directors
and committees use to carry out the program’s
activities. In the case of community-wide visioning
projects, short- and long-term implementation
strategies are developed and responsibilities
assigned to those delegated to carry out the vision.
These strategies may include timetables for
achieving specific objectives as well as integrating
the vision into current community planning
activities. Large-scale, community-wide visioning
and master planning processes will include
implementation strategies for many entities in the
community, not just your organization. For most
Main Street programs the original vision plan can
guide their work for several years. Every five
years or so, your board may want to review the
plan to see whether it is still relevant or if it needs
modifying. Small changes are normal but a
wholesale rewrite should not be necessary.

To Recap:

Mission Statement — who you are and
what you’re doing

* Concise

* Easily understood

* Distinct from other organization

Vision Statement — where you are going

* Longer than mission statement (but still
brief)

* Preferred future of the district

* Specific, sensory language —
INSPIRING!

+ Consensus, developed by a broad cross-
section of the community

* Comprehensive (i.e., addressing each of
the Four Points)



Developing

Action Plans

A comprehensive annual action plan provides a
detailed blueprint for the Main Street program’s
activities, reinforces the program’s accountability
both within the organization and also in the
broader community; and provides measurable
objectives by which the program can track its
progress.

Mission Statement: The purpose of the
organization.

For Example: The purpose of the XXX Main Street
program is to develop and promote a healthy and
prosperous downtown within the context of cultural
and historic preservation.

Goals: These are more specific statements of
purpose, which can be clearly divided into a
committee/point structure. Usually it is best for
each committee/point to have only one goal. This
goal should reflect the general purpose or mission
of the committee.

Examples include:

Goal for the Board of Directors and
Organizational Committee/Point — Provide
effective centralized management of the historic
district and increase involvement in the program.

Goal for the Promotion Committee/Point —
Promote the historic core as the community’s
social, cultural and economic center.

Goal for the Design Committee/Point —
Encourage visual improvements through good
design compatible with historic features.
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Goal for Economic Vitality Committee/Point —
Strengthen and broaden the economic base of the
historic commercial district.

Issues:

These are typically classified as “problems” or
“unmet opportunities.” They are not usually
focused on just one activity, but tend to be broader,
encouraging a number of possibly activities.

Example: There aren’t enough things for kids to do
downtown.

Objectives:

These are specific statements of how a goal will
be reached. They usually outline the major areas
of responsibility for committees/points. Objectives
give structure to the numerous activities
undertaken and help explain why a specific
activity has been chosen. Objectives are usually
issues that have been turned into positive action
statements. Objectives might also be measurable.

Example: Provide (at least two) more activities for
children in the historic commercial district.

Activities:

These are specific projects that have an identified
timeframe. When completed, they are usually
recognized as tangible accomplishments, such as
an Easter parade or building inventory.

Tasks:
These are specific steps required to complete and
activity.



Main Street Guymon, photo credit: Main Street Guymon

Developing one-two year
action plans:

The purpose of the organization.

STEP 1 - Goal Setting/Action Plan session for
board of directors (plan up to four to five hours to
complete).

e List issues at random.

e Determine what area of concentration
each issue fits under (organization, promotion,
design, or economic vitality). Group them
together, and then delete duplicates. Note that
the areas of concentration are reflective of the
Main Street committee/point structure.

Determine priorities. Remove the rest of the
issues.

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

Create a goal statement for each committee/
point based on the objectives

Create an overall mission statement to
guide the organization, use the committee/
point goal statements as a reference. If a
mission statement has already been created,
check 1t against the committee/point goals

to see if it is still reflective of what the
organization is working toward accomplishing.

STEP 2 - The board of directors should come up
with a list of potential committee/point members
based on the objectives for each committee/point.

STEP 3 - Committee/Point “activity planning”:
brainstorming session (takes about two hours per

committee)

e List possible activities under each objective.

e Determine priority activities for each
objective.

STEP 4 - Committee/Point “action planning”
session (takes two or three hour-long meetings to
complete).

e Discuss possible timelines for each priority
activity.

* Complete an “action plan” for each
priority activity. Think about the workload
required. Adjust as needed. The board should
approve finished plan.

