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Board of Directors: Best Practices Snapshot 

HOW TO USE THIS HANDBOOK 

Welcome to the Best Practices Snapshot Reports.  This handy reference will help answer the pressing 

questions about board of directors function that every local Main Street board has encountered at one time 

or another.  At Colorado Main Street, we know your time is precious, that’s why we’ve boiled down the 

critical management strategies so you can quickly absorb the most relevant points and get back to making 

great communities! 

Bright Ideas for Boards 

The Best Practices Snapshots are structured to 

deliver a high-potency dose of information in a 

concise package.  Within the reports, watch 

for the following reoccurring sections: 

Keep in Mind: 

 You have a lot to juggle as a Main Street 
board member.  Check out this section for 
key concepts to keep in mind as you 

navigate the job of board member. 

Program Manager’s Corner: 

 This section is directed toward Main Street 

program managers but is helpful for board 

members to learn some tips about how 

staff interact with the board.  

Big Ideas for Small Towns: 

 Main Streets come in all shapes and sizes.  
Check out this section for key ideas of how 
smaller towns can adapt key practices to 

fit local circumstances. 

Words of Wisdom: 

 Watch for the warning signs! This section 
has helpful information that will make 
your life easier and keep you on the 

straight and narrow. 

The Honest Truth: 

 This section takes insights from a number 
of program managers to help board 
members understand the perspective of 
staff.  These are the things a program 
manager would like to tell the board, but 

doesn’t want to ruffle any feathers.   

Main Street 101 

Colorado Main Street is a program founded by the 
National Main Street Center® (NMSC), a national 
organization committed to historic preservation-
based community revitalization. The Colorado 
program uses the NMSC model to assist 
communities as they preserve and rejuvenate 
their downtown and commercial districts within 
the context of historic preservation. A town’s 
main street says a lot about the community, and 
bringing to life the history and unique aspects 
inspire creative energy and pride. Local residents 
are eager to share their heritage and visitors 

come to learn and enjoy. 

Main Street is about real places doing real 
things. The program is designed to advocate and 
support a return to local empowerment, and the 
rebuilding of central business districts based on 
the traditional assets of each community’s unique 
architecture, character, and local ownership. The 
Colorado Main Street Program has three things: a 
proven strategy for revitalization, a strong 
network of linked communities, and a committed 

Main Street staff who manage the program. 

How does it work? This is a statewide program 
that assists local governments, downtown 
organizations, and communities through a process 
that helps organize community needs and ideas so 
they result in a strategic plan to work from. It 
provides technical resources and training in the 

four areas featured in the Main Street Approach: 

Organization 

Promotion 

Economic Vitality 

Design 



Politicking vs. Educating: 

Boards play a critical role in communicating with local and state elected officials.  Have 

an “elevator speech” ready to talk about the impact of your program.  Also, be sure you 

know where to draw the line between lobbying and educating on behalf of your Main 

Street.  Public funds can’t be used for lobbying, but educating is encouraged. 

Abide by the Bylaws 

There’s a lot of guidance out there to help your Main 

Street program succeed.  Don’t forget to read and 

review your bylaws.  These are the rules of the game 

that keep your board functioning when tricky situations 

come up and help make the process more stable and 

predictable.  While bylaws are unique to each 

organization, here are a few things your bylaws should 

include: 

 Size of the board and how it will function 

 Roles and duties of officers  

 Rules and procedures for holding meetings, electing 

directors, and appointing officers 

 Open meeting requirements, quorum definition, 

voting, and rules of order (Roberts’ Rules) 

 Conflict of interest policies and procedures  

 Financial powers including contracts and budgeting 

Be sure to review your bylaws and these other critical 

board documents available from your program manager: 

  Local Program Bylaws 

  Annual Work Plans 

  Colorado Main Street Memorandum of 

Understanding  

  Board Contract List  

  Position Descriptions 

  Local Main Street Program Organizational Chart 

Make sure we provide citations to documents that 

we referenced. 

A Little Help From Your Friends 

Your Main Street manager likely has extensive  

resources that can help you in elevating your efforts.  

Be sure to ask!  In compiling these Best Practices 

Snapshot Reports, Colorado Main Street would like to 

thank the following documents for their usefulness in 

providing great pointers for boards: 

  The Main Street Board Member’s Handbook 

  Colorado Municipal League “Handbook for          

Appointed Municipal Boards & Commissions” 

Additional Resources Include  

   Colorado Main Street Website 

www.colorado.gov/pacific/dola/main-street-story 

   National Main Street Center Website 

www.mainstreet.org 

   Colorado Main Street Program Manual 

Don’t Forget DOLA 
 

The Colorado Main Street Program is administered 

through the Department of Local Affairs.  Each local 

program signs a Memorandum of Understanding (MOU) 

that defines the relationship with the State.   



WHO is Main Street? 

The Main Street Approach is a product of collaborative 

efforts on a variety of levels, all with the goal of 

helping empower local communities to revitalize their 

Main Street.  The various levels include: 

Main Street America™: 

Main Street America™ is a 

program of the National 

Main Street Center.  It is 

the umbrella for a 

powerful , g rass roots 

network consisting of 45 

coordinating programs and over 1600 neighborhoods and 

communities across the country committed to creating 

high-quality places and to building stronger 

communities through preservation-based economic 

development. 

Colorado Main Street: 

The Colorado Main Street 

Program provides technical 

assistance in the Main Street 

Approach to competitively 

selected Colorado communities.  

