Eastport for Pride

Final Report of the Resource Team Visit of

January 12 - 15, 2004

Photo: Nancy Barba

Prepared by the Maine Downtown Center,
a program of the Maine Development Foundation

MAINE DEVELOPMENT FOUNDATION
S SR R

Resource Team Report — Eastport For Pride Page 0



Contents

oo [T o o 2

OBSEIVALIONS. .. .\ttt e e e e e e e e 5

(@ ] {0 - a1 7211 o] 0 7
ECONOMIC REStIUCTUIING ...\ v it e e e e e e e e e e e, 17
1D -] o] 24
PrOMOTION. .. et e e e e e e e 39
Appendix A — Resource Team Visit Agenda..........ccoovvveiiiiiiiiennnn 46
Appendix B - People Interviewed...........ccooiiii i i 47
Append C - Resource Team Member Biographies..............cccccvvennnnn. 48

Resource Team Report — Eastport For Pride Page 1



Introduction

Eastport for Pride is one of Maine’s six Main Street organizations and the sixth to have a
Resource Team Visit. The visit was conducted as part of the package of training and
technical assistance provided by the Maine Downtown Center to Main Street Maine
organizations.

The members of the Resource Team were decided by mutual agreement of Eastport For
Pride and Darcy Rollins, Coordinator of the Maine Downtown Center. The Team
consisted of five members, as follows:

Thom Guzman, Director, lowa Main Street, Des Moines, I1A
Economic Restructuring expert

Darcy Rollins, Coordinator, Maine Downtown Center, Augusta, ME
Organization expert

Jayne Palmer, Promotions Committee Co-Chair, Main Street Bath, Bath, ME
Promotions expert

Andrea Strassner, Preservation Specialist and Nancy Barba, Architect, Barba
Architecture & Preservation, Portland, ME
Design experts

The agenda for the Resource Team Visit was organized by Lora Whelan, Eastport for
Pride’s Downtown Manager, in collaboration with Darcy Rollins. See Appendix A —
Resource Team Agenda.

Acknowledgements

The Maine Downtown Center is very grateful to many people and organizations in
Eastport that helped with the visit.

Lora Whelan, Downtown Manager of Eastport for Pride, did a large amount of
preparation in advance of the visit and prepared for us a comprehensive and well-
organized briefing book about the community and new downtown revitalization
organization. During the visit, Lora was very professional and accommodated our every
need.

Members of the board and committees of Eastport for Pride were also a great help to us
and gave freely of their time. This was much appreciated.

The majority of the Team’s meetings were held at Leisures. In addition letting the Team
use their comfortable meeting space, Richard and Jean Wardman provided the Team with
food and refreshments throughout the visit. Thank you. Eastport for Pride also let the
Team meet in its office space, both for the public meetings and reception, but also during
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our long evening meetings, where the Team developed these recommendations. Thank
you.

The Team also had the benefit of great guides for several community and building tours.
Alice Cates, Don Sutherland and John Pike Grady deserve special thanks for braving sub-
zero temperatures to provide the Team with a very informative walking tour of the
downtown district. We are also appreciative of Kristen McKinley for providing a tour of
the Tides Institute and discussing the Institute’s plans and collections with the Team
during that tour. Meg McGarvey and Nancy Asante also provided us with a tour of the
renovations that are occurring to transform their building into the Commons and upper
floor rental space. This is a great project, which we were pleased to have the chance to
visit while construction was in progress.

The City of Eastport also gave freely of their time and resources during the visit. Town
Manager Bud Finch provided the Team with a driving tour of the island and helped the
Team to understand the city’s plans for development and issues facing the downtown
district.

Many people informed the Team’s recommendations and we thank everyone for their
time and candor. A list of people that the Resource Team met with over the course of the
visit is attached — Please see Appendix B — People Interviewed.

Purpose of the Visit

The purpose of the Resource Team Visit was to take a look at the downtown community,
and at the downtown revitalization organization, Eastport for Pride, and offer
suggestions. While the organization as a whole is off to a good start, the Team herein is
offering suggestions for organizational adjustments, your prioritization of projects, and
some ideas for new projects and/or approaches.

This report is not a directive for what you should do. We cannot be sure what you should
do. Rather we offer suggestions and recommendations for how you might proceed;
suggestions borne of the Main Street Approach and the extensive prior experiences of the
Resource Team members and in accomplishing downtown revitalization. It is our hope
that these recommendations will be useful as the organization moves forward and
develops a long-term work plan.

Our primary role during the Resource Team Visit was to observe and listen. We were
there primarily to take in information about your downtown, about your new
organization, and about the primary issues that you face. We tried to get the “big picture”
and resisted focusing in on just a few issues. While we considered your current work
plan, we tried also to consider the full range of possibilities and potential challenges to
your work.

This report attempts to “call it like we saw it.” The findings herein are not sugar-coated.
It was clear that Eastport for Pride is a motivated organization with broad goals. We feel
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that the organization and community will benefit from direct, objective information that
can help you make good decisions going forward.

The Resource Team Visit is just one part of the relationship between Eastport for Pride
and the Maine Downtown Center. It is hoped that the visit and this report will serve as a

catalyst for ongoing dialogue and discussion about what’s best for Eastport’s downtown
and how to achieve it.

Format and Use of This Report
This report is organized along the four points of the Main Street Approach. Each of the
four main sections was drafted by a particular member of the resource Team. These four-
point sections were not extensively edited but the entire draft report was circulated
among the whole Team for final review and comment.

Each Team Member was asked to write their section of the report in the following
format:

Introduction of committee responsibilities.

Observations about the community/downtown generally and specifically related to their
area of expertise.

Recommendations for action and activity, grouped into short term and long term to guide
Eastport for Pride’s work plan.

A Summary of their report and findings.
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General Observations

During our stay in Eastport, we heard from many people about issues and opportunities
that would affect the future of the downtown. Several themes emerged from our
conversations that apply to all four points of the Main Street Approach and are worth
noting as general themes and observations:

A Wealth of Resources
Eastport has a wealth of resources that can support the goals and activities of Eastport for
Pride. The natural beauty of the island and surrounding landscape is an apparent asset for
the community and for attracting people to the area and the downtown district. Eastport
also has a rich history of arts and cultural resources that persists today. For the
community’s size, the number of artists and people working in heritage crafts today is
impressive and should be viewed as a primary economic asset and considered as a new
“anchor” for the downtown district. The building stock of the downtown district is also
an asset to celebrate and build on. Finally, the individuality and spirit of the Eastporters
gives the community its unique spirit and image.

A Vibrant Sense of Community
People in the city and those who visit identify very strongly with Eastport. The
community generates a very strong sense of place that many people are immediately
drawn to. We heard that it is not uncommon for people to purchase property after the first
time they visit or change vacation plans entirely to stay in the community instead of their
intended destination. This attraction bodes well for the future of the community in
attracting new residents and visitors to support local economies.

Committed and Energetic Volunteers
Eastport for Pride is fortunate to have committed and energetic volunteers who give
freely of their time and ideas. Volunteers are engaged and interested in learning how they
can be involved with the work to revitalize the downtown district and Eastport for Pride
has done a good job reaching out to the community. Volunteers of Eastport for Pride
have also traveled great distances to attend trainings sponsored by the Maine Downtown
Center. This energy and commitment to learning about how to promote downtown
revitalization in the community is the foundation for success of Eastport’s Main Street
Maine program.

Seizing the Opportunity that Exists Today
The landscape is changing quickly in the community of Eastport, and the community is
engaged in shaping the future rather than simply reacting to changes. Eastport for Pride
and other organizations are engaged in dialogue and action that is designed to determine
Eastport’s course for the future. The work being done to develop an updated
comprehensive plan, planning done by the city and the activities of Eastport for Pride are
all engaged in shaping the future of the community today. Eastport for Pride is to be
commended for being proactive and seizing the opportunity to shape the community’s
future rather than just reacting to forces outside of your control.
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Lack of Consensus About Eastport Wants to be When it Grows Up
The Team was concerned that there is a lack of consensus of what services the downtown
district should provide in the future. We heard many different opinions of what the
downtown should become, most of them positive. Despite these ideas and the initial
community surveys conducted by Eastport for Pride, the community has not embraced a
vision for the downtown district. It is critical for the revitalization of the downtown that
Eastport for Pride lead the development of a vision for the downtown district that can be
communicated and embraced by the community. It is the Team’s hope that the
recommendations of this report can assist with this endeavor.

Duplication of Efforts Promotes Confusion, Burnout
Many people are working very hard through different avenues to make Eastport a great
place to live, work, visit and do business. The Team was concerned that the community
has many events and organizations that duplicate efforts, leading to confusion and
volunteer burnout. From an external perspective, it is hard to understand which
organization does what and why. We understand that in a small community it is
important to make the most of limited resources and cooperate, but we encourage a
distinction between collaboration and duplication. We encourage the community as a
whole to assess organizational missions and activities, and then strive to reduce
duplication.

Eastporters by Birth vs. Eastporters by Choice
While Eastport is not different from many Maine communities in differentiating between
people who were born in the community and those who either left and came back or
discovered the community later in life, in Eastport these distinctions seem definitional
rather than explanatory, and we believe, are harmful. To accomplish its goals, Eastport
for Pride needs to embrace all voices and thereby serve as a model for reform in the rest
of the community in this area. We hope that this can start in the organizational structure
and representation on the Board and committees of Eastport for Pride. After all,
Eastporters by birth and those by choice have the same goal in mind — a thriving
community — and incorporating voices from everyone who uses and is connected to the
downtown district is fundamental to the program’s success.

Big Fix, Quick Fix
Eastport is a community that has endured hardships and weathered unfulfilled promises,
yet has still persevered. Today the community is seeking strategies to return to the
economic vitality experienced in the past, and, we believe, too often looking to outside
resources or entities for the solution. In our experience there is no single, simple or quick
solution that will result in downtown revitalization or sustainable economic development.
Downtown revitalization requires incremental building blocks, based on small steps and
community investment. The shipping industry, bulldozing the downtown, or attracting
the anchor store of the past back to the downtown district will not result in a vibrant
downtown district. The economic restructuring component of this report suggests some
alternative economic niches to catalyze downtown revitalization that provide a
sustainable, community-based approach to downtown revitalization.
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Organization

The Main Street approach to Downtown revitalization requires the effort of the entire
community. The merchants, property owners, local government officials, and civic
leaders must agree to support common goals for revitalization and join together in a
partnership. The Downtown development organization — Eastport for Pride - and the
local Main Street Manager are key players. The local Manager and Board members act
as advocates for the Downtown and coordinate the various efforts of individuals and
groups to ensure that all are working together to develop the Downtown.

The Organization Committee is responsible for three major components of work under
the Main Street Approach: fundraising, volunteer development, and communications with
constituents and the broader community about the work being done by the program. The
organizational component is critical to the long-term sustainability of the organization.

The Organization Committee of Eastport for Pride has been accomplishing several
objectives grouped under these activities successfully. The recommendations under the
Organization section of this report will address how to strengthen these activities and
develop other, complimentary programs and activities that will promote program
sustainability.