STEP 5 - Refer back to your completed action plan
at each committee/point meeting. The committee/
point or task force responsible for an upcoming
activity should fill out/update the action plan as
the activity draws near.
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Statistics
Tracking

Instructions

Tracking statistics — reinvestment, job and busi-
ness creation, and so on — provides a tangible
measurement of your local Main Street program’s
progress and is crucial to garnering financial and
programmatic support for the revitalization effort.
Statistics must be collected on a regular, ongo-
ing basis and are reported to the Oklahoma Main
Street Center on a monthly basis. Here are in-
structions on how to report statistics and where to
find them. As always, contact the OMSC with any
questions regarding this information below.

- Business Expansion and/or
Relocation: List the number of businesses
that have relocated or expanded within
the Main Street district. This can include
businesses that were located inside the city
limits of your community but outside the Main
Street district that moved to the Main Street
district.

« New Businesses: List the number of new
businesses that have opened in the Main
Street district monthly. This will include
new business startups or a business that was
previously located outside the city limits of
your community and moved to your Main
Street program area.

- Business Closure: List the number of
businesses that closed in the Main Street
district monthly. This will also include
businesses located in your Main Street district
that moved outside the city limits or to another
community.

« Jobs Created: This will always be the total
number of full-time people employed by each
new business (or full-time equivalent). If a
business has relocated or expanded within
the district, new jobs will be created only if
additional people are employed after the move
expansion.

» Jobs Lost: List the number of jobs lost to
business closure, consolidation or downsizing.
Please note the number of jobs lost to the
businesses relocating outside the district will
always be zero unless the business decreases
the number of its employees with the move.

« Public Investment Dollars: Please
indicate the amount of public improvement
dollars spent within the district, i.e. city,
county, state, or federal money spent on
building rehabilitations, public improvements,
or new construction. Types of public
improvement projects are improvements
to public buildings, installation and im-
provement of street lighting, street and
sidewalk repairs, parking improvements,
public signage, marketing and tourism, and
landscaping.

« Volunteer Hours: Please indicate the total
number of volunteer hours contributed to the
organization. This includes hours spent in both
board and committee meetings.



AN ONLAHOMA
TORNADD |STORY

Circle Cinema, Kendall Whittier, photo credit: Oklahoma Tourism
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Nonprofit, Tax Exempt

Organizational Categories

501(c)3

501(c)4

501(c)6

Nonprofit civic leagues and

Promotion of some

specified; operates for the
common good of the entire
district

than (c)3 and (c)6
organizations

Purpose Charitable or educational organizations promoting common business
social welfare interest
Must be devoted to
Must be organized and . improvement of business
) Can serve recreational .
operated exclusively for one conditions of one or
purposes as well; can serve . .
or more of the purposes . L more lines of business,
Comments a wider class of beneficiaries

rather than performance

of particular services for
individuals; primarily
membership groups

Political activity

May not direct a substan-tial
part of its activities towards

May be involved in lobby-
ing but cannot support a

Unlimited lobbying
ef-forts as long as
activities are directly to

- .
allowed? influencing legis-lation candidate for public office pﬁomot}ng common
business interests of the
organization
Exempt from Yes Yes Yes
federal tax?
Charitable
dedl{ctlons Vee o o
available
to donors?
Eligible for
foundation and Yes Not usually Not usually
federal grants
Property tax Yes Not usually Not usually
exemption?
Portion of membership
A . ) i |
Business deductions Only as charitable o perdrgZf)ﬁ:'f;‘;fﬁnegttohat
available to donor? deductions

has a direct interest to
member is deductible
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Sample: Board Meeting Agenda

District

Board of Directors Meeting
(Date)

(Time)

Main Street Office

|. Call to Order—President (5:30-5:35)

Il. Approve Consent Agenda (5:35-5:50)

A. Minutes

B. Treasurer's Report

C. Committee Reports

Ill. Committee/Task Force Updates (5:50-6:10)
A. Executive

B. Organization/Membership and Fundraising
C. Promotion

D. Design

E. Economic Vitality

IV. Director’s Report (6:10-6:20)

V. Ongoing Project /Program (6:20-6:30)

VI. Old Business (6:30-6:40)

VIl. New Business (6:40-6:50)

VIII. Adjourn (7:00 p.m.)

If discussion goes over allotted timetable, if it cannot be tabled, decide as a board if you
wish to continue and stay late, delegate to a task force and/or eliminate other items.