The Department of Local Affairs (DOLA) manages the 

Colorado Main Street Program, which is partially funded 

by a grant from History Colorado, the state historical 

fund. The mission of the Colorado Main Street Program 

is to coordinate resources and technical assistance for 

communities seeking to revitalize their historic 

downtown commercial districts .  

Local Community Main Street Boards: 

Local Colorado communities apply to join the program 

to help them work toward downtown revitalization.  

Each local program has a Board of Directors that is 

responsible for managing the day-to-day operations of 

local efforts.   

Local Task Forces & Committees: 

Many local programs create task forces or committees 

to address specific initiatives of implementing the Main 

Street Approach in their community.  With efforts based 

on the annual work plan, these ad-hoc groups help 

advance specific initiatives on the local Main Street 

programs.  

 

What is the Main Street Approach? 

Community revitalization can be complicated.  That’s 

why Main Street America™ created an intuitive approach 

to four key focus areas.  They are: 

ORGANIZATION involves getting everyone working toward 

the same goal and assembling the appropriate human 

and financial resources to implement a Main Street 

revitalization program. A governing board and 

volunteers or specific project committees make up the 

fundamental organizational structure of the volunteer-

driven program.  

PROMOTION sells a positive image of the commercial 

district and encourages consumers and investors to live, 

work, shop, play and invest in the Main Street district. 

By marketing a district’s unique characteristics to 

residents, investors, business owners and visitors, an 

effective promotional strategy forges a positive image 

through advertising, media, retail promotions, special 

events and marketing campaigns. 

DESIGN means getting Main Street into top physical 

shape. Capitalizing on its best assets — such as historic 

buildings and pedestrian-oriented streets — is just part 

of the story. An inviting atmosphere, well-managed 

parking areas, building improvements, street furniture, 

signs, sidewalks, lights and landscaping, conveys a 

positive visual message about the commercial district.  

ECONOMIC VITALITY strengthens a community’s existing 

economic assets while expanding and diversifying its 

economic base. The program helps sharpen the 

competitiveness of existing business owners, helps to 

foster entrepreneurial start-ups and expansions, and 

recruits compatible new businesses and economic uses.  

Main Street America 

(NMSC) 

Colorado Main Street 

(DOLA) 

Board 

Staff 

Project      
Committee 

Task Force 
Project      

Committee 
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BE OUTSTANDING: BOARD MEMBER TIPS 

Keep In Mind… 

It seems like life just keeps getting busier, and 

Main Street volunteers are always juggling.  

Remember these tips to keep your meetings 

productive and on track: 

 Read your packet BEFORE you arrive. 

 Start and end on time; board members have other 

commitments to honor. 

 Listen and involve everyone. 

 Debate vigorously, but support board decisions 

once a decision has been made. 

 End meetings with a summary of action items. 

 

 

Tips for Productive Board Members 

 Attend meetings regularly & come prepared. 

Late arrivals can disrupt the meeting and retreading 

previous discussion can eat up precious time. 

 Be quick to offer a kind word. 

Constructive criticism has a time and place.  Know the 

difference of when to praise and when to teach. 

 Keep meetings light & enjoyable. 

Run productive & smooth meetings, and don’t forget 

to laugh.  Main Street is supposed to be fun! 

 

 

The job of the Main Street Board Member is one of the most crucial roles in achieving the transformation of 

your downtown. In order to meet these goals, everyone needs to be reading from the same playbook to 

ensure that we’re all working together like a finely-tuned machine.  Read on to find out how you can 

maximize your efforts in contributing to the organization. 

Bullhorn 

 Advocate the Mission 

 Use your Network 

 Inspire Confidence 
Head Chef 

 Keep it Legal 

 Evaluate the Program’s Progress 

 Keep Finances in Order 
Benefactor 

 Donate Money & Time 

 Join a Committee or Task Force 

 Follow Through on Homework 
Trailblazer 

 Establish Policy & Vision 

 Stick to your Work plan 

 Support your Manager 

 Recruit Volunteers 
A Live One 

 Attend Monthly Meetings 

 Volunteer at Events 

 Contribute to Discussions 

POSITION DESCRIPTION 

The role of a board member requires you to wear a 

lot of hats.  If you’re looking to join Main Street to 

“pad your resume,’ then you’re in the wrong place!  

Main Street’s success can only happen when active 

board members fill several roles: 

Board members should receive a 

position description that specifies 

their roles and responsibilities so 

they know and acknowledge their 

commitment before jumping in.  



Remember that your board members need 

training to help them perform their best.  

Tips & tricks include: 

 Schedule new member orientation with a 

seasoned board member to help bring 

new folks up to speed.  Don’t be afraid to 

ask an existing board member to lead the 

orientation, just be sure to provide an 

outline or agenda. 

 Review one of these Best Practices 

Snapshots for a few minutes before each 

meeting. 

 Don’t be afraid too ask for help or let 

your board know when you’re reaching 

your limits. 

 Have each board member sign an 

agreement prior to joining the board that 

outlines the duties and expectations.  

PROGRAM MANAGER’S CORNER 

The Honest Truth 

(Things your program manager wishes you knew but is afraid to tell you…) 

 Paid staff are not responsible for every aspect of the organization. Main 

Street community boards are working boards; be sure to pull your 

weight. 

 Don’t expect your manager to be in the office all the time - they are 

often attending meetings off site. 