Observations

Strengths:

e The organization is fortunate to have committed volunteers and a capable staff.
The Team was impressed by the enthusiasm and energy of the volunteers that we
met with. We also heard numerous times that the Downtown Manager was doing
a great job of pulling the organization together and helping volunteers accomplish
their goals.

e The Board President is recognized for her passionate leadership and as being the
primary spokesperson for downtown revitalization in the community. This
leadership is critical to the growth and development of the Main Street Maine
program. However, as you will note in the recommendations section of the report,
the Team suggests that it is important to program sustainability that others on the
Board develop equally passionate voices and join the choir.

e Eastport for Pride has a strong foundation in its organizational set up. Eastport for
Pride has received 501c3 status from the federal government, established by-laws
and holds regular Board meetings and has recently resumed regular committee
meetings.

e The existence of Eastport for Pride’s office on Water Street has given people a
place to meet and bring their ideas and concerns about the downtown. Eastport for
Pride is setting a good example by locating its office in the Rinaldi Block on
Water Street. The office is a good size for community meetings and provides a
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very public face for the organization. Further, it adds to the activity on Water
Street and gives people another good reason to come downtown. It also helps
establish the program as a key player in the downtown streetscape and in
determining its future. The office has regular, posted hours that are known to the
community.

Early survey work established awareness of the need for downtown revitalization
ad created a basic vision statement for the future of the downtown.

There is already volunteer recognition activity occurring. The annual Eastport for
Pride Dinner is a great event that recognizes and rewards volunteers and raises
money for the program.

There is a good financial foundation in place and capacity to grow. The program
has a very healthy budget for a community of 1,600 and a strong financial
management program in place. We also learned that Eastport for Pride is seeking
grant monies to extend the Manager position to full time, which would assist with
the program’s management.

The community’s fundraising plan and accomplishments are exemplary. The
Team was impressed with the fundraising accomplished by Eastport for Pride in
2003 and believe that it represents the organization’s dedication and capacity to
accomplish its goals, which bodes well for the future of downtown Eastport. The
Board is aware of their role as fundraisers for the program and reported that they
will conduct fundraising activities annually, both of which are important for
program sustainability. We were pleased to learn that Eastport for Pride Board
members had fun at the telethon and raising funds for the program — keep up the
good work! The Chair of the Finance Committee has been an invaluable asset to
the program. The organization has also been highly successful in securing grant
funds for projects and administration, providing another revenue stream to
support the program.

The newsletter published initially was a great communications tool that should be
published quarterly or monthly. The Team heard of plans to expand the newsletter
content and publish it through the local paper, both of which are encouraged in
the recommendations section of the report.

Weaknesses:

Detailed work plans are needed. The lack of clear, detailed work plans hinders
program development and compromises fundraising, volunteer development and
communications. Currently Eastport for Pride has a simple work plan of activities,
which is a good start. However, to be effective, work plans need to respond to the
goals and objectives established by the Board of Directors, be developed by
committees and contain timelines, budgets, detailed action steps and a name of the
person responsible.

There seems to be confusion about whether the Board of Directors or the
Committees develop the organization’s work plans and how they are
implemented.
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e While there is a great deal of enthusiasm and commitment to Eastport for Pride
and helping to revitalize the downtown district, volunteers on each of the
committees are largely untrained in their responsibilities and roles. Recognizing
that in most cases, committee leadership recently changed, it is important that
Eastport for Pride re-educate all committee members and Board members on their
roles and responsibilities. This knowledge will empower volunteer and facilitate
recruitment and accomplishment of organizational goals.

e While there are many different types of people involved in the organization
representing diverse interests, there are some sectors that don’t appear to be
represented. We are not confident that the organization’s board currently includes
perspectives of all major downtown stakeholders.

e There is confusion about the difference between Eastport for Pride and the
Downtown Community Development Advisory Committee’s roles and
responsibilities. While Eastport for Pride should take credit for its involvement in
securing the Downtown Revitalization grant that the DCDAC is now managing, it
is important that the general public understand that Eastport for Pride is not
responsible for managing the streetscape and facade grant project. Connecting
expectations of the DCDAC project directly to Eastport for Pride could be
dangerous to the sustainability of the program. It is important that the public
knows that Eastport for Pride is working in other areas as well.

e For a small community there is a remarkable duplication of activity, effort and
mission. The number of organizational and promotional brochures that exist in
Eastport depicts this duplication. We heard from several committee members that
they served on 5 to 6 different organizations, several of which seem to be working
on similar goals. It is important that Eastport for Pride communicate its mission
and focus clearly and that it leverage and support collaboration with other
community entities, such as the Chamber and the Arts group.

Recommendations

Recommendations are offered by the Team in the area of Organization in the three areas
typically under the purview of a Main Street Organization committee:

(A) Organizational Structure
(B) Communications

(C) Fundraising
(D) Volunteer Development

(A) ORGANIZATIONAL STRUCTURE

1. Adjust the Organizational Structure of Eastport for Pride to Promote Program
Sustainability.
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The Main Street Approach is largely successful because it is based on a programmatic
structure that institutionalizes community support for the downtown and that promotes
leadership development and volunteer empowerment through its design. The Team is
recommending that structure of the organization be adjusted to better reflect the program
model promoted by the Main Street Approach.

Specifically, we are suggesting that Eastport for Pride develop a organizational structure
that facilitates communication amongst the Board of Directors and Committee members
and provides a platform to develop a vision for the downtown that can be accomplished

through work plans developed by committee volunteers:

e The Board should develop a mission and vision statement that is generated through
a community process and develop goals and objectives to accomplish the vision and
mission statement.

o0 Eastport for Pride Board of Directors should adopt the Common Ground
vision statement developed during the initial community surveys as its vision
statement. This vision statement is a good statement that has been vetted by
the community.

0 The Board of Directors should then develop complimentary goals and
objectives to promote the accomplishment of the program’s mission and
vision. These goals and objectives are provided to the Committees, who are
charged with developing work plans to accomplish the objectives (see below).

o Consider holding an annual Board retreat to review the vision/ mission
statements and refine objectives.

2. Develop Great Work plans to Guide Your Work and Showcase Success.

Eastport for Pride has done well in the past two years accomplishing initial objectives and
members of the Board of Directors and committees should be commended for their hard
work. However, in order to sustain the program into the future and engage more people in
the large amount of work that needs to be accomplished, the organization will need to
develop and use more sophisticated work plans.

e Train Board members, Committee Chairs and volunteers about the importance of
work plans and the components of successful work plans.

e Work with the Maine Downtown Center to accomplish work plan development
training for each committee.

e The work plan, developed by the committee, should include the following:

o Committee objectives (defined by Board of Directors)

Action to be accomplished and purpose, steps to accomplishment

Time line for accomplishment

Name of person responsible for each activity

Budget for each activity.

O o0O0o

3. Empower each of the Main Street Maine committees (Design, Education,
Promotions and Organization) to develop a work plan to accomplish the goals and
objectives set by the Board in their particular area.
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The position of Committee Chair for each of the four committees should be a
voting member of the Board of Directors to ensure communication between the
Board and committees on goals and objectives and activities.

The Downtown Manager, Committee Chairs and committee members develop a
detailed work plan of the action items that the committee will accomplish in the
next year to meet the goals and objectives established by the Board of Directors.
Once committee work plans are created, the Board of Directors should vote to
approve or deny the proposed activities and associated budgets. After approval,
committees are empowered to accomplish the work plans submitted.

(B) COMMUNICATIONS

In some Main Street organizations, the Organization Committee is known as the
Outreach Committee. This is because a primary purpose is to be the spokesperson for the
activities of the organization. The Organization Committee needs to be engaged in clearly
communicating Eastport for Pride’s goals, objectives and successes to the community and
the organization’s membership.

1. Share your work plan with the community.

Publish the list of activities to be accomplished in your newsletter, local papers,
and in the office. Consider creating a foam-core poster of the work plan and
taking it with you to public presentations.

Celebrate and announce what you’ve accomplished. Quarterly and at the end of
the year, report back to the community on what was accomplished in the work
plan. Consider physically checking off those activities that you accomplished.
Send this in a letter to your sponsors and volunteers or in an annual report or
feature it in your newsletter.

2. Create a Speakers Bureau to talk about Eastport for Pride and share the

program’s vision and accomplishments.

Develop a list of people who are comfortable speaking in public and understand
the goals of Eastport for Pride. This can include Board members and committee
volunteers.

Develop a stock presentation for the presenters. This could include overhead
slides that contain the organization’s mission, work plan and some new and
exciting projects or a flip chart with the same information.

Assign someone in the organization to take before and after photos of the
downtown revitalization projects. Ensure that someone is also taking photos of
organizational activities such as promotional events, meetings, and trainings, so
that you can depict the human resources being invested in the program as well as
building and streetscape improvements. Use these photos in press releases,
speaker’s bureau materials, marketing materials and an annual report about the
program.
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3. Improve Communications with Downtown Businesses

e The Downtown Manager should meet, face-to-face, with every business in the
downtown district on a regular basis. This includes the post office, law offices and
water district as well as traditional downtown merchants. There should be an
understanding between the Board of Directors and the Main Street Manager about
how many times a year the Manager visits each downtown establishment.

e The Team recommends that the Downtown Manager take news, educational
materials or other substantial materials with them to each business so that she
becomes seen as a resource for the downtown business community.

4. Enhance and Coordinate Community-Wide Communications

The Team was concerned that the community has many events and organizations that
duplicate efforts. From an external perspective, it hard to understand which organization
does what and why. The Team encourages Eastport for Pride to take a leadership role in
improving communications and collaboration between all of the actors and organizations
that are working for the future of Eastport.

e Hold an Annual Community Summit to discuss the mission and work plan of each
organization. Present and discuss opportunities for collaboration and clear
communication. Invite appropriate groups to participate and develop an agenda
and format to encourage meaningful participation (Chamber, the Arts Group, the
City, the Commons, The Tides Institute, etc.)

5. Enhance Internal Communications

The Team encourages Eastport for Pride to develop some protocols for documenting
meetings and reporting on activities internally; that is, among board members, staff, and
committees. While we heard that the new Manager was doing a great deal to foster this
internal communication, we encourage the program to formalize this process further.

e Take notes for each meeting and distribute them. Most groups agree that all
committee meetings should be recorded.

e Eastport for Pride should consider creative ways to share information among board
and committee members. E-mail works well for some but all volunteers may not
have access. Perhaps a bulletin board in the office?

e Communicate with the public on the time and place of all committee meetings and
Board meetings. Publicizing the date, time and location of your meetings monthly
can encourage participation from the community at large. Many Main Street
communities establish a monthly calendar of meetings that is posted in their
newsletter and at their office or website.

(C) FUNDRAISING

Eastport for Pride has done an exceptional job meeting its fundraising goals and
commitments as a Main Street Maine community. The program should be commended
for the good work that was done in 2003 to develop and implement a fundraising plan
that secured a healthy program budget and engaged local and remote Eastporters and
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businesses. The following recommendations are designed to strengthen and support
existing fundraising activities.

1. Link Fundraising, Volunteer Development and Communications Activities
Formally.

e Make the Finance Committee formally part of the Organization Committee. By
bringing Eastport for Pride’s Finance committee under the organization committee,
the program gains the opportunity to coordinate volunteer development and
communications with fundraising activities. This allows each of these activities to
be more successful and coordinates similar work efforts.

o Continue to use the Finance committee as the fundraising planning vehicle
and work with the Board of Directors to implement the actual fundraising
activity, as is their responsibility.

o Consider making the Finance committee a subcommittee of the
Organization committee and retaining the committee’s current chair as a
subcommittee chair or even as the Organization committee chair.

e The Organization Committee should assume responsibility for the organization’s
Annual Fundraising meeting. Eastport for Pride’s - “I love Eastport Dinner” —is a
great event that should continue and become an even larger fundraising event for
the program. Because this dinner serves as both a fundraising event and a volunteer
recognition event, making it the responsibility of the Organization committee is
appropriate.