Note: The consent agenda can be mailed to board members a week before the board
meeting to review.
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Sample: Board of Directors Commitment Form

(Year) Board of Directors
Expectations & Commitment Form

The board of directors of Main Street XXXX is legally and ethically responsible for all activities of
the program

I understand my responsibilities as a Board Member are to:
- Advocate for the organization, educate the community, promote our mission
- Attend at least 75% of scheduled Board Meetings 3rd Wednesdays
- Determine how the organization carries out its mission through long- and short-
range planning
- Adopt an annual budget and provide fiscal oversight
- Hire and evaluate the performance of the executive director
- Establish policies for the effective management of the organization
- Approve work plans annually
- Attend the annual Board Retreat.
- Nominate potential new Board Members

Annual Fundraising Responsibilities:
- Become a History Maker, $100 annual personal gift
- Recruit new Partner Sponsors with an annual goal of $4,500

Annual Volunteer Responsibilities:
- Be a working member of at least one committee (below)

- Help put up Christmas items at least one Saturday morning in November (at least 2
hours)

Help take down Christmas items at least one Saturday morning in January (at least 2
hours)

COMMITTEES (choose at least one)
- Economic Vitality Committee business recruitment and retention 1st Wednesdays
- Design Committee — landscaping, architecture and walkability 2nd Tuesdays
- Promotion Committee event planning, participation and Christmas 2nd Thursdays
- Organization Committee — fundraising, membership, policies 4th Tuesdays

| accept the above commitment as an understanding of my role and responsibilities as a member
of the Board of Directors.

Name of Board Member Signature Date



Sample: Letter of Intent

(Date)

Buffy Hughes, Director

Oklahoma Main Street Center
Oklahoma Department of Commerce
900 N. Stiles Ave.

Oklahoma City, OK 73104

Two representatives from (town) attended
the Oklahoma Main Street Program Application Workshop on [DATE], in [LOCATION] at
the OML Conference. Having met this first criterion for application, please accept this
letter as evidence that the community of intends to
apply to be a designated Oklahoma Main Street town.

We understand that this in no way binds us to submitting an application. However, a
group of citizens is currently working toward completion of the requirements for the
(Small Towns/Mid-Sized, Urban) application.

If, for any reason, we are unable to complete the application, we will notify you to explain
the situation. We understand the application is due in your office no later than 5:00 p.m,,
[DATE].

Until then, if we have any questions, we will call on you or your staff.

Sincerely,

Contact Person
Title
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Sample: By-Laws

Anywhere Downtown Main Street Association

ARTICLE |
Name and Term

The name of this association shall be the Anywhere Downtown Main Street Association (hereinafter ADM-
SA), and its duration shall be perpetual. It shall be a nonprofit corporation and seek exemption under Sec-
tion 501 (c) (3) of the Internal Revenue Code.

ARTICLE Il
Offices

A. Principal office: The principal office of the ADMSA shall be in the State of Oklahoma, County of Greatness,
City of Anywhere. Further, it shall be located within the boundaries of the Anywhere Downtown Main Street
Association.

B. Registered office: The registered office of the ADMSA shall be maintained in the State of Oklahoma, and
may be, but need not be, identical with the principal office. The address of the registered office may be
changed from time to time by resolution of the Board of Directors.

ARTICLE Il
Amendments

These by-laws may be amended by resolution at any time by an affirmative vote of at least two-thirds of the
entire Board of Directors.

ARTICLE IV
Purposes

A. Promotion: ADMSA shall promote the positive image of the downtown'’s assets, to include image events,
special events and retail sales events. ADMSA shall maintain information regarding revitalization in the
downtown area. ADMSA will sponsor cultural, employment and commmercial revitalization activities into the
downtown area. ADMSA will provide a forum for members to share knowledge, common experiences and
problems.

B. Organization: ADMSA will organize and promote constructive relationships between local government
bodies and private business and citizens, and to sponsor discussion groups and shall educate and inform
citizens and members on topics of common interest and concern to the downtown area. ADMSA will aid in
the coordination of zoning, and other regulatory activity affecting the downtown area. ADMSA will support
other charitable and educational organizations whose primary interest is to preserve and develop the beau-
ty and economic stability of Anywhere. ADMSA will promote the concerns of the downtown area at the city,
county and special district level. ADMSA shall publish commmunity information regarding its activities and
other data relevant to downtown revitalization. Such publications may include the following:

1. Planning studies, such as the Resource Team Report.

2. An organization brochure.

3. Tourist and visitor information brochures, maps, and guides.
4. The ADMSA regular newsletter.

C. Economic Vitality: ADMSA will help to diversify the community by recruiting new stores to balance the
retail mix; devising and writing marketing packages for interested owners and/or business people who want
to recruit new business into their space, aiding potential business owners in finding retail space, and by
aiding in the acquiring of adequate financing. ADMSA will provide educational workshops to merchants to
direct them in the effective means of strengthening their existing business and how to expand their busi-
ness base, as deemed appropriate through market surveys and analysis.