 Understand that your manager is a public figure, and often can’t avoid 

the political spotlight (particularly in a small town).  Be sure to support 

them in taking the heat for board decisions. 

Additional Resources 

Some program’s board activity may be governed by Colorado State Statute 

(if you are a DDA, URA, etc)  For an overview, check out the Colorado 

Municipal League’s “Handbook for Appointed Boards and Commissions.” 

Who’s on Main 
The composition of your Main Street board should 
include a diversity of perspectives and areas of 
expertise to ensure success.  While each board 
member needs to wear many hats, the board as a 
whole should follow the same approach.  Here’s just 
a few professions that should ideally be represented 
on your board: 
 
 Property Owners: 
 Have a unique perspective to offer, particularly on 

property mill levies and incentive options. 

 Help encourage their neighbors to spruce up their 
properties. 

 

 Retailers: 
 Help you keep a pulse on foot traffic and are 

interested in promotional events. 

 Help create a communication conduit between 
retailers and Main Street.  

  

 Banking/Finance: 
 Bring an understanding of accounting; these folks 

often fill the Treasurer role. 

 Local lenders often know which businesses are 
expanding; tap into their knowledge to keep tabs on 
what’s going on in the local market. 

 

 Design Professionals: 
 Architects, landscape architects, and planners are 

ideal for design related projects and can address 
technical issues. 

 Historic preservation professionals bring specialized 
knowledge to the table. 

 
 
 

Good Advice 

Ideally, a board should include about 11 members, 

some without voting powers, who add expertise or 

perspective.  Other potential members include: 

residents, marketing/media professionals, local 

businesses, community organizations, historic 

preservation organizations, chambers of commerce, 

local government, and schools. 
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BOARD LEADERSHIP: THE EXECUTIVE TEAM 

The Executive Committee - the Board Chair, Vice Chair, Secretary, and Treasurer - plays an important role 

in guiding the success of a Main Street Program.  Do you know what’s required of each role and how to best 

help the organization succeed?  Read on to discover helpful hints for an effective leadership structure. 

As a member of the leadership team on Main Street, 

you might be wondering what exactly the vice chair, 

secretary, and treasurer should be doing to lend a 

hand to the board chair and program manager.  An 

executive team can be a good way to process  

non-controversial issues or to bounce ideas off a 

smaller group prior to prematurely fleshing out a 

full-fledged policy discussion.   

Care should be taken that an executive committee 

works to ease the burden of the board.  Be careful 

to structure the group so that other board members 

don’t feel excluded from the information being  

discussed.  For instance, if a policy is being  

considered, get a recommendation from the full 

board to have the executive committee work on  

furthering that issue.  Once it’s polished, take it 

back to the full board for review and discussion.   

 

Big Ideas for Small Towns 

Smaller programs may be able to handle the daily 

management of Main Street without an executive 

committee. Adding another committee could be a 

burden that simply adds a layer of bureaucracy. In 

this case, there’s no need to officially establish the 

executive team as a separate committee. 

Keep In Mind… 

The roles of your leadership team should clearly 

define who does what. 

President/Board Chair 

 Bridge between the board & the Executive 

Director 

 Coordinates decision-making process 

 Chairs the board meetings 

 Accountable for the organization 

Vice President/Vice Chair 

 Supports and shares duties delegated by  

President/Chair 

 Assists in monitoring committee activities 

Secretary 

 Keeps the records of the organization 

 Prepares meeting minutes 

Treasurer 

 Pays the bills 

 Prepares monthly financial reports 

 Maintains the financial books and records so 

you’re ready for an audit 

W 
Which ‘Board W’ are you? 

Workers  

People who get things done. 

Wisdom 

Folks who have knowledge or expertise. 

Worriers 

Detail oriented people who watch your Ps and Qs. 

Wealth 

Folks who can connect you with resources or contacts.  



The Honest Truth 

(Things your program manager wishes you knew but is afraid to tell you…) 

 Main Streets are generally working boards.  Your job isn’t to 

invent things to keep the program manager busy.  Throw your 

effort into solving issues that crop up, while focusing on strategic 

goals and work plan items. 

 Executive Committee meetings should save the rest of the 

board’s time on day-to-day issues.  

Additional Resources 

Know when you have a quorum and when you need to advertise 

public meetings.  Consult the Colorado Municipal League’s 

“Handbook for Appointed Municipal Boards & Commissions”  

PROGRAM MANAGER’S CORNER 

Working with your board’s leadership takes 

investment but will pay off.  

 For larger programs or communities, using 

an executive board can provide the 

opportunity for free-flowing discussions 

that aren’t an option during more 

structured monthly board meetings. 

 Cultivating a strong leadership team gives 

your program depth.  Sometimes a board 

chair leaves service unexpectedly.  Make 

sure you’ve got a backup plan! 

 A leadership team needs people who can 

wear multiple hats: those who can plan 

and initiate projects; people who provide 

services or information; and/or people 

who can provide connections to money or 

funding resources.  Consider how your 

executive committee fills these roles. 

Good Advice 

Establishing an Advisory Committee or other strategic 

partnerships can help you cultivate the insight from 

community leaders who may not have time to dedicate 

to full-time board membership.  These individuals can 

often provide a sounding board for controversial issues 

or a big fund raising push.  (See “Sandbox on Main” for 

more tips on partnerships.) 