2. Plan for the Future

While Eastport for Pride has done a great job raising funds in the first year of the
program and receiving pledges of support for the second and third year of its partnership
as a Main Street Maine community, the Team suggests the following recommendations to
ensure program sustainability beyond year three.

e Develop and establish levels of giving for future membership campaigns. These can
be generic levels, which depict a range of giving and encourage those
businesses/individuals that are able to support the program to give at the level of
their peers. Many Main Street Programs establish membership levels and publish
names under each membership level in their annual report. This also allows the
program to request membership increases based on established levels in future
years.

e Stagger pledges to ensure that the program is sustainable and receives waves of
funding beyond year three. Each year consider developing a new target group of
supporters.

(D) VOLUNTEER DEVELOPMENT

While Eastport for Pride has involved many people in developing a new vision for the
downtown district, there is always room to bring more people into the program.
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Volunteer attraction and empowerment is critical for the sustainability of the program, as
is providing for broad community representation in the program.

1. Provide a Place in Eastport for Pride for Everyone

While volunteers currently involved with Eastport for Pride represent many community
constituencies, the Team was concerned that some key groups with a stake in downtown
revitalization were not formally represented, either as members of the Board of Directors
or committee volunteers. Because there is danger for the program’s sustainability if
Eastport for Pride is considered to be a “special interest group”, the Team recommends
the following to expand participation:

Expand representation of the Board of Directors. The bylaws of Eastport for Pride
allow for 11 Board members. The Team suggests revising the bylaws to allow
between 11-15 members, which is typical for Main Street organizations.
Review current Board make up and skills sets and recruit people with needed skills
sets. Develop a list of skills and organizations that are missing from the current
Board of Directors and consider adding people who can fill multiple needs.
o Considering adding representation from the following groups: local banks,
youth, Passamaquoddy tribe, downtown businesses, fishing industry,
general industry, arts group and churches.

Develop term limits for Board member and committee chair positions. Currently,
the bylaws of Eastport for Pride have Board members serving for life and there are
no established term limits for volunteer committee chairs. This may intimidate
some potential participants and burn others out. Further, life terms do not encourage
or facilitate leadership development within the organization, which is also important
for program sustainability. Committee chairs also do not have an expectation of
their terms of service. Based on experience in other Main Street communities, the
Team recommends that Eastport for Pride:
e Establish Board member terms of 3 years per term with the opportunity to
serve renew once
e Establish 2-year terms of service for Committee chairs
e Consider developing Vice-Committee chairs who serve as committee
chairs in waiting

2. Establish a Volunteer Recruitment Program. While the Team learned that Eastport
for Pride had been engaged in volunteer recruitment activities, we felt that there was a
need to formalize your volunteer recruitment program:

Publish your work plan and volunteer needs so that potential volunteers understand
the scope of the program and what its volunteer needs are. Be specific in what you
need help with —planting flowers with the Design Committee on the second
weekend of April, cleaning the office, or being a committee chair? We were pleased
to note that Eastport for Pride does have a volunteer sign up sheet for office
assistance. This is a good start.

Consider having a regular column in your newsletter about what the volunteer
needs of the organization are or posting a list in the office.
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e Develop an outline of responsibilities for key volunteer positions — Board members,
officers and Committee Chairs. Job descriptions for key positions help people
understand what they are required to do and may make the task less daunting. It
creates boundaries and can reassure people that they can focus their energy.
Develop the descriptions with the potential volunteers and be sure to update it as
new volunteers fill these key positions.

e Each volunteer of Eastport for Pride should be challenged to ask one new person to
volunteer per year. Volunteer development is not the responsibility of the Director,
the Board or the Organization Committee Chair. It is the responsibility of every
Main Street Volunteer. Challenging people to bring one new person on as a
volunteer each year builds the volunteer base incrementally and helps ensure that
each volunteer is connected to the organization and responsible for outcomes.

e Ask. The only way to get people to volunteer is to ask them. The tools
recommended above can help make that request easier to say yes to.

3. Conduct Volunteer Training. After volunteers are recruited, they need training to
feel comfortable with their jobs and responsibilities and so that they can become
spokespeople for Eastport for Pride. It is the job of the Organization committee to ensure
that all Main Street volunteers are trained:

e Create a volunteer orientation product or program. Don’t take it for granted that
volunteers know about the organization or the job. Orientation can be very informal
but should be done none-the-less. Eastport for Pride might consider having a
volunteer orientation binder in the office that can be used for one-on-one
orientations, a welcome packet that is mailed to new volunteers or conducting
orientations at the committee level. Orientation for any volunteer should consist of
the following:

= Information about Eastport For Pride: Written information and take time
to explain about the organization.

= The current work plan so that volunteers can see where they fit in and
other potential volunteer activities

= |Information about their role — give them the written job description if
applicable and consider developing a generic volunteer policy/role
description to share with new volunteers

= Contact information — how to contact the Eastport for Pride office and the
Maine Downtown Center

= Explain how they will be recognized for their efforts

e The Organization Committee should hold semi-annual or annual program-wide
trainings on the vision of Eastport for Pride, the role of the organization, the Main
Street Approach and its value as well as the program’s accomplishments and plans.

4. Recognize, Reward and Celebrate Your Volunteers. To sustain the organization, its
volunteers need to be recognized and rewarded for their efforts. Eastport for Pride has
already started this activity with its annual | Love Eastport Dinner, and we learned that
the Promotions committee had hosted a breakfast to thank people for their hard work on
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that committee. Further, the Team heard about plans to recognize a “volunteer of the
quarter” in its newsletter. These are all great efforts that the Program should be
commended for.

The Team is recommending some changes to current volunteer recognition activities to
strengthen the organization’s future volunteer recruitment activities and help it
accomplish its objectives by rewarding those people who contribute to accomplishing its
work plan:

e Make the | Love Eastport Dinner a fundraiser and an Eastport for Pride volunteer
recognition event rather than a community-wide volunteer recognition event.
Recognize a few outstanding people who have provided their energy and time on
behalf of Eastport for Pride. Make sure that they are actively engaged in the
program’s work plan. Recognizing those who volunteered as a member of
Eastport for Pride (served on a committee or helped implement an established
work plan item) supports your organization by making it more valuable to
volunteer and connecting good works directly to the program.

e Feature an Eastport for Pride VVolunteer of the Quarter in the newsletter rather
than just any community volunteer. The idea to feature a community volunteer of
the quarter in the revised newsletter is also a commendable idea. However, the
Team advises that the column should feature an individual who has been
personally involved with the Main Street Maine program for the reasons stated
above.

e Recognize everyone who volunteered on behalf of Eastport for Pride.

o Publish a list of everyone who has volunteered for the program, print the
list in the newsletter or in an annual report.
o0 Give volunteers small thank you gifts or thank you letters each year

Summary

Eastport for Pride has done good work but needs to consider ways to more clearly
communicate its goals and successes to the community. The program also needs to
consider ways in which to attract more volunteers to assist with its sizeable workload and
make everyone in the community feel welcome at the table. This can be accomplished
through some changes in organizational structure and activities.

In summary, we believe that Eastport for Pride has a bright future. Its success will depend
on the organizational abilities, the ability of the organization to adopt a structure that
facilitates broad based participation and leadership development and the level of
commitment among members of its board and committees. It will also depend on the
energy and commitment of the people involved, and as such, the Team has high hopes for
Eastport for Pride.
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Economic Restructuring

Introduction

The work of The Economic Restructuring Committee is some of the more challenging
initiatives undertaken by local Main Street programs to implement the Main Street
Approach®. Its sole purpose (goal) is to strengthen and broaden the economic base of
downtown. To do this, the Economic Restructuring Committee must work on objectives,
which lead, incrementally to strengthening and broadening downtown’s economic health.
The committee’s four main objectives are:
e Collecting, interpreting and using market data
e Retaining, strengthening and recruiting businesses
e Stimulating the adaptive use of underutilized space (real estate
development)
e Developing financial incentives and capital for business development and
building improvements

Every project or activity which the Economic Restructuring Committee undertakes
should support one of the four objectives outlined above. If not, then it is not this
committee’s responsibility and the activity should be assigned to another Main Street
Committee or a different organization where the activity is appropriate. Understanding
the role and function of each committee is critical to long term success of the program.

Observations

Downtown Eastport is blessed with a compact, pedestrian friendly district made up of
wonderful building stock of late 1800’s buildings. The dramatic waterfront is an
economic as well as a natural asset, one to be cherished and celebrated. The City has
been very forward thinking with the establishment of both a National Register Historic
District and a Local Historic District. The establishment of these districts create an
excellent basis for economic development. Authentic historic sites are the number one
tourism destination in America today. Additionally, the City has been very proactive in
zoning and protecting the very characteristics that separate Eastport from other Maine
coastal communities: public access to the waterfront, height limitations which protect
waterfront views for all Eastporters and prohibiting first floor storefront residences in
downtown commercial buildings. Eastport employs one of the most forward thinking
and proactive code enforcement officials | have ever met in small town America. His
understanding of the relationship between economics and design relative to the future
health and prosperity of Downtown Eastport is uncanny. Downtown Eastport and the
community as a whole offer a wealth of eating and lodging opportunities for a town of its
size. The paradigm of risk-taking is alive and well in Downtown Eastport as is evidenced
by the investments currently taking place in the middle of winter. Eastport has
historically served a regional marketplace, which still exists today. However, tapping
into it is more challenging than ever. There is sensitivity to heritage economic
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development through capitalizing on the natural resources of the area. Lastly, there is
lots of opportunity for Eastport to discuss, explore and build on some natural economic
anchors, which are well entrenched in the community: the arts community (creative
economy), aqua-culture and natural resources based eco-tourism. Collectively, these three
anchors can bring economic health to Eastport as the sardine industry did so many years
ago.

However, Downtown Eastport has some serious challenges, which need to be addressed
in order for economic health to flourish in Eastport. A number of buildings downtown
have boarded up windows, empty storefronts and vacant upper floors. It is very
problematic for potential investors who come into town to feel good about investing
when their first impressions are manifested by an appearance that the community does
not seem to care how their downtown looks. Though, we know this is not the case in
Eastport, these first impressions are critical to decision making. Absentee landlords are
another challenge for Eastport. Constant communication and working with them is
difficult at best.

Additionally, the community seems fragmented in several ways:
e There appears to be a lack of vision for what purpose Downtown Eastport
serves in the greater scheme of things;
e There is an emotional desire for the downtown of the past (which will never

return);
e The big fix/quick fix syndrome appears to exist — “if we could only get that
one back...all the rest would take care of itself in Downtown Eastport”;

e There is a lack buy-in or understanding in how niche (economic anchors)
development can spawn economic growth in the future.

Lastly, the Economic Restructuring Committee, which is comprised of concerned and
willing volunteers, has little understanding of their role and responsibility relative to
implementing projects, programs, and activities to improve Downtown Eastport’s
chances for economic growth.

Recommendations

Short Term Recommendations

1. Itis important to accept the fact that the seasonal market in Eastport is a reality.
It has existed for decades and will not change overnight. Most Maine coastal
communities have seasonal markets.

2. Take the time to build the knowledge and understanding of the Economic

Restructuring Committee members so that they can effectively undertake the
recommendations outlined in this report.
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e Recruit additional volunteers to serve on the Economic Restructuring
Committee. Look for additional people who have skills or experience in at least
one of the following areas:

= market analysis, market studies

= business support and assistance

= real estate development

= lending

= developing investment groups for capital

e Distribute Economic Restructuring Committee handbooks to every
committee member so that they can read them and refer to them for guidance.

e Hold a training session for the newly formed Economic Restructuring
Committee to go over the handbook, review the Committee activities of the past
and plan activities for the future, using the recommendations from this report as a
guide.