50



D. Design: ADMSA will assist in planning and coordinating the design of improvements in or adjacent to the
downtown area. ADMSA will aid in providing design services for buildings and signage. ADMSA will provide
information on painting, construction, historic renovation, and preservation. ADMSA will promote and assist
in city beautification projects. ADMSA will participate in the planning and development of public interest
projects in the downtown area. ADMSA will promote effective redevelopment efforts and assist in planning
for the revitalization of the downtown area. ADMSA shall, whenever possible, recommend appropriate uses
and design standards for downtown area development.

ARTICLE V
Powers

A. General Powers: ADMSA shall have all powers granted by Oklahoma law. It shall also have the power to
undertake, either alone or in cooperation with others, any lawful activity which may be necessary or desir-
able for the furtherance of any or all purposes for which ADMSA is organized.

B. Investment Powers: ADMSA may invest both assets secured by ADMSA, and services provided by ADMSA
resulting in development, as program related investments. Any returns from such investment shall be used
by ADMSA for: 1) ongoing operational funding; or 2) reinvestment in additional development projects. No
portion of the returns will inure to the benefit of any member, director, officer or staff member of ADMSA.

ARTICLE VI
Boundaries and Membership

A. Boundaries: The boundaries of the downtown district shall be defined as; Bounded by Eleanor Avenue on
the south, Betsy Avenue on the north, Andrew Street on the west, and Theodore Street on the east.

B. Membership: There shall be three types of membership in ADMSA: 1) businesses who pay occupational
taxes to the City of Anywhere located within the downtown district, 2) real property owners located within
the downtown district, and 3) patron members. Dues of occupational tax payees shall be assessed as a sur-
charge to said occupational tax. Dues from other members shall be collected as the board shall from time
to time establish. Dues for each type of membership may be different and shall be in the amounts as may
be set from time to time by the board of directors.

ARTICLE VII
Annual Meeting

The annual meeting of the ADMSA membership shall be the second Tuesday in April or such other time as
the board of directors may direct. Members shall be notified by mail at the address listed on their license or
membership application more than 30 days before the meeting convenes. The purpose of the annual meet-
ing shall be to complete tallying and announce the board of directors of ADMSA for the following year, and
such other business as the board of directors brings before the membership.

ARTICLE VI
Directors

A. Duties: The board of directors shall manage, set the policy for, and oversee the management of the affairs
of ADMSA. They shall control its property, be responsible for its finances, formulate its policy, and direct its
affairs. The board of directors may hire an executive director and support personnel. The board of directors
may enter into contracts necessary to accomplish the ADMSA goals.

B. Qualifications: There shall be nine members of the board of directors. Any member, employee of a mem-
ber business, or partner or associate in a member business of ADMSA may be a director. However, there
must be a director from both retail and non-retail businesses, as well as real property owner and patron
membership categories. There shall not be a majority of any occupation on the board. Directors must be of
sound mind and of legal age.

C. Term: Every director shall be elected for a three (3) year term. However, the initial board of directors shall
serve staggered terms. Directors on the initial board shall by lot be elected: three for three (3) years, three for
two (2) years and three until the first annual meeting.
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D. Elections: Directors shall be elected by the membership by mailed ballot. Tallying of ballots shall be
completed, and the new directors announced at the Annual Meeting. Every member shall have one vote for
each available director’s position. Nominations to the ballot slate shall be made either: 1) by petition submit-
ted to the ADMSA office more than 20 days in advance of the annual meeting, signed by nine members; or
2) by the nominating committee, which shall consist of the outgoing board members and the president.
Ballots shall be mailed to each member more than 14 and less than 21 days before the annual meeting. Bal-
lots must be received at the ADMSA office by 5 p.m. on the day before the annual meeting. In the event of a
tie, a runoff election shall be held by written ballot at the annual meeting. In the event there is not a director
elected from a membership category; then the new director with the fewest votes shall not be named, and
an election for that position shall be held by written ballot, at the annual meeting.