Extending Your Reach 

 Create a “Mentor Program” where seasoned board 

members help newbies to quickly find their bearings. 

 Stick to your term limits to pump new vitality into 

the board while retaining “retired” members for 

committees, task forces, and special initiatives. 

 Consider creating an “Emerging Leaders” group to 

involve Main Street’s next generation. 

 Change hats - board leadership should also rotate to 

build a “deep bench” of folks who know Main Street 

from a variety of angles. 

Restocking Your Board 
 Identify What Your Organization Needs 

What is your long term vision and priorities? 

What skills do you have and which do you need? 

 Source and Recruit Candidates 

Identify potential candidates: your contacts, your 

friend’s contacts, Facebook or LinkedIn contacts. 

 Interview and Select 

Create a recruitment packet with an overview of the 

program vision, strategy, goals, a job description, and 

estimated time commitment.  Conduct formal 

interviews. 

 Make an Offer & Acceptance of Duties 

Execute a board member agreement form. 
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GETTING RESULTS: MANAGING YOUR MANAGER 

Volunteer boards take on the role of directing staff while setting a course for success.  When a manager is 

running the daily operations, how does a board effectively steer the ship without stepping on any toes?  

Read on to find out strategies for effectively managing your manager. 

They say that good leadership is hard to find, but Main 

Street is often the exception to the rule.  Spearheading 

community improvement attracts people with a lot of 

passion, so managers often throw their heart and soul 

into the job.  Depending upon the size of your program 

and whether the job is full or part-time, you may get 

applicants that have extensive experience, or 

alternatively, someone with broader non-profit 

experience.  Either way, the board should be aware of 

management strategies tailored to your situation.   

 

Training is one of the best ways a new manager can 

immerse themselves in the philosophy of Main Street 

while bolstering their skills in historic preservation, 

event logistics, or economic development.  Budgeting 

for attendance at state and national conferences is key, 

but a great deal of information can be learned simply 

by visiting other area programs.   

 

Losing and replacing a star employee can take months.  

Annual reviews will help everyone keep expectations 

and performance on track.  Plus, having a transition or 

succession plan in place is helpful to the continuity of 

business when changes occur. 

Big Ideas for Small Towns 

Think carefully about how you structure the role of 

your program manager.  New HR regulations require  

non-profits to pay overtime  unless the employee is 

classified as “non-exempt.”  Other hiring options 

include splitting a staff member with another 

community organization or contracting for “on-call” 

services with a consulting firm.  Either way, make 

sure  the duties and expectations are clearly defined 

- communication is the key to success!  

Rough Road Ahead 

Firing an employee can be stressful.  Be sure you’ve taken a deliberative approach to the issue by 

providing a record of feedback over time through performance reviews.  To ensure that 

everything is above board, you may want to consult a human resources professional to advise you 

on the correct procedures to keep the organization out of hot water.  

Good Advice 

Using both qualitative and quantitative measures 

to help evaluate your manager can help in 

structuring an annual review.  Be sure you have 

established the review criteria upon hiring, so that 

both the board and manager know what you’ll be 

discussing. 

When conducting the review, be sure you’ve 

identified some specific instances of both positive 

behavior and examples of things that might need 

improvement.  Also, provide a concrete list of 

things to work on as well as identifying a date by 

which any issues should show improvement. 

If you’re hiring a manager for the first time, check 

out the National Trust for Historic Preservation’s 

“The Main Street Board Member’s Handbook” for 

step-by-step instructions on how to find a great 



A Day in the Life of Your Executive 

The job of the executive director or manager of a Main 

Street program is diverse and fast-moving.  You’d better 

have someone who can shift quickly from one task to 

another, because on Main Street the category of jobs 

that fall under “other duties as assigned” happens every 

day.   

 

In order to efficiently manage your manager, you first 

need to know what it is they should be doing.  Here’s a 

list of typical duties: 
 

 Guide Development Strategies 

The ongoing task of identifying steps to take in order 

to revitalize your district, including resources, 

partners, and groups that can lend a hand. 

 Administer the Organization’s Daily Functions  

Running an office takes time and effort. This includes 

developing a budget, accounting, and supervision of 

any employees, in addition to providing the board and 

community with reports and information. 

 Initiate Improvement Strategies 

The process of making change doesn’t stop when the 

board comes up with an idea.  Implementing business 

recruitment campaigns involves a lot of hustle! 

 Help Business and Property Owners 

Keeping this large of a pool of stakeholders happy 

keeps even the best manager on their toes, answering 

questions and handling concerns. 

 Track Progress 

Proving your worth through reinvestment statistics 

takes time and energy. Your manager will be tracking 

investments, jobs created and other key figures. 

 Coordinate Projects 

Spearheading initiatives and keeping volunteers on 

track occupies significant amounts of a manager’s 

day. 

COFFEE 
{BOARD CHAIR + PROGRAM MANAGER + WEEKLY COFFEE} 

equals 

EFFECTIVE COMMUNICATIONS 

Marketing: Sell Your Story! 

A Main Street Manager should be out in the 

community talking about the benefits of the 

program and hearing from stakeholders.  The 

value of the social aspect of the job can 

sometimes be overlooked.  Communicating is key 

to success!  

Building Partnerships 

Speak at local clubs, meetings and gatherings to 

educate others about your local Main Street 

program’s activities. 

Developing Public Awareness  

Promoting success to news outlets. 

Don’t be afraid to brag about your success! 