3. Work with the arts community (these days, called the creative economy) to keep the
theater and the art gallery downtown. They are extremely important as one of Downtown
Eastport’s economic anchors to let slip away. They must remain within a block of
downtown!

e Set up a task force to work with the arts center to look for solutions to space
needs for the gallery and the performing arts theater.

e Contact Main Street Elkader, IA to learn how they formed an organization and
raised money to acquire and renovate the old movie theater in town in order to
sell it back to a private entity. This strategy could be used by the Arts Center to
acquire and renovate a building for their needs. Main Street Elkader, Janet Ott,
program director, 563/245-2770; mselkadr@alpinecom.net

e Contact Main Street Greenfield, 1A to learn about their ongoing efforts to raise
money to restore the old opera house. Again, this strategy could be used by the
Arts Center. Main Street Greenfield, Ginny Kuhfus, program director, 641/743-
8444; grfle_cc_ms_dev@iowatelecom.net

e Contact Waverly Area Development Group, Waverly, IA, to learn about their
public/private partnership to acquire 6 contiguous downtown buildings and
eventually sell them to private developers with conditions for development.
Additionally, learn how they formed a limited liability corporation to acquire and
renovate their old movie theater. Waverly Area Development Group, Tara Harn,
program director, 319/352-4526; tarawaverly@wl-p.net

e Provide summaries of this information for the arts center and the city, both of
which will play a major role in finding a solution to this issue.

4. Investigate and instigate the “community initiated development” process in order
to share economic risk through the use of limited liability corporations. This is an
excellent strategy being utilized all over Main Street communities in lowa to develop
buildings and businesses, which are deemed important to the economic growth of
downtown. This strategy has several benefits besides sharing of risk. It encourages local
support, as the projects are collectively owned. Friends and family of the investors
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support these endeavors because they are emotionally tied to the investors. This is very
similar to the Commons Project currently happening in downtown. The main difference
is the number of investors and unrelated bonds between investors.

Contact Spencer Main Street Company, Spencer, IA to learn about their upper-
floor housing investment group which acquires upstairs spaces and renovates
them for residential use. This strategy could be used to develop upper-floor
apartments in Eastport. Spencer Main Street Company, Bob Rose, Director,
712/262-7246; mainer@smunet.net

Contact Main Street Bonaparte, IA to learn about Township Stores, which was
formed in the late 1980’s to acquire, renovate and open essential businesses for
Bonaparte. This strategy could be used to develop the general store, which was
noted as a critical need in Eastport. Main Street Bonaparte, Connie Meek, city
clerk, 319/592-3400; mainstreet@bonaparte-iowa.com

5. Work with Maine Downtown Center to expand your market analysis efforts. The
Eastern Maine Development Corporation’s report is excellent base data. The efforts of
the Community Common Ground Survey resulted in a good vision for Eastport and
downtown.

Review existing data to learn from what has already been gathered. This is

excellent information and can be the basis for additional information gathering to

learn even more about your market.

Ask for assistance to develop targeted surveys for the following groups:

e Creative community

e Eco- tourists, arts tourists, aqua-culture tourists

e Downtown building and business owners

e Use this information to build your understanding of the needs and issues
concerning the above groups, which can then be addressed by Eastport for
Pride.

6. There appears to be a significant amount of emotional energy expended on lamenting
about the Downtown Eastport of the 1950’s. It is time to put closure on this issue and
move forward. We heard from several young people that “in their lives, downtown has
never looked better than it does today.”

Work with the Eastport for Pride board and the City to make a conscious
decision on the viability of the natural economic anchors. Do they make
sense? Are all three — aqua-culture, eco-tourism, and creative economy
compatible and do they hold promise? If they do, then...

Work with the Promotions Committee to plan and hold a funeral or wake to
mourn the economic death of the Downtown Eastport of the 1950’s, and
Celebrate the birth of the new Downtown Eastport, one that is dependent on the
sardine industries of today: creative economy, eco-tourism and aqua-culture. This
could be one heck of a party!
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Both of these activities celebrate and respect the “sense of community” for their time.

Long Term Recommendations

1. Capitalize on the seasonal market to improve cash flow for downtown building
owners by creating additional quality upper-floor rental units, which can be rented
by the week during the high season and perhaps by the month during the remainder
of the year. This will buffer the economic demands placed on the first floor commercial
spaces by allowing the upper floor apartments to help pay for property taxes, utilities and
upkeep of the entire building. It will create additional lodging to support the economic
anchors and entice more visitors interested in them to stay in the community longer and
spend more money.

e Do a building by building inventory of available and potential space suitable for
upper floor apartments. Then work with the building owners who are willing to
develop these spaces.

e Work with the Design Committee to develop incentive programs such as low-
interest loans, grants and interest buy-downs to incite building owners to develop
upper floors. Tie design review and approval to incentive programs so that the
historic character and integrity of the buildings are respected.

e Work with the city to approve a tax rebate program for building owners who
maintain their properties and that are in compliance with your historic codes.

e Identify or develop a local property management entity who can work with all the
interested individual building owners so that the visitor only has one point of
contact to reserve and rent the upper floor units and so that there is a rental system
in place that also includes cleaning and maintenance of units between rentals.

e Market the availability of upper floor rentals to existing visitors. It is an already
established market, which will be much easier to tap into for return visits.

2. Look for ways to strengthen your natural economic anchors. These anchors
already exist. Increasing their presence in Eastport will only lead to greater economic
benefits for the entire community.

e Build partnerships with other organizations. This is the easiest and most effective
way to strengthen these anchors.

e For the creative economy: more artists of all kinds, demonstrations, workshops,
and more of the wonderful activities you have planned during the high season.

e For eco-tourism: working to expand the offerings of passive and active tours,
trails, bike, canoe and kayak rentals, fishing expeditions, snow ski/shoe rentals.

e For aqua-culture: more aqua industry tours, how to demonstrations, history of
aqua-culture in Eastport, etc.

e For all three: more lodging options, eateries, coffee bars, visitor amenities (toilets,
showers, information kiosks, banners, etc.).

e Work with the Promotions Committee to promote these niches through special
events focusing on each one at least annually.
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3. Grow the shoulder season so that it is lengthened, incrementally, over time. Use your
previously discussed economic anchors to grow the shoulder seasons Currently, the high
season is from 12 to 16 weeks. Incrementally, it could potentially grow to 16 to 20
weeks including the shoulder seasons.

e Work with the Eastport Arts Center, the aqua-culture and eco-tourism industries
to plan and promote activities a week earlier and later than is usual for the high
season. Remember, McDonalds Corporation claims it takes 2 years for a new
initiative or message to take hold...so don’t give up when results are less than
spectacular the first year or so.

e Work with your Promotions Committee to market the shoulder season activities to
appropriate groups. Acquire and use mailing lists, e-mail lists of targeted groups
who express interest in the arts, recreation or aqua-culture.

4. In order utilize more downtown buildings throughout the year, grow the arts
creative economy presence downtown.

e Promote the abundance of downtown space for studios to artists in the New
England area.

e Work with Design Committee to create incentives to develop “live-work” spaces
where artist can have their studio and residence in the same building.

e Work with the Eastport Arts Center to encourage and promote additional
workshops and demonstrations for the public.

5. To assure longevity and a sense of caring, develop an existing business visitation
and assistance program. Make an effort to confidentially visit with all existing
downtown business owners at least once a year or every 18 months to develop improved
lines of communication with them.

e Contact Main Street Corning, IA to learn how and why they started their existing
business call program in the early 1990°s and how it was put together.
Confidentiality is of the utmost importance, as once broken, it is never regained.
Main Street Corning, Sue Basten, Director, 641/322-5229; acedc@mddc.com

e Review the business visitation program information included as an addendum to
this report.

e Read the Main Street News issue that was published a few years ago on
establishing business visitation programs.

6. If Eastport desires to retain its small town flavor and appearance, it is important that
highway strip commercial is not allowed to sprawl. Learn from what has happened to
Ellsworth, gateway to Bar Harbor as a result of letting strip commercial zoning get out of
hand. Eastport has done an excellent job of putting safeguards in place to protect the
waterfront and views. It must do the same on Highway 190 coming into town. Besides,
do you really want “Generica” strip development?
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e Work with the City to develop appropriate zoning for Highway 190 coming into
town. Zoning which allows for respectful development and retains the quality
and flavor which makes Eastport unique Down East.

Summary

It is important to always beware of the “big fix/quick fix” syndrome. This was
exemplified by comments we heard during our visit to Eastport, such as:

e “What we need is that one downtown store we remember from the past and
everything will be all right.”

e “The streetscape will fix everything.”

e “A bulldozer will make downtown more valuable.”

Successful downtown development initiatives are incremental, comprehensive and on-

going. Downtown’s economic, physical and social value eroded over decades. It did not

happen overnight. Its renaissance will not occur overnight, either. Take the time to do

it

right. America’s smaller communities do not have the economic or social resources to do
it over again. They have to do it right the first time. The Maine Main Street program can
help you do it right. Take advantage of it to learn how to take the future of Eastport into

your own hands for future generations.
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Design

Introduction

Good design is essential to all aspects of Downtown revitalization. The Main Street
design philosophy is not a “purist” preservation approach, but one that seeks to utilize
and enhance those elements of quality design that remain in each building. Good design
must be extended to include promotional literature, store window and merchandise
displays, public building improvements, and street amenities.

The role of a Design Committee is to provide education and tools to promote good design
Downtown. Design Committees typically provide design guidance and advice,
encouraging quality improvements to public spaces and private properties. The Design
Committee also can educate the community about the importance and economic value of
historic preservation and quality design. Finally, the Design Committee provides
motivation — through incentives and by targeting key projects — for positive change
Downtown.

Eastport is fortunate to have numerous natural and manmade assets, with some of its
most important manmade assets being historic buildings and a compact downtown. With
35 contributing properties in the National Register district, and 23 in the local historic
district, there is no question as to the significance and value of Eastport’s architectural
heritage. The existence of a local historic district and an appointed review body are two
excellent tools for downtown’s revitalization and protecting the City’s character.

Since the City was rebuilt so quickly after the Great Fire of 1886, downtown has a strong
cohesive appearance, which defines Eastport’s character. However, the buildings are
aging at the same rate, and, where buildings have been neglected, similar repairs
problems are emerging. The need for appropriate building repair is evident and it is
critical that the masonry problems be assessed and addressed in the immediate future.
The streetscape improvement project (CDBG grant) is a fantastic opportunity for the
community, however, there needs to be ample time to address the coordination of the
various aspects

Observations

The following is a listing of design related observations by the Resource Team of
Eastport’s downtown. The observations are grouped under Strengths/Opportunities and
Weaknesses/Threats.

Strengths/Opportunities
e Impressive that the City has a National Register Historic District, a Local Historic
District, and a historic preservation ordinance based on the proven nationally
recognized Secretary of Interior’s Standards for Rehabilitation. With these
preservation tools in place, the City is in an excellent position to protect and
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appropriately develop one of its greatest assets: historic buildings. This is rare in
a city of this size.

e Incredibly rich architectural heritage, cohesive appearance of downtown
buildings, designed by a handful of highly regarded architects.

e Buildings are substantive, predominantly masonry, and well designed.

e There is a good mix of public and private buildings. The public buildings serve as
anchors at either end of Water Street with the U.S. Customs House at one end to
the Public Library at the other, creating a strong civic presence. Two masonry
former bank buildings add a substantive commercial presence to the other retail
blocks.

e Attractive first floor storefronts and upper stories retain a majority of their
original configuration, with little covering of original features.

e There is great potential for second floor housing, which is vital to creating a
thriving downtown.

e The City has a willingness to change the zoning ordinance to support downtown

revitalization goals. Two recent proactive activities demonstrate a strengthening

of the vision for a livable downtown: 1) The zoning prohibition of residential uses
on the ground floor in the downtown within the B1 District, and 2) Recent
revision to the Zoning Ordinance to include all City owned property located in the

(B1) District in the Historic Designated District. Such actions demonstrate the

City’s commitment to downtown and the role they play as stewards of some of

downtown’s historic assets.