E. Vacancies: Any director may resign at any time by giving written notice to the ADMSA office. Any vacancy
in the board occurring because of death, resignation, refusal to serve, or otherwise shall be filled for the un-
expired term by action a majority of the remaining directors. Three consecutive unexcused absences from
regular board of director’'s meetings shall be considered a vacancy.

F. Meetings: The board of directors shall meet at least monthly. The president and/or any three directors
may call a meeting of the board. At a duly called meeting of the board of directors, five (5) members shall
constitute a quorum. All business of the board of directors shall be transacted at a duly called meeting of
the board.

G. Compensation: Directors shall receive no compensation for their services as directors, but the board may
by resolution authorize reasonable reimbursement of expenses incurred in the performance of their duties.
Nothing herein shall preclude a director from serving ADMSA in any other capacity and receiving reason-
able compensation for such service.

ARTICLE IX
Officers

A. Number of Officers: ADMSA shall have a president, vice president, secretary, treasurer, and such addi-
tional officers as the board of Directors may from time to time designate. Each officer shall serve a one-year
term. Officers shall be elected by the board of directors at the first board meeting following the annual
meeting of membership.

B. Duties of President: The president shall preside at all meetings of the board of directors, and at the an-
nual meeting ending his or her term of office. The president shall be entitled to the same vote as any other
director. The president shall sign all checks and documents pertaining to ADMSA for which the president’s
signature is necessary or desirable. The president shall have the right to limit the speaking time of any di-
rector or member at any meeting.

C. Duties of Vice President: In the absence of the president, or his or her inability to act, the vice president
shall possess all the president's powers and discharge all presidential duties. The vice president may also
sign any checks or documents necessary for ADMSA.

D. Duties of the Secretary: The secretary shall keep, and preserve, a full and correct record of the proceed-
ings of ADMSA, and sign any checks or documents necessary for ADMSA, and shall perform such other
duties as the board may from time to time direct.

E. Duties of Treasurer: The treasurer shall receive and account for, and deposit in the ADMSA bank account
all funds received by ADMSA. The treasurer shall sign checks for the ADMSA. At the annual meeting, and
at regular board of directors’ meetings, the treasurer shall provide a report and summary statement on the
financial affairs of ADMSA.

F. Delegation of Officer’s Duties: The duties of any officer may be delegated to the executive director, if dele-
gated by the board of directors and included in the executive director’s job description.
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ARTICLE X
Committees

ADMSA shall have the following standing committees:
Design;

Economic Vitality;

Promotion; and

Organization.

ADMSA shall also have such other committees as the board of directors may from time to time establish.
Committees shall report at least monthly to the board of directors. At least one director shall serve on each
committee. Committees shall be appointed by the president with the approval of the board of directors.
Committees need not be limited in membership to ADMSA members, but can have representatives from
other relevant areas of the community, if appropriate.

ARTICLE XI
Corporate Seal

ADMSA shall have no corporate seal.

ARTICLE XII
Indemnification

ADMSA may indemnify any officer or director, or former officer or director, his heirs or assigns, for any and
all judgments, settlement amounts, attorneys fees and litigation expenses incurred by him by reason of his
having been made a party to litigation due to his capacity or former capacity as officer or director of ADM-
SA. ADMSA may advance expenses where appropriate. Payments of Indemnification must be reported

at the next annual meeting. The provisions of this section apply to any cause of action arising prior to the
adoption of these bylaws also. The rights of indemnification set forth herein are not exclusive.

An officer or director is not entitled to indemnification if the cause of action is brought by ADMSA itself
against the officer or director, or if it is determined in judgment that the officer or director was derelict in
the performance of his duties, or had reason to believe his action was unlawful.

No director, trustee or any uncompensated officer of the corporation shall be personally liable to the corpo-
ration or its members for monetary damages for conduct as a director, trustee, or any uncompensated offi-
cer provided that this Article shall not eliminate the liability of a director, trustee or any uncompensated offi-
cer for any act or omission occurring prior to the date when this article becomes effective and for any act or
omission for which eliminated of liability is not permitted under the Oklahoma Nonprofit Corporation Act.
Any director, trustee or any uncompensated officer shall be entitled to indemnification for any expenses or
liability incurred in his or her capacity as a director, trustee or any other uncompensated officer as provided
by the Oklahoma Nonprofit Corporation Act
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Sample: Articles of Incorporation

Oklahoma Main Street Association

The undersigned, for the purpose of forming an Oklahoma not-for-profit corporation under the provisions
of Title 18, Section 101, do hereby adopt the following Articles of Incorporation.