Stumping for Support 

Tell your story loud and often!  Don’t let people 

forget about Main Street!  This includes presenting at 

state and national conferences. 

Exploring New Media Frontiers 

Social media has become a primary means of 

communication for many Main Street stakeholders.  

Be sure to budget appropriate time for juggling these 

accounts or back your manger up with volunteer 

assistance.  

Skills That Matter 

Working well with people is a skill that can’t be 

underestimated.  Heed this helpful advice from 

the Main Street Board Member’s Handbook: 
 

“No matter how skilled a designer, 

promoter, developer, or organizer, a 

candidate will not be successful 

without developing good rapport with 

community members.” 



Different community development organizations 

have distinct missions.  Knowing the mission, goals 

and responsibilities of each organization can help 

you forge mutually beneficial partnerships.  Also, 

each type of organization has their own funding 

mechanism.  Be aware and thoughtful of how your 

efforts overlap to ensure a great relationship with 

these valuable partners. 

Chamber of Commerce: 
 Chambers advocate for all businesses in the 

community.  They may also have special offerings for 
members. 

 Chambers often host events that bring people 
downtown.   Be sure to coordinate events with your 
Chamber. 

 Chambers are typically membership organizations so 
be thoughtful about your approach to enlisting 
support for Main Street. 

 

Visitor’s Bureau: 
 “Heads-in-beds” is  the objective of this community 

organization.  This group plays a role in promoting 
the best your community has to offer to out-of-
towners.   

 Typical funding for the VB is a lodging tax, providing 
funding from visitors to your community. 

 Promoting tourism aligns well with creating a 
welcoming environment.  Your local VB may be a 
natural partner of beautification efforts that help the 
downtown show well. 

 

Business Associations/Improvement Districts: 
 These associations seek to provide peer-to-peer 

resources for businesses within their district. 

 Sometimes this group takes on similar roles as a Main 
Street organization in promoting events and 
enhancements. 

 

If you can’t beat ‘em, get them to volunteer for 

Main Street! For example, chamber board members 

often know local business and can be a great 

resource to connect with the local business 

community.  Visitor’s Bureau folks are all about 

promoting the community, so they’re a natural fit 

to help with events.  Many Main Streets also serve 

on other organization’s boards to keep an open 

dialogue between various groups. 

Be sure to build a relationship with your Small 

Business Administration (SBA) and Development 

Center (SBDC) which tend to have a more Main 

Street centric approach to encouraging 

entrepreneurship by working to help people create 

a business plan.  The scale of SBA efforts aligns 

well with Main Street startups. 

Keep In Mind… 

The Main Street Approach may be able to help you 

smooth out relationships with other community 

organizations by wrapping their efforts into your 

transformational strategy.  Rather than trying to 

undertake all aspects associated with the  four 

points, the Main Street Approach acknowledges 

that partnerships can span many organizations to 

affect change in a community.  In fact, taking a 

holistic view of transformational strategies  is more 

likely  to succeed if it includes players beyond the 

Main Street Board. 
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SANDBOX ON MAIN: PLAYING WELL WITH OTHERS 

Main Street organizations are just one of several groups who typically work in communities to improve the 

business environment.  The overlapping roles of chambers of commerce, visitor’s bureaus, economic 

development agencies, and municipalities and other community organizations can sometimes create 

tension over who tackles community initiatives.  Turf battles have the potential to wreak havoc on even 

the most stable of programs.  To find out more on how to smooth the waters, read on. 



Economic Development Agency: 
 The typical focus of the EDA in any community is job 

recruitment and retention.  These agencies may focus 
on larger scale employment issues.   

 Unlike Main Streets, EDAs don’t typically focus on 
events and the physical environment of downtown. 

 While the traditional background of many Main Street 
Managers is rooted in non-profit experience, 
traditional EDA directors have a long-standing 
certification process. This perception of 
professionalism can sometimes create rifts with the 
volunteer-centered Main Street Approach.   

 

Municipality: 
 Town/city staff will likely wear many hats, including 

looking out for the health, safety, and welfare of 
residents.  If you’re in a larger town, look to connect 
with the planning department  for plans and public 
works for streetscape issues. 

 Attending town meetings can be helpful to understand 
current issues and build relationships with elected 
officials and staff. 

 While the city/town can help provide much needed 
resources to the local Main Street program, the city/
town may also rely on the local program to serve as 
the liaison with the business community. 

 The city/town can be a great partner to seek grants 
for Main Street improvements.   

Playing well in the sandbox starts with good 

leadership and communication.   Tips & 

tricks include: 

 Schedule a monthly lunch or coffee with 

your fellow community development 

professionals to stay up to speed on new 

developments.  Keeping an open channel 

of communications can help build lasting 

relationships.   

 Check out the Main Street America™ 

Institute run by the National Main Street 

Center® to help build your professional 

credibility within your local network. 

PROGRAM MANAGER’S CORNER 

The Honest Truth 

(Things your program manager wishes you knew but is afraid to tell you…) 

 The Main Street board sets the tone for how the organization 

interacts with others.  Make sure you support your manager in 

building relationships with your community and various 

community organizations.   

 Be sure to wrangle people in your organization who like to 

broker power.  Resolve issues before they even get started. 

Additional Resources 

To find out more about becoming certified, check out  the Main 

Street America™ Revitalization Professional certification program.   