Citywide follow through on implementing Comprehensive Plan from 1995.

New Comprehensive Planning effort is underway.

Educational programs underway (lectures on design topics).

Strong Code Enforcement Officer (CEO) (who is also the Tax Assessor,

Plumbing Inspector, Building Inspector!) who has a passion for Eastport’s historic

resources (for example, working with the Historic Review Board to create the

Color Manual), the City and its people and a vision for the future. CEO is willing

to work with property owners to solve challenges.

e The building improvement projects downtown, both in-progress and recently
completed, create a strong sense of energy and vibrancy. Many communities
would give anything to have this level of visible improvement happening in their
historic core.

e The City’s purchase of the A&P building and lot is critical, as a means to control

an important “gateway” property to downtown.

Local resources (garden club and individuals) that care about downtown.

CDBG money and fagade grants will spur ongoing investment.

Compact, walkable downtown.

Location! Location! Location!: With downtown situated along the bay, the water

is a powerful asset: dramatic water views, public access to the water and source of

recreation and education.

Walkway on waterside of buildings.

Working waterfront.

Municipal pier.

Downtown hardware stores.
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Residential areas surrounding downtown convey a sense of community — create a
strong sense of “place” for Eastport. These areas provide a source of people to
utilize downtown.

Local demolition ordinance is excellent — it gives the community an appropriate
length of time to respond and explore other options.

Public spaces, such as Overlook Park and the open space around the Bandstand.
Downtown “clean-up” activities are happening.

Custom’s House and former A&P building form a critical gateway for downtown.
Vista of downtown buildings as you approach downtown on Washington Street

Weaknesses and Threats

While there is an intact and impressive collection of buildings downtown, the
buildings appear in poor condition, based on years of neglect, deferred
maintenance, and a continual battering of the elements.

Buildings created in one time period (1887) means that all of these buildings, at
117 years, are coming of age at the same time. In some regards this is creating a
minor epidemic of similar building failures, especially in the neglected or
minimally maintained buildings.

Boarded up windows convey message of neglect and discourage investment.
There does not appear to be a widespread preservation ethos outside of the core
group.- Generally, a lack of understanding as to how the preservation review
process works.- While the CDBG grant is a positive undertaking and presents
many opportunities, there is a concern that if there is not a reasonable timeframe
to allow: 1) for programming (i.e. understanding the needs of individual property
owners and businesses in terms of parking, loading, deliveries and trash pick-up)
which is critical to ensure the development of appropriate design solutions; 2) for
public buy-in; and 3) for integration of related utilities, the CBDG Downtown
Revitalization program could be a disaster if it is rushed as it is so comprehensive.
The perception of EFP’s ownership of the downtown streetscape improvement
program could be a problem if EFP’s success as an organization hinges on the
streetscape program, which EFP does not manage. -

The United States Coast Guard is building a new building on the waterfront,
which means that they will be moving out of the Custom’s House. The Custom’s
House also houses a U.S. Custom’s office and the United States Post Office. Will
the Post Office or the U.S. Custom’s office be the next tenant to vacate the
building? Should this happen, there will be another vacant building at a critical
gateway to downtown

Lack of on-site property managers for vacant or seasonal properties.

N property manager business for absentee property owners seeking weekly rental
properties.

Lack of building maintenance

Lack of sidewalk maintenance (winter snow shoveling, sweeping, trash cleanup).
Design Committee does not have a Chair or a Work Plan.

Composition of Design Committee is lacking in representation of individuals with
building expertise.

Sidewalks are in poor repair.
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e Signage for municipal parking areas is not evident
e Adequate parking available currently.

Recommendations

The following are recommendations to the Eastport for Pride’s Design Committee. We
have grouped the recommendations in four categories:

(A) Education/Advocacy

(B) Funding/Incentives

(C) Regulation/Building Repair
(D) Streetscape/Parking

Within each category, the recommendations are organized as Short and Long Term
recommendations.

(A) EDUCATION/ADVOCACY

Why is design education and advocacy so important?

The members of the Design Committee need to serve as “Desigh Ambassadors” for the
downtown. It is critical that members of EFP, particularly the Design Committee, have
the tools to talk convincingly with property owners about the economic value of their
historic building, the importance of appropriate and quality improvements, and how to
implement these improvements.

Education and outreach is a great opportunity to dispel some of the myths and mis-
information that exist regarding a local historic district ordinance. For example, a local
historic district ordinance focuses on a building’s exterior, not the interior. (The legal
basis for historic preservation legislation is that it is for the public good so “the public”
must be able to see the resource — i.e. the storefront on Main Street — from a public area
(the sidewalk and street). Since buildings are one of downtown’s most significant assets,
the maintenance and appropriate renovation of these structures is a critical piece to the
successful revitalization of downtown.

Short Term

1. Design Committee should take an important advocacy role by getting the
word out to downtown businesses and/or property owners to participate in
the public process for the DCDAC streetscape improvements project. The
Committee should also advocate for an extended timeline for the project so that
all the public improvements (new sidewalks, road paving, new water pipes,
accessibility, streetlights) can be implemented at once, which is more cost
effective and results in a quality end-product.
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Make sure that businesses and property owners are aware of any upcoming public
meetings regarding the project. Use all modes of communication to cultivate
involvement in these meetings: send emails, make personal visits, make phone
calls, and post eye-catching (not just a boring typed meeting notice!) posters at
key places around town.

Why is this so important?

It is critical that the downtown businesses and/or property owners be given a
voice in the design process because they are directly impacted by this project and
for some their livelihood depends on a downtown streetscape that functions
smoothly and is well maintained. Downtown businesses must be involved to
ensure that the implemented streetscape improvements (parks, parking, light pole
placement, etc.) function efficiently for the downtown businesses. For example, a
proposed park or sidewalk placement needs to take into account delivery truck
routes and maneuverability. Additionally, it is important that downtown
businesses feel “invested” in the project.

2. EFP Design Committee should always be represented on the DCDAC to
ensure communication between both groups.
Although Eastport is a small town, communication cannot be assumed. Make sure
that one specific Design Committee representative on DCDAC understands that
they are a key communication link between the two groups. Have the appointed
representative report back to the Design Committee and information should also
be reported to the EFP Board. Design Committee member should represent EFP
at DCDAC meetings.

3. EFP should work with the City to keep the Arts Center space downtown.
At the time of the Resource Team visit, the Masonic Hall was listed for sale. The
Hall has served as the home for the Arts Center, which is an essential component
of Eastport’s downtown revitalization efforts. It is critical that this cultural
resource remain downtown. Consider the A & P building as a possible home for
the Arts Center.

4. Expand the breadth of expertise represented on the Design Committee. Add
individuals with experience in building trades, real estate, architecture,
graphic design, signage, landscaping, engineers, utilities, etc. Remember, you
can look for members in the nearby communities, not just Eastport.

o Attend Design Workshop(s) offered by Maine Downtown Center and/or
neighboring communities/states

e Attend Maine Downtown Conference

« Utilize the videos, books and other resources available through the Maine
Downtown Center and the National Main Street Center

o Meet with individuals knowledgeable about local history and architecture to
learn more about downtown’s history.

o A Design Committee representative should attend EHRB meetings to make
public comment with regard to Main Street principles.
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5.  Develop Design Resource Library
When a property owner or tenant wants to undertake building improvements and
needs ideas or guidance, the Resource Library can help set them on the right path.
The Library may include the following:

e Binder containing photocopies of historic images and postcards of
downtown buildings. Organize by street, block or building. Photocopies
minimize the handling of original documents and make images in private
collections accessible. Contact the Border Historical Society and other
groups to collect copies of historic images. Gathering copies of historic
images may be an excellent project for local high school students.

e Project Binder containing photographs of renovation projects undertaken
in town. Ideally, include before, during and after photos. Photographs
could be accompanied by a “project profile” that outlines the renovation
process (was it completed in phases? If so, how?); highlights funding
sources or any creative financing arrangements; advice and lessons
learned by the property owner/business during the project, such a bulleted
list of “Top Tips.” Also, encourage everyone involved with EFP to take
pictures anytime they see a good example of a storefront renovation —
wherever they are — and share the photo with the Library.

e Articles on storefront renovations, paint colors, how to work with a
contractor etc. The National Main Street Center’s web site and the Maine
Downtown Center are excellent sources for these articles.

e Expand the Color Manual that Carl Young has created.

e Create a Trades referral list. Ask people who recently had work
completed whom they used and would they recommend them. The list
does not have to be “endorsed” by EFP, but rather a starting point for
someone who is planning to undertake a renovation project. (It always a
good idea to have at least some idea as to the quality of the work — the
success of downtown depends upon quality repairs and rehabilitation.) Try
to compile a list that includes the array of trades someone might need for
building renovation: mason, painter, general contractor, electrician,
plumber, heating contractor, roofer, floor refinisher, carpenter, sign maker,
graphic designer, etc.

e Signage: Create a binder containing examples of good signage from other
communities and be sure that it contains a copy of any relevant sections of
the ordinance, which address signage.

e Prepare building inventory for each downtown building, current photos,
historic photos, postcard images as well as notation of character-defining
features and specific building repair issues.

6. External Education: Downtown Property Owners, Residents, Merchants
Once the Design Committee has a better understanding of how to “read” and
“speak” about buildings, the members need to reach out to the community and
raise awareness about downtown Eastport’s historic resources: Activities may
include:

e Guided walking tours of downtown focusing on history and architecture.
Eastport already has the printed guide entitled “A Walking Guide to
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Eastport” which can be used as the basis for a guided tour. Work with the
Border Historical Society, Quoddy Marine Museum and Historic Review
Board to develop these tours. Think about creating tours that have
different themes: architecture/building focus; history of the industries in
town; Eastport Fire tour, etc. Offer the tours at a regular time each week
during the busy season. Don’t be bashful — charge a fee. Your downtown
is worth it!

e Collaborate with schools to develop activities that bring children and their
parents downtown. For instance: an architectural scavenger hunt; find the
alphabet in the architectural elements.

e Organize a paint workshop — identify and invite a reputable, experienced
paint expert to discuss the keys to a successful paint job (hint: surface
preparation is very important especially given Eastport’s harsh elements)
and what to expect from a painting contractor.

e Organize an event to bring people together with their historic photos —
perhaps a “Guess When This Photo Was Taken” event. Host the event at
a site with a good photocopier and photocopy any images of downtown
that are brought to the event. Partner with the Historic Review Board and
local historical societies on the event. Be sure to keep the Promotions
Committee involved and informed.

7. Work with the Promotions Committee to promote the architectural tours; Work
with the Organization Committee to celebrate/publicize building
improvements/renovations.

8. Assign one Design Committee member the task of being photographer. (Note:
This might be a way to get another area of expertise on your committee — any
local photographers who might like this role??) This position could rotate
annually.

0. Cultivate communications with the General Services Administration (GSA)
and your local Postmaster.
Communication is essential to getting early notice if the Post Office has any
thoughts of relocating. Given the U.S. Post Office’s previous interest in the A &
P building, the current condition of the Custom’s House, and the U.S. Coast
Guard moving out of the Custom’s House, it seems like it might only be a matter
of time before the Post Office considers moving to a new building on the outskirts
of town. The Post Office is an essential downtown anchor and should remain in
downtown. The Design Committee should familiarize themselves with the
Executive Order encouraging the location of Federal Facilities in historic
downtowns. Share this information with City officials.