ARTICLE |
The name of the corporation is the XXXXX Main Street Association, and its duration shall be perpetual.
ARTICLE Il

The purposes of this corporation are as follows:

To engage in educational and charitable activities. This corporation is organized exclusively for charitable
and educational purposes within the meaning of Section 501(C)(3) of the Internal Revenue Code. Notwith-
standing any other provisions of these Articles, this corporation shall not carry on any activities not permit-
ted to be carried on by an organization exempt from federal income taxation under Section 501(c)(3) of the
Internal Revenue Code.

To engage in any lawful activity for which not for profit corporations may be organized under the general
corporation law of Oklahoma.

ARTICLE Il

The initial registered office of the corporation in the State of Oklahoma is 23rd and Classen, Oklahoma City,
OK, 73126, and the initial registered agent for the corporation is Attorney, John Doe.

ARTICLE IV

The members of the governing board shall be known as directors, and the number thereof shall be fixed by
the bylaws of this corporation. The initial board of directors shall consist of nine directors, whose names and
addresses are:

Dewey Doe, P.O. Box 123, Oklahoma City, OK 73126

Tom Smith, P.O. Box 456, Oklahoma City, OK 73126

Jane Jones, P.O. Box 789, Oklahoma City, OK 73126
Linda Johnson, P.O. Box 1011, Oklahoma City, OK 73126
Al Luminum, P.O. Box 1213, Oklahoma City, OK 73126
Charles Mansard, P.O. Box 1415, Oklahoma City, OK 73126
Willie Nelson, P.O. Box 1617, Oklahoma City, OK 73126
George Strait, P.O. Box 1819, Oklahoma City, OK 73126
Merle Haggard, P.O. Box 2021, Oklahoma City, OK 73126

ARTICLE V

No part of the net earnings of the corporation shall inure to the benefit of, or be distributable to its mem-
bers, trustees, officers, or other private persons, except that the corporation shall be authorized and empow-
ered to pay reasonable compensation for services rendered and to make payments and distributions in fur-
therance of the purposes set forth in Article Il hereof. No substantial part of the activities of the corporation
shall be the carrying on of propaganda, or otherwise attempting to influence legislation. The corporation
shall not participate in, or intervene in, any political campaign on behalf of any candidate for public office.
Notwithstanding any other provision of these articles, the corporation shall not carry on any other activities
not permitted to be carried on by a corporation exempt from federal income tax under section 501(c)(3) of
the Internal Revenue Code, or corresponding sections of any future federal tax code.
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ARTICLE VI

Upon dissolution of the corporation, assets shall be distributed to a not for profit fund, foundation, or corpo-
ration which has established its tax-exempt status under Section 501(c)(3) of the Internal Revenue Code or
corresponding section of any future federal tax code, or to a state or local government, for a public purpose.

ARTICLE VII

These articles may be amended as provided by Oklahoma law. However, no amendment may be made to
Articles V and VI.

ARTICLE VIII

No director, trustee or any uncompensated officer of the corporation shall be personally liable to the cor-
poration or its members for monetary damages for conduct as a director, trustee, or any uncompensated
officer provided that this article shall not eliminate the liability of a director, trustee or any uncompensated
officer for any act or omission occurring prior to the date when this article becomes effective and for any act
or omission for which elimination of liability is not permitted under the Oklahoma Not for Profit Corporation
Act. Any director, trustee or uncompensated officer shall be entitled to indemnification for any expenses or
liability incurred in his or her capacity as a director, trustee or any other uncompensated officer as provided
by the Oklahoma Not for Profit Corporation Act.

ARTICLE IX

The names and addresses of the incorporators are:
Dewey Doe, P.O. Box 123, Oklahoma City, OK 73126
Tom Smith, P.O. Box 456, Oklahoma City, OK 73126
Jane Jones, P.O. Box 789, Oklahoma City, OK 73126
Linda Johnson, P.O. Box 1011, Oklahoma City, OK 73126

We, the undersigned incorporators, declare under penalty of perjury, that we have read the forgoing and to
the best of our knowledge and belief, it is true, correct, and complete. Dated this 11th day of July, 20XX.

Dewey Doe

Tom Smith

Jane Jones

Linda Johnson
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