“Sound partnerships are crucial to the 

Main Street program’s success.  In fact, a 

1988 study of successful downtown 

revitalization programs in America found 

that programs funded primarily by local 

sources were much more likely to succeed 

than those that relied heavily on state or 

federal funds.”          - www.preseravationnation.org 
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WORK PLANS: CHARTING THE PATH 

Main Street programs can get pulled in a lot of directions based on the comprehensive Main Street 

Approach.  This common-sense strategy driven framework guides community based revitalization efforts in 

such a way that efforts can be divvied up among various task forces or committees.  To combat volunteer 

overload and resist the urge to chase after “shiny things,” check out these pointers.  

Annual work plans play a distinct purpose for Main 

Street Boards (beyond the fact that they are 

required by DOLA to be a Main Street community).  

Work plans help boards prioritize action based upon 

capacity, coordinate incremental steps, and ensure 

that the end goal remains well-rooted in the 

strategic plan.  Your work plan also helps inform the 

work plan for the Colorado Main Street Program as a 

whole.  

 

 

Stay the Course 

Passion drives most Main Street organizations.  That’s why it’s easy to get off-track and 

spread your focus too thin.  Carefully evaluate your activities to ensure that you’re 

making progress.  This will help maintain the sanity of your volunteers and program 

manager! 

Big Ideas for Small Towns 

Starting up a program can be a big challenge.  Look 

to kickoff your efforts with projects that will have a 

notable impact, but are relatively easy to execute - 

the low hanging fruit.  Many new programs start 

with beautification projects that are quick to 

accomplish and make a big visual impact in 

downtown. 

Keep In Mind… 

All of your activities should have some relation to 

your strategic plan.  If you’re working on it, be 

ready to clearly describe why and how it furthers 

your strategy.   

 Organize your regular board meeting agendas 

to highlight activities related to primary goals 

in the strategic plan. 

 Include updates (preferably a written brief to 

save time) from any committees and/or task 

forces to facilitate real-time discussions to 

move initiatives forward. 

 Because Main Street Boards are passionate 

about the mission, there is a tendency to 

chase after every squirrel.  Remember that 

community transformation takes years of 

focused, incremental action.    

A Plan for Work 

You may wonder why we need to plan to work.  

Can’t we just get it done?  With Main Street’s 

incremental approach utilizing volunteer equity, a 

deliberate and tenacious approach is necessary to 

stay on track.  Here’s a few more reasons why work 

plans are beneficial: 

 goals help motivate your volunteers 

 help you know when to celebrate success 

 can help in fund raising for signature projects 

 reduces confusion and conflict 

 helps keep a handle on workload 



Go Out and See the World 

Tours of other communities and 

conferences can be great sources for 

new ideas for Main Street.  When 

bringing back innovative initiatives, a board should 

consider whether the additional workload fits within 

the mission of the organization.  The board should 

also determine if it can absorb additional work load 

or if they need to re-prioritize projects and tasks. 

When visiting other programs, be sure to meet with 

a variety of representatives from that town.  Having 

a peer-to-peer discussion with fellow board 

members gives you the option to discuss problems 

and solutions.  You’ll also find out that you’re not in 

this alone and there are all sorts of resources out 

there to help you. 

Which Way Do We Go? 

The purpose of an annual work plan is to list out 

all of the things that need to be accomplished in 

the following year.  Describing the necessary 

actions will help ensure that with all of the 

distractions that come your way, you’ll still make 

great strides.  Components of a great work plan 

include: 
 

8 Keys to A Better Work Plan: 

Transformation Strategies/Goals: 

Highlight the end results you’re seeking in broad terms. 

Objectives:  

Describe instructions for reaching the goals. 

Projects: 

Specific initiatives that help implement the mission. 

Tasks: 

Specific list of individual actions needed to complete a 

project.  Tasks also identify any necessary resources. 

Deadlines: 

When each task should begin and wrap up. 

Who: 

People or groups charged with completing tasks.   

Costs: 

What are the budgetary needs to complete the work? 

Performance Metrics: 

How do you know you’ve achieved the goal?  Be specific! 

Keep on Track 

Don’t forget that Colorado Main Street has many resources to help you structure your 

activities efficiently.  Be sure to visit the website for a handy work plan template.  

Need more help?  The Colorado Main Street also provide work plan facilitation 

services to local programs. 

Although work plans are due to the Colorado Main 

Street Program by a specific date in the start of 

each calendar year, you may turn them in anytime 

prior to that date.  Work planning should occur 

when it makes the most sense for your program, 

which might be coordinating with your 

municipality’s budget cycle.   

Key Work Plan Steps: 

1. Understand your community vision and market 

2. Define transformation strategies based on local goals 

and needs 

3. Determine a list of projects that could help you 

achieve your strategies, including existing efforts 

4. Prioritize projects 

5. Flesh out your projects with tasks, deadlines, 

responsibilities, costs, and performance measures 

6. Board reviews the work plan with input from 

committees or task forces 

7. Adopt the work plan and get to work 
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GETTING RESULTS: EFFECTIVE MEETINGS 

Running effective and efficient meetings is one of the most critical ways to ensure program success. If your 

board is meeting simply because it’s the second Tuesday of the month, then you’re in trouble.  Read on to 

find out how you can make your meeting more productive and reduce board member burnout. 