(B) FUNDING/INCENTIVES
The Resource Team recommends that the Design Committee explore the following
incentive programs.
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Short Term

1. Certified Local Government (CLG) status and the benefits to this program.
Jointly administered by the National Park Service in partnership with the Maine
Historic Preservation Commission (MHPC), the CLG Program provides valuable
technical assistance and matching grants to communities whose local
governments are working to keep their historic assets for future generations.
Grants through this program typically fund projects like architectural surveys and
the creation of design guidelines. Contact Mike Johnson at the Maine Historic
Preservation Commission in Augusta for information about the program. Mr.
Johnson can be reached at 287-2132 or by email at: mike.d.Johnson@maine.gov

2. Federal and State Historic Preservation Tax Incentives program.
The Maine Historic Preservation Commission participates in the National Park
Service's Historic Preservation Tax Incentives Program and the State
Rehabilitation Tax Credit Program. The two credits work together as a voluntary
incentive program designed to encourage the rehabilitation of income-producing
historic buildings. Several hundred properties in both rural and urban
communities from York to Presque Isle have benefited from this program. Visit
the Maine Historic Preservation Commission’s website at:
www.state.me.us/mhpc/txcrdt.htm for information about the Tax credit program.

e Contact Amy Cole-lves, at the Maine Historic Preservation Commission in
Augusta to discuss the possibility of a presentation to the Design and
Economic Restructuring Committees about the pros and cons, the mechanics,
opportunities and requirements of these state and local programs. Ms. Ives
can be reached at 287-2132 or by email at: amy.cole-ives@maine.gov

3. Local Option Property Tax Reimbursement Program (Sec. 1. 30-A MRSA*

5730)

This legislation enacted into law in 2000 states that:
“...amunicipality may raise or appropriate money to reimburse taxpayers
for a portion of taxes paid under Title 36, Part 2 on real property if the
property owner agrees to maintain the property in accordance with criteria
that are adopted by ordinance by the governing legislative body of the
municipality and that provide for maintaining the historic integrity of
important structures or providing a scenic view.”

The Design Committee and EFP will need to coordinate their efforts with the
EHRB to bring this initiative to the City Council for discussion and enactment.
Contact the Maine Historic Preservation Commission for additional information
about this program or visit their website. (See #2 above.)

4. Continue the fagade grants and other incentive (carrot) programs as they spur
development that is consistent with the design guidelines.
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e Look to community reinvestment dollars from regional banks.

e Explore the creation of a Revolving Loan Fund. (Once again, utilize the
resources at the National Main Street Center’s web site for information on
revolving loan funds. These types of funds have been successfully
implemented in communities across the country, so there is great opportunity
to learn from other’s experiences and customize it to fit Eastport’s needs.

e Wright-Pierce has offered in-kind consulting services for engineering to the
Main Street Program. If a property owner requires assistance in evaluating
structural engineering issues there is approximately $1500 of services
available to Eastport for Pride.

(C) REGULATION /BUILDING REPAIR
Short term

1. Design Committee should take the lead in coordinating a comprehensive
professional analysis of the masonry failure issues in town by a preservation
or conservation expert skilled in masonry restoration.

We understand that several buildings have been in their current state of poor
masonry condition for a long time. While this may suggest there is little
movement, there is still an obvious problem that needs proper repair. With much
of the downtown experiencing apparently similar masonry issues there is an
opportunity for shared resources to identify both the problem and appropriate
solution(s). A comprehensive assessment by a highly qualified masonry
professional is necessary. Once the repair options are developed this same
consultant could be brought in for an educational seminar to others. If several
building owners were to pool their resources for this initial consultation they
could save costs on consultant fees. There are also opportunities to collectively
bid the work to realize cost savings and attract good masons to the area.

With the problem and appropriate repair methods identified, EFP and the City
will be in a position to respond quickly and knowledgeably to any potential
buyers or building owners about how to address the problem. (Imagine being able
to give a potential property owner a report that identifies the problem, how to
solve it and the potential funding sources towards the repair! Suddenly, that
property owner is more interested.)

2. Maintain current copies of the City of Eastport Zoning ordinance, and Color
Manual in the EFP office.

Make the ordinance “user friendly” by tabbing those sections relevant to
downtown buildings. Work with the Code Enforcement Officer to do this.
Additionally, a page summarizing the relevant sections with “layman”
interpretations may also be appropriate. Once again, work the CEO on this
summary page.
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3. Organize a workshop with the City and HRB to identify appropriate uses for
the former A&P building and to explore ownership scenarios.
The City of Eastport and downtown are in the fortunate position (once the
purchase of the property is complete) to be able to set the agenda for the use of
this important parcel. Careful consideration should be given to defining a use that
is economically viable and benefits downtown. For example, a retail or cultural
use generates more foot traffic and repeat visits than an office use. It would also
be beneficial to explore ownership scenarios (does City retain ownership and
lease; sell; sell with easements or conditions) and what these various options
mean for the future of downtown.

Long term

1. EFP should work with the EHRB to facilitate the development of Design
Guidelines for the downtown district. These guidelines could serve both the
Historic Review Board and the Design Committee.

What are Design Guidelines?

Design Guidelines establish a common understanding or definition of what are

appropriate improvements and changes to historic properties in the downtown

district. Design guidelines are not an ordinance; rather they can provide the

following:

e A definition of those design elements and characteristics that are important to
the historic character of Eastport.

e An educational tool to promote and explain the benefit of historic buildings
and good design.

e Guidance about what to consider when designing alterations to a building.

e Recommendations for maintaining and improving the visual quality of
downtown Eastport.

e Allow for flexibility and change while protecting the identity of the historic
downtown.

What can Design Guidelines accomplish?

e Improve the quality of alterations and new construction in Eastport’s
downtown district.

e Protect the historic character of downtown buildings.

e Build a greater awareness in the community of the value of downtown’s
historic architecture.

e Tangible resource to assist property owners as they plan for improvements.
e Itis also an opportunity to more comprehensively address signage, lighting,
and guidelines for new construction, which include additions to existing

properties.
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How are Design Guidelines used?

Design guidelines can be either advisory (people can use the guidelines if they
wish) or mandatory (people are required to use the guidelines). The EHRB could
use the guidelines to review applications and the Design Committee could use the
guidelines to review applications for fagade grants, etc.

We recommend that Eastport for Pride working with the Historic Review Board
consider the following process:

I. Develop a Design Guidelines handbook
e ldentify and secure funding for the development and printing of the handbook.
e Decide whether Guidelines should be advisory or mandatory.
e Hire a professional with experience in historic preservation and design review
to develop the Guidelines.

Public participation is CRITICAL during the development of the Guidelines. If
the public does not participate (specifically downtown property owners) then they
will not accept and utilize the Guidelines. (Example: Work sessions in small
groups to study the current downtown buildings, and identify the existing patterns
of roof height, cornices, window openings, storefront rhythms, etc.) Involving the
public will cultivate a greater appreciation and understanding of Eastport’s built
environment and will result in an improved definition of Eastport’s character and
a desire to preserve this resource.

There are often funds available for this type of activity through the Certified
Local Government (CLG) program.

ii. Distribute and Promote Guidelines
e Distribute Guidelines to each downtown property owner at a workshop, which
introduces the Guidelines and how they can be utilized.
e Ensure that Guidelines are available at key locations downtown (Town Hall,
EFP office, Library etc.)
e Regularly promote the availability of the Guidelines in the EFP newsletter and
other methods of promotion/communication.

iii. Review applications
The Design Committee should review all applications for incentive programs
(low-interest loans, facade grants, revolving loan applications) using the Design
Guidelines as the basis for review. This review process should be set up as a
requirement of the incentive program to ensure that a standard of quality is
maintained on downtown buildings. The review process acts as a filter for
selecting the most appropriate projects. The Design Guidelines should be
enclosed with any and all applications for incentive programs, because this will 1)
provide useful information to applicants and 2) give applicants a better
understanding of the parameters of incentive program and the design
expectations.
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2. Design Committee advocate and work with EHRB to incorporate the “opted out”
National Register properties into the local district.

It is highly preferable to have all National Register properties included in the
locally reviewed district because it maintains the district’s cohesiveness and there
are other potential benefits, such as eligibility for CLG status. (See CLG under
Incentives discussion, Section B.) Properties should be organized into three
categories: Significant, Contributing, Non-Contributing and the ordinance should
be strengthened to respond to these categories.

(D) STREETSCAPE/PARKING

The DCDAC is currently undertaking a streetscape improvement program to replace
sidewalks and curbs and create accessible parking and sidewalk access. The City is
considering pursuing additional funds to address street repaving, and replacement of
aging water lines (and possibly burying the electrical lines) as part of the streetscape
improvement program. This is a tremendous opportunity and substantial investment for
Eastport with dramatic results. An important component of the streetscape is street
furniture (benches, trash cans, flower containers, bike racks). We understand that
benches have been selected as a result of funding from the CDBG grant coupled with a
Downtown Innovation Grant from the Maine Downtown Center. We understand that
trashcans made from oil barrels were painted by students and used downtown during the
summer months, and that these will be replaced with new trashcans of a more consistent
nature. We understand that parking is presently not an issue, except during festivals,
which has been accommodated by shuttle service from remote lots.

Short Term

1. The Design Committee should work with the DCDAC on the streetscape
improvement plan as well as an overall plan for the placement of the benches
and trashcans. The street furniture should complement each other in terms of
color, pattern and materials. If there is not ample funding for street furniture, the
Design Committee should work with the City to make it a priority and figure out a
strategy for phasing the implementation of these elements.

Careful consideration should be given to the streetscape improvements at the
intersection of Washington and Water Streets, as this is a critical gateway to
downtown. Landscaping can be used to screen the parking lot and define the
corner. Improvements should not preclude the potential reuse of the corner lot,
which is currently parking.

2. Design Committee should work with downtown retailers and property owners to
improve the appearance of vacant storefronts and upper floors.
Actions may include:
e Conduct a survey that documents the number of missing or broken panes of
glass and their size. Tabulate this information to find out how many
“common” sizes there are and approach a glass company (or glass companies)
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in the region about getting a discount price for volume and/or whether they
would be willing to donate some of the materials.

e Contact local contractors (we met at least one) to see if they would be willing
to donate some time for glass installation.

e Openings with missing window sash: Gather local artists to paint “faux” sash
on un-warped pieces of plywood.

e Organize volunteers to have a “Wash downtown windows” morning.
Schedule this a couple times a year.

e Formalize an ongoing window display program in all windows, including
vacant building windows. We understand that this type of activity has
happened in the past — build on that success. These can be a unified approach
of displaying artwork by students, or a merchandizing display for off site
stores or attractions (like Ray’s Mustard). High quality should be encouraged
by example and by collaborating with the Chamber of Commerce on window
display awards. To keep fresh and attract interest in the storefronts, suggest
that the displays change in some way every 30 days in high season and every
60 days in the slower season.

3. Work with Garden Club (and other community groups) on annual
downtown clean-up days and flowerbox program.

We understand that the Garden Club and other volunteers (including youth) have
been involved in a clean-up day downtown. Build on this success; involve these
volunteers who have already shown a commitment to downtown.

4. Explore ways to arrange for sidewalk snow removal in the winter.

Even though winter is your “slow” season, downtown still services local
residents, visitors from the region and beyond. Since your “off-season” visitors
will be growing, you want them to be able to walk around easily downtown.
Maybe EFP can assemble a group of volunteers to tackle sidewalk snow removal
or solicit donations to offer modest payment to these individuals.

Many communities regulate snow removal as part of the building owner’s legal
responsibility and assess fines for non-compliance. If the City of Eastport decides
on this alternative, EFP can assist property owners by providing an annual list of
persons interested in providing these services.

5. Lead the effort to have an informational plague created for the Fisherman
Statue.
The fisherman statue that was created for the movie set has created some
controversy in terms of whether it should remain. If it is to remain, it will require
a more permanent and well-designed base. Since it is a caricature, if it is to
remain there should be an interpretative plague explaining its origin so as not to
create a false history for visitors.
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Long Term

1. Work with the City to ensure that parking requirements for the B-1
downtown zone support downtown’s revitalization goals.
For instance, you want to be sure that there is flexibility in the ordinance to permit
dedicated shared-use off-street parking for second floor residential use.

Creating more downtown parking is probably not necessary at this time.

Currently, crowds that attend large festivals (Salmon Festival, Fourth of July etc.)
are handled through shuttle service. Excessive surface parking lots will erode the
fabric of the downtown and can just as easily negatively impact its revitalization.

Other:
There is one other recommendation that falls into both C and D and it is a short-term

recommendation.

Work with the City to create a Master Plan for the parcel at the corner of
Washington and Water Streets.

We feel that this corner parcel is vitally important to downtown’s revitalization and
warrants some focused attention. The Master Plan could accomplish the following:

Define the appropriate potential uses for the parcel.

Define potential reuse scenarios for existing building, including the addition of

additional floors.

= Define potential new construction scenarios relying on historic images for
appropriate massing (scale of the building: how many stories, how many bays),
footprint and location. Parking would be maintained behind the building.

= Define ownership options for the parcel, which could also include an outline for

requesting redevelopment proposals for the site.

Summary

Eastport for Pride volunteers have demonstrated their awareness about the importance of
design through their attendance at educational workshops and the plans underway for the
design lecture series. This level of commitment combined with a solid building stock, a
National Register Historic District and a local historic district means that the DC has an
excellent foundation to build upon.

The Design Committee (DC) must be strengthened in terms of participation and expertise
in order to play an effective role in EFP as well as downtown’s revitalization. Numerous
short-term recommendations are included in this section of the report. They are all
important but you will not be able to begin them all at once. Of key importance is taking
an active role in the streetscape improvements project and the fagade grants project. The
DC and EFP can serve as an effective facilitator and resource for information. This will
take a great deal of energy, but as the DC is involved in these projects there will be
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opportunity to gather resources for the Design Library and educate others, two of the
other short term recommendations.

The masonry deterioration is a significant concern with direct economic implications not
only for current building owners but also potential buyers/tenants. A potential
buyer/tenant may take one look at a building and walk the other way. This issue should
also be addressed in the immediate short term and with a comprehensive approach.

The DC may find that several short term recommendation begin to be addressed as a
result of being involved in these two large-scale projects. For example, the DC may find
that research into incentives is necessary in order to identify funding for the masonry
assessment/repair. Education, both internal and external, is an on-going process as new
volunteers become involved and new projects emerge.

Currently, there are many exciting design related activities happening in Eastport with
several more on the immediate horizon, which will have a dramatic visual impact on
downtown. With all this activity, the future holds great opportunity for the Design
Committee, Eastport for Pride and the residents of Eastport.
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Promotion

Introduction

The development of most of our towns and villages in America centered around Main
Street thus our downtowns became the core and heart of our communities. That is where
past generations conducted their daily business, shopped, socialized and worshipped. All
of this created a sense of place and helped form our collective and individual identities.
As our population became more mobile, our downtowns suffered when industry changed,
businesses left, rental rates slipped, property owners had less to invest in their downtown
properties and then tax revenues declined

The escalation of this withdrawal from and neglect of downtowns has reached
phenomenal proportions as shopping malls with big box stores spring up around our
community centers. Downtown businesses fail or move out to catch the flow of traffic.
Schools, government services (local, state and federal) and churches move out to newer,
more spacious and efficient quarters with readily available parking. There is little
personal tie to the downtown as downtown property owners move away or sell to “out of
town” investors and the citizens of our communities have little reason to go downtown on
a regular basis. The bottom line is economic decline for communities, loss of community
pride and a sense of ownership. As the social fabric of our communities erode, we no
longer have a sense of place and a center for creating memories and traditions that
celebrate our past, define our present and provide a basis for our future. Eastport is a
dramatic testimony to all of the above.

The National Trust for Historic Preservation’s Main Street Program’s proven approach to
downtown revitalization is based on a four-point program of Organization, Design,
Economic Restructuring and Promotion. These four points working together are key to
the success of the Main Street Program. The Promotion Committee is charged with
selling the image of your downtown Eastport, whatever that is, by creating excitement in
the downtown with retail promotions, marketing campaigns, image building activities and
events that build community pride. These strategies aimed at shoppers, visitors, new
investors, new and existing businesses create the ability to fulfill the promise of Main
Street as the heart and soul of your community.

The Promotions Committee is charged with promoting the downtown as the center of
commerce, culture and community life by conducting

e Image definition and building activities

e Retail events that make cash registers ring

e Special events celebrating both past, present and the future to build community
pride
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The Promotions Committee is the “PR” arm of “Eastport for Pride” (EFP) and is
responsible for the image of Eastport’s downtown

In conjunction with the Economic Restructuring, Design and Organization Committees,
the Promotions Committee must think about promotions in a broad sense to accomplish

the following:

Understand the changing market

Identify and highlight Eastport’s assets including people, heritage, institutions and

its physical attributes

Define Eastport’s market niche —its unique personality and position in the market

Celebrate the positive changes that occur as a result downtown revitalization
Create and promote new image campaigns to attract people to the downtown

Observations

The Resource Team offers the following observations to the EFP Promotions Committee:

Eastport has numerous, dedicated and very active volunteers with a wealth of
creativity, energy, a “can do” attitude and they have fun at what they do.
Members of the Promotions Committee “get the job done”

Downtown merchants are underrepresented in the Eastport For Pride (EFP)
Program.

There is a multitude of organizations producing activities for the downtown
There are some long standing, successful activities, i.e., 4th of July celebration
(Old Home Week) and the Salmon Festival

Eastport For Pride began with exciting new promotions and continues to create
new excitement with new ideas (Meet the Moose)

The Eastport Main Street District is part of a National Historic Register. That
provides opportunities for historic and heritage tourism promotion.

The Chamber of Commerce, though all volunteer, markets the region and
sponsors some successful promotions, but is not represented on the Promotions
Committee.

There is a vast population of artisans and artists, many of whom are Eastport’s
best kept secrets.

Eastport is attracting many “new’ and “newly returned” residents because of its
“quality of life”, it’s peaceful attractive setting and its affordable seacoast real
estate.

There are very few retail businesses, seasonal or year round, in the district
There is a very solid “anchor” business in Wardsworth Hardware that serves
residents and visitors alike.

There is an opportunity to create “branding items” for Eastport.

There are three downtown restaurants that are open year round.

There are no uniform hours of business operations

There are ample first floor spaces for business opportunities.

The downtown is compact, walkable and visually pleasing
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The downtown sidewalks (in winter) are not inviting for walking

The numerous empty storefront windows are mostly blank.

There is a magnificent waterfront.

There are pockets of new development in the downtown.

The City owns most of the downtown waterfront.

The proximity of the Canadian market presents both an opportunity and a
challenge

However the Promotions Committee faces the following challenges:

The Promotions Committee is in a state of flux with new leadership

The Committee lacks a gender balance

Downtown business is under represented on the committee

There is absence of media representatives on the committee

The Chamber of Commerce is not represented on the committee

The Committee lacks clarity regarding its role

There is lack of coordination of activities

e There are numerous, redundant brochures about individual and organizational
activities in Eastport

e Most members of the Promotions Committee wear multiple hats leading to

confusion about their roles on this Committee

Recommendations

The following are recommendations for the EFP Promotions Committee

In general, Promotions Committee is an easy place to start building your program
because it can be fun, it is clearly visible and volunteers can tackle a task without feeling
committed with no end in sight. Most citizens of your community also get pleasure out of
having a hand in such accomplishments.

General Recommendations:
1. Set clear agendas and precise times for meetings.
To produce dedicated volunteers and provide protection for them, consistent meeting
times and location along with concise agendas are critical to having a successful
committee. Poll committee members and those you want on the committee as to what
will work. Most communities find that early a.m. or late afternoon (5:15p.m. — 6:30p.m)
works best. Often, serving refreshments helps to set a nice tone that connotes how the
committee values its volunteers.

2. Select meeting places that enhance committee work.

Meetings work best when volunteers can work in a fairly intimate setting, without
distraction. The EFP office provides this well. From time to time the committee may

Resource Team Report — Eastport For Pride Page 41



want to move the meeting to a business location to bring that person to the table or to
show support for a member of the business community.

3. Evaluate Every Promotional Activity

To evaluate success and learn from each activity all promotions/events must be evaluated
shortly following the event. Review the goals for the event, the numbers that it attracted,
the effectiveness of the advertising, what went wrong and how can we do better? Or do
we not do this event again?

4. Toot your own horn.

EFP must let the community know what it is doing. Make a “big deal” out of everything
you do. Take credit and give your volunteers credit. Do frequent press releases, written
by staff and volunteers.

Short Term

1. Broaden the Base of the Committee to include more business representatives, media
representation, the Chamber of Commerce and men to help balance the gender gap.

2. Educate and orient all committee members on the role of a Promotions Committee

3. Use the National Main Street “Main Street Members Handbook™ on Promotions, the
Maine Downtown Center’s resources and ask for assistance from Organization
Committee. Use other Main Street Maine Communities for advice and sample work
plans.

4. Educate Committee Members on the Main Street recommended types of Promotional
Activities. Those include, Retail/Cash Register ringing events, image building activities
and special events.

5. Conduct a survey of existing promotional activities events in the downtown to create a
community calendar of these which should be maintained in the Eastport for Pride Office

This survey should include when, where, and who in its details. It will allow the
Promotions Committee to prioritize its activities, while relegating responsibility for many
activities to other organizations and individuals, i.e. the Chamber, Church groups, etc.

6. Concentrate the focus of committee work on “Eastport for Pride’s own promotions that
follow the Main Street model for three types of promotions

7. Begin a concentrated effort to communicate, door to door, with those in the downtown
district about upcoming Promotional activities.
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8. Move the celebration of volunteers to the Organization Committee.

9. Develop a work plan for 2004, with tasks, time, cost and volunteers responsible for
completion.

This not only helps the committee to stay focused and goal oriented, but it also helps to
decrease any lack of communication and coordination of activities. Because most of the
committee’s volunteers wear “multiple hats” perhaps providing committee members with
“EFP” hats to wear to meetings will provide an added reminder to focus on EFP’s work.

10. Enlist representatives from the media to begin a cooperative advertising strategy for
EFP’ supporting businesses.

Because many small businesses cannot afford to advertise in an effective manner, the
media needs to offer incentives for advertising together. Leveraging advertising dollars
and seeing collective results will help businesses understand the value of the EFP
Promotions Committee. Investigate the use of cable television advertising in this effort.

Intermediate

1. Begin planning for a “Spring Awakening”, which might include an Arts Festival, May
basket event or other creative ideas.

If EFP decides to act on the recommendation of holding a wake for what Eastport was,
this would be the promotion to celebrate the “rebirth”. This will help to focus attention on
EFP, create a positive image for the program and begin to lay groundwork for other
promotions.