PROGRAM MANAGER’S CORNER 

Structuring an effective agenda helps keep 

meetings productive. Tips & tricks include: 

 Review a draft agenda with your board 

chair before you publish it.  Share the 

agenda with your board several days prior 

to the meeting so they have time to 

review the material. 

 Compose sample motion language for 

complicated issues ahead of time. 

 Minutes don’t need to be lengthy and 

complicated.  Just include the date, 

people attending, decisions, next steps 

and action items.  If you feel the need to 

have a more lengthy record, consider 

recording the meeting.  

Have you ever noticed how much more engaged people 

are when a meeting is efficient and productive?  

Volunteer boards often juggle the need to provide 

updates while also receiving critical direction on key 

decision points.  Running a well-functioning and relevant 

meeting without glossing over key details can be achieved 

by the following strategies: 

 Critical Items First: Place the most important agenda 

items at the beginning of a meeting agenda to be sure 

these items are addressed.  This is critical for topics 

that require a quorum vote. 

 Consider a Consent Agenda:  If your meetings get 

bogged down with regular items like approval of 

minutes, consider instituting a consent agenda, 

where several routine business items can be approved 

en-masse.  This leaves more time for discussions of 

topics requiring deliberation. 

 Know Your Mission: Many boards read their mission 

statement prior to each meeting.  This practice helps 

keep the board on-task with the mission at top of 

mind. 

 Recording & Delegating Action:  Some boards get 

tripped up by trying to keep verbatim minutes.  Don’t 

overthink the minutes - they should simply be a 

record of the actions taken at the meeting so you can 

recall what decisions were made in retrospect.  

Consider developing an “Agenda Checklist” that 

tracks decisions made, action items, due date, and 

person responsible.   

Don’t Walk in Cold 

Read your agenda BEFORE the meeting!  If you have questions, call your program 

manager BEFORE the meeting to clarify any concerns.  A little advanced notice goes a 

long way to creating a smoother meeting. 

What’s Your Agenda 

Keeping your agendas streamlined can lead to a 

productive meeting.  You might include: 

 Attendance 

 Approval of Minutes  

 President’s Report  

 Treasurer’s Report  

 Manager’s Report 

 Old/New Business  

 Committee Reports  

 Rumor Mill, News  
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SHOW ME THE MONEY: REINVESTMENT STATS 

In this world of competing interests, you have to quickly and effectively demonstrate the value of your program in a 

way that will keep people excited to support Main Street.  Reinvestment statistics provide you with a motivating 

narrative to help not only share all the great things that are happening, but also to demonstrate  how your efforts are 

making an impact on the bottom line.   Telling your story via the performance metrics makes your program more 

competitive for grants and local support, while also helping the state program justify continued support and any 

future requests for additional funding from the legislature. 

The Main Street Approach has long advocated 

the power of leveraging many resources to 

accomplish great things.  We all know life would 

be easier if there was a silver bullet - that one 

benevolent funding source - that could make our 

dreams come true.  But the cold, hard truth is 

that we’re often faced with smaller operating 

budgets and greater competition for a slice of 

the shrinking pie.   

Your Main Street’s reinvestment statistics 

provide a snapshot for funding agencies to 

evaluate progress that’s been made on an annual 

basis.  If you can’t show them the value of their 

investment, there are plenty of folks who can.   

If you have the ability to convince funders that 

your program is well-managed, and that their 

dollars will go further under your watchful eye, 

you’ll be more likely to land that big grant.  

Alternatively, your program won’t be as high on 

the chopping block when it comes time for 

budget cuts. 

Keep In Mind… 

Reinvestment statistics should be meaningful to 

people outside of Main Street.  We’ve already drank 

the Kool-Aid, so this is our chance share a cup!  

Here’s how different statistics can be pitched to 

different groups: 

 Employment Statistics: Show an increase in jobs 

within your district.  One of the most common 

measures of economic development is job 

creation, which helps establish Main Street as a 

bona-fide player impacting the economy. 

 Buildings Renovated:  Illustrating the number of 

vacant buildings that have been improved or 

converted to productive use helps demonstrate 

increased property and sales tax generation, 

which benefits local government. 

 New Businesses:  Closely related to employment 

figures, the raw number of new businesses in 

active building can help illustrate vitality.  Again, 

more businesses help generate more sales tax. 

 Event Attendance:  The number and attendance 

at local events can help tell the story of how your 

efforts bring people downtown, but pairing this 

statistic with a narrative from a local business 

telling how much of an increase in sales makes 

the story much more powerful. 

 Volunteer Numbers:  The number and hours your 

volunteers invest can add up quickly!  Make sure 

you’re taking stock of the value of their time by 

including both hours and a total “wage” value.  

Big Ideas for Small Towns 

Small towns and startup Main Streets often need more 

support from their working boards to ramp up 

activities. If you’re on the board of a new Main 

Street, plan to dedicate extra time until the program 

can get on its feet. You’ll likely be responsible for 

demonstrating the value of the program and justifying 

the need for paid staff to assist. 



The Honest Truth 

(Things your program manager wishes you knew but is afraid to tell you…) 

 Your program manager can’t be everywhere.  As a board 

member, your help is needed to collect the required quarterly 

statistics.  Divide and conquer the statics report.  For example, 

real estate agents should know when buildings get filled or sold.  

Bankers often know about business expansions.  Pass it along!  

 Be ready to link Main Street’s actions and programs to the 

statistics and back up the figures with actual stories. 

Additional Resources: 

 Check out Best Practices: Colorado Main Street Quarterly 

Reports on the Colorado Main Street website. 