2. Begin planning for “2004 Christmas in Eastport.”

This holiday presents the easiest opportunity to enlist sponsors and new volunteers from
the larger residential community since everyone loves the holiday season. Make it a
several day event and use as much lighting in your downtown as possible. The local
hardware stores could easily purchase lighting for you at discount prices. Use volunteers
from the entire community, especially the youth and the talent of the artist community to
decorate. Again make your downtown look as special as it is! (Norman Rockwell style)

3. In cooperation with the Design Committee, begin an inventory of Eastport’s assets to
be promoted.

Using your unique assets, (waterfront, building stock, history) in promotions or as a
backdrop for those promotions will begin to build local community pride this will also
attract visitors and develop Eastport’s personality, that which sets you apart from all
other Maine communities. Use these images in your advertising and at all promotions.
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4. Work with the downtown business community to begin planning for one solid retail
based promotion.

5. Begin to create and sell “branding items” that reinforce the assets of your community.

6. Work with Design Committee to fill empty storefront windows with displays and
attractive banners, flowers and other downtown decorations.

7. Work with Organization Committee to ensure that EFP’s web site promotes the
downtown, its activities and its new image.

Long Term

1. Work with the Economic Restructuring Committee to connect new promotions to
results of the market analysis, the niches and the audiences identified.

2. Work with the Chamber and all other brochure producing entities to coordinate the
multiple and overlapping brochures.

3. Work with Economic Restructuring to investigate the “Eco” and “heritage” tourism
markets for future promotions. This should include thorough exploration of the
Canadian market.

4. There is a clear message from the community that Eastport should not become
another “Bar Harbor”. Caution must be used to plan the attraction of visitors so that is
guided, planned and incremental to produce an agreed upon desired resulting balance
of seasonal and year round attractions.

5. Create an annual arts festival that would include music, arts, crafts and the Native
American population from the neighboring reservation.

6. Work toward a balance of promotional activities that include the three essential types
recommended by the National Main Street Program.

7. Stay in touch with the National Main Street Program to learn about other
communities’ promotions and adapt them to Eastport.

8. Maintain a community calendar for residents and visitors. This should be available
electronically and physically in the EFP office and at other highly visible spots in the
downtown,

9. Create and Promote a Media Image for Downtown Eastport.

10. Work closely with all other EFP committees to develop consensus of what Main
Street Eastport is to be. What do you want to say to visitors, residents and prospective
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residents? Once agreed upon, all press releases and media relations should reinforce
that image constantly.

11. Work with the downtown merchants to begin more uniform hours with a long-term
plan of extended hours during the summer season.

Summary

Eastport, Maine truly is an enchanting and unique community rich in history, cultural,
natural, physical and human resources. It has suffered enormous hardships and set backs
with fires, ongoing changes and the continued loss of the industries that were its
foundation. After repeated set backs, there remains a positive attitude and a deep sense of
community pride. There is a diversity in Eastport’s citizens, as seen in those who never
left, those who have returned and those who recently discovered Eastport’s charm. This
evokes strong personalities and intense feelings about Eastport’s future. Given its
geographic location, waterfront and beauty, Eastport is poised for a huge metamorphosis.

“Eastport for Pride” must be very active in shaping that future by focusing on the four-
point approach of the Main Street Program. Many other “fix up” programs focus on only
one aspect of revitalization leaving an uncoordinated and not fully supported effort. The
Main Street four point program, with its comprehensive, incremental, self help approach
will provide the needed structure for an outcome for Eastport’s future that will meet the
expectations and needs of its entire community

Promotions role in this is to promote your downtown as the heart of Eastport.
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Appendix A- Resource Team Agenda

Monday, January 12, 2003

Time Meeting
11:30|Team arrives in Eastport
1:00-2:00 Meet with Downtown Manager
2:00-3:00 Meet with Board of Directors
3:15-4:30 Driving Tour of Community with City Manager
4:30-5:00 Free Time for Team
5:00-6:30 Public Reception for Team members
7:00-9:00 Working Dinner for Resource Team

Tuesday, January 13, 2004

Time Meeting
8:00-8:45 Breakfast with Manager
9:00-10:30  |Walking tour of downtown
10:45-11:45 |Meet with Design Committee
Meet with Economic Restructuring Committee
12:00-1:00 |Meet with City Councilors
1:15-2:15 Meet with Promotions Committee
Meet with Organization Committee
2:15-3:00 Free Time
3:00-3:45 Meet with Building/Business Owners
4:00-4:45 Meet with Lodging Owners
Meet with Code Enforcement Officer/Assessor
5:00-5:45 Meet with President Chamber of Commerce
Meet with Editor/Publisher The Quoddy Tides
7:00 - 10:00 |Working Dinner for Resource Team

Wednesday, J

anuary 14, 2004

Time

Meeting

8:00-8:45 Downtown Bus. Owner group 1; Arts Center group 2

9:00-9:45 Meet with Realtors

10:00-4:00  |Team members meet alone to prepare presentation

5:00-7:00 Resource Team presents findings to Board of Directors

7:00-9:00 Resource Team meets privately over dinner to finalize public presentation

Thursday, January 15, 2004

Time Meeting
8:30-10:30  |Presentation of Resource Team Findings to the Public
11:00 Team Leaves Eastport
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Appendix B- People Interviewed

(Alphabetically listed)

Bob Del Papa

Mary DiMarco

Mary and Bill Williams
Alice Cates

John Pike Grady
Phyllis Seibert

Roberta Thompson
Andrew Seely

Sarah Talbot (via email and phone)
Karen Raye

Loa Whelan

Meg McGarvey

Nancy Asante

Kristen McKinley (sp?)
Katherine Lewis

Greg Biss

Bud Finch

Neil Teachout

Susan Teachout

Ruth Mclnness
Richard Wadman
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Jean Wadman
Don Sutherland
Janet Toth

Dave Addison
Mary Pottle

Jean Wilhelm
Merged Higginson
John Foster

Diane Monson
Jim Blankman
Linda & Al Salleroli
Owen Lawler
Beverly Limbough
Mary Pottle
Dexter Jackson
Carl Young

Rolan LaValle
Edward French
Pat Scott,

Linda Sissen
David Orrell
Joyce Weber

*In addition, the Resource Team spent
time walking Main Street and speaking
with individuals not listed here.
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Appendix C - Resource Team Member Biographies

Economic Restructuring Team Member: Thom Guzman, Director, lowa Downtown
Resource Center

Thomas D. Guzman has been with the lowa Department of Economic Development since
January 1988. As Director of the lowa Downtown Resource Center, Guzman oversees
all downtown development programs of the department, including its premier program,
Main Street lowa. Guzman was the Main Street program director for downtown Grass
Valley, California prior to coming to work for IDED. He has been a real estate broker,
retail sales manager, non-profit association manager, Main Street program director, and
state coordinator prior to becoming the downtown resource center director. His current
responsibilities include managing a half-million dollar annual budget, planning and
delivering technical assistance services, training, and assessments for lowa’s 34 Main
Street communities and for developing technical assistance and training opportunities for
all lowa communities. Guzman’s areas of expertise are in organizational development,
promotion and working with smaller Main Street communities with populations ranging
from 400 to 82,000. He is a graduate of Leadership lowa, is past vice-chair of the lowa
Commission on Latino Affairs and currently chairs the department’s Diversity
Committee. Guzman represents all of the USA’s State and Citywide Main Street
coordinating programs on the National Trust For Historic Preservation’s Community
Revitalization Committee and Diversity Council. He has a Bachelor of Arts degree from
California State University Hayward.

Over the years, Guzman has consulted for Main Street programs in Arkansas, California,
Colorado, Connecticut, Illinois, Maine, Michigan, Mississippi, Missouri, New Mexico,
New Hampshire, Ohio, Oklahoma, Oregon, South Dakota, Washington and Wisconsin.
He has also presented at many national and international downtown conferences.

Design Team Members: Nancy Barba and Andrea Strassner, Barba Architecture
and Preservation

Barba Architecture & Preservation is a professional architectural firm located in Portland,
Maine that is dedicated to the philosophy that the fabric of the past is an integral part of
the future. Selected by the Maine Downtown Center to provide design assistance to the
first four Main Street Main communities, the firm has been involved in numerous
downtown projects throughout Maine from Searsport to Saco.

Nancy L. Barba, Architect

Ms. Barba has over 20 years of experience in architecture and historic preservation.
Originally from Annapolis, she graduated from the University of Maryland in 1980 with
a Bachelor of Architecture degree. In 1982, after working in Washington, D.C. at
Perkins & Will and at Hartman-Cox Architects, she moved to Maine. Ms. Barba has
been a managing design principal since 1986 when she founded Reed & Barba
Architects. She has led projects of all types and sizes for schools and colleges,
municipalities, historical societies, churches, museums and private residences. Many of
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these projects involve her expertise in historic preservation as well as her commitment to
social purpose.

In addition to her extensive background in architecture, Nancy Barba is a specialist in
preservation planning and contextual design. She is active in the preservation and
architecture community, contributing her time and skills to non-profit organizations. She
is an Advisory Trustee and former President of Maine Preservation, and the Maine
Olmsted Alliance for Parks and Landscapes, and the former chair of Portland’s Historic
Preservation Committee, having served for seven years.

Andrea C. Strassner, Preservation Specialist

Andrea C. Strassner has over twelve years of experience in the field of historic
preservation. She holds a Masters in Historic Preservation from the University of
Pennsylvania and a Bachelor of Science in Interior Design from the University of North
Carolina — Greensboro. Ms. Strassner’s diverse experience with design, advocacy, public
interaction and museum site management provide a valuable combination of skills.

Ms. Strassner led the development of the Topsham Design Guidelines, and is currently
managing the development of guidelines for the Town of Brunswick. As former Chair of
the Historic District Commission in South Berwick, Maine, Ms. Strassner reviewed
applications for signage and building alterations; communicated with individuals about
appropriate procedures, guidelines and design solutions and cultivated connections with
almost every shopkeeper or business owner on Main Street in South Berwick. As a staff
member of a local preservation advocacy organization in New York City, she routinely
reviewed design applications, discussed design modifications with applicants and
testified at Landmark Commission hearings.

In addition to her research and writing skills, Ms. Strassner also brings excellent public
relations and educator skills to the project Team. She draws upon her vast knowledge of
architecture and preservation to create workshops and seminars that are effective and well
organized. She has led educational sessions at the “My Old House” workshops offered by
Maine Preservation, the state wide, non-profit preservation organization, and has
presented educational lectures for the Portland Museum of Art. Ms. Strassner is known
for her exceptional ability to engage her students and workshop participants. Her
enthusiasm for people and the built environment permeates all her work.

Promotions Team Member: Jayne Palmer, Promotions Committee Co-Chair and
Board Member, Main Street Bath Inc.

Jayne Coffin Palmer, is the owner of Gediman's Appliances, an 80 year old retail
Business located in downtown Bath. Jayne is the former Co-Chair and Co-Founder of the
Bath Business Association, currently a member of the Advisory Board of the Maine
Downtown Center & of the Board of Directors of Main Street Bath. Main Street Bath was
one of Maine’s first four Main Street Maine communities. Jayne serves as the Co-Chair
of Main Street Bath’s Promotions Committee and plays a leadership role in developing
and implementing Bath’s successful downtown promotional agenda. Jayne has also
provided hands-on assistance to Maine downtowns in the area of promotions and
downtown revitalization for many years.
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Organization Team Member: Darcy Rollins, Coordinator of the Maine Downtown
Center

Darcy is the Coordinator of the Maine Downtown Center, a program designed to help
municipalities promote new vitality at the heart of their communities — their downtown
districts. Darcy has been the Coordinator of the Center since 2001 and has provided
assistance to the six Main Street Maine communities the Center supports on topics
ranging from volunteer development to Board member roles and responsibilities. Darcy
previously worked for the Resource Renewal Institute in San Francisco, CA, a nonprofit
organization promoting sustainable development at local and state levels. She has a
Bachelor's degree in Political Science from Colgate University and lives in downtown
Portland.
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