PROGRAM MANAGER’S CORNER 

Selling your success and telling your story 

requires thinking like a salesperson.  Tips & 

tricks include: 

 Share your quarterly reports with your 

board and ask them to distribute to 

various groups in the community (like 

business owners and elected officials). 

 Make it newsworthy!  Send out your 

quarterly report formatted as a press 

release to get your story published in the 

local paper.  

 If you’re funded by a local government, 

present your statistics at least annually (if 

not quarterly) at town/city meetings, and 

definitely promote your program’s impact 

prior to budget discussions). 

 Create an annual report that tells your 

program’s story for each calendar year.  

Distribute this report throughout your 

community to show the impact of your 

local program. “The cumulative success of the Main Street 

Approach® and Main Street programs on the local 

level has earned Main Street the reputation as one 

of the most powerful economic revitalization tools 

in the nation.”                      - www.preservationnation.org 

Statistics Show the Impact 

The statistics from each community are combined 

quarterly by Colorado Main Street to give a 

comprehensive picture of the value and impact of 

the state-wide program and justify annual funding 

for the coordinating program.  At the end of each 

year, a comprehensive report is sent to the National 

Main Street Center®, which combines the reports 

from all of the programs nationwide to illustrate the 

cumulative impact of the Main Street revitalization 

model.   

Over the years, the cumulative totals have shown 

millions of dollars of investment in our downtowns, 

both public and private, as well as the number of 

businesses and jobs created, number of housing 

units created, and volunteer hours contributed to 

make our downtowns vibrant. 

Beyond the statistics, the narrative portion of the 

report gives each community a chance to brag, 

while highlighting any hurdles you’re facing.  This 

information helps Colorado Main Street tailor 

resources to emerging needs in local communities. 
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MIRROR, MIRROR: SELF-ASSESSMENT 

Like other boards and organizations, Main Street attracts a lot of passionate people to help further the 

cause of making towns more livable.  But what happens when that flame fizzles a bit?  Are you still 

providing the same great advocacy you did a few years ago?  A board member self-evaluation is a great tool 

for members to use in determining if it’s time to stay or time to move on. 

Keep In Mind… 

To be an effective tool, self-assessments should 

include honest reflection on the following 

considerations:  

 Understand the Mission:  Do you understand the 

and support the mission of Main Street? 

 Effective Advocate:  Can you effectively 

advocate for the program and discuss the 

benefits of Main Street with members of your 

community? 

 Contribute:  Do you contribute financially and/or 

in kind (according to your means) to further Main 

Street’s efforts? 

 Meeting Attendance: Have you been present at 

most of the board and/or committee meetings? 

 Event Attendance:  Have you attended and 

participated in special events hosted by Main 

Street? 

 Motivation: Does your purpose for joining the 

board still ring true?  Are you excited to attend 

the monthly meeting, or has it become routine? 

 Your Role: Are there younger/newer members of 

the community that want to get involved?  Would 

Main Street benefit from having you as a loyal 

supporter?  Is there a different role you could 

play in helping Main Street? 

 Satisfaction Guaranteed:  Are you satisfied and 

rewarded by participating on the board? 

One of the major guiding principles of the Main 

Street Approach is using the power of 

incremental change to impact local communities 

through the collective efforts of volunteers.  

Although some communities might have a full-

time program manager to help in herding cats, 

volunteers are the life-blood of a Main Street 

organization.   

Non-profit boards around the country have been 

using self-assessments as a way to retain the 

vitality of volunteer organizations for many 

years.  This tool provides the opportunity for 

members to have a frank conversation with 

themselves to determine if they’re still making a 

difference or if it’s time to transition to another 

role. Many board members find it satisfying to 

work on specific projects by joining a task force 

of a committee after several years of service on 

the board. 

 

 

Another tool that can be helpful in preparing 

(and reminding) board members of their role is an 

annual commitment letter.  This letter outlines 

the anticipated number of meetings, volunteer 

hours/events, expectation of financial 

commitment, and other key requests that will be 

made of a board member.  Paired with a self-

assessment, these tools can help boards stay 

fresh and vital with eager volunteers. 



PROGRAM MANAGER’S CORNER 

Keeping your board in top shape requires 

annual maintenance. Tips & tricks include: 

 Provide your board members with a 

chance to evaluate themselves 

(preferably before a term is up). 

 Encourage longer term board members to 

cycle onto a committee to retain their 

institutional knowledge. 

 Serving on a committee is a great way to 

get to know the ins and outs of Main 

Street.  Look to populate your 

committees with people who can 

eventually join the board. 

The Honest Truth 

(Things your program manager wishes you knew but is afraid to tell you…) 

 Like visiting relatives, board members can overstay their 

welcome.  Use the board self-assessment to honestly critique 

your contributions to the organization. 

 Your program manager doesn’t want to ask board members to 

move on.  If you’ve missed more meetings than you should, your 

efforts might be better spent volunteering for special 

assignments. 

Additional Resources 

 For a sample self-assessment and annual commitment letter, 

check out examples online or contact the Colorado Main Street 

staff. 

Review of a code of ethics and conflict of interest 

statement will also help to refresh a board’s 

knowledge of what’s acceptable versus what might 

cross the line. Because many potential board 

members have a personal stake in Main Street’s 

success and could potentially benefit from its 

programs, you should talk about conflicts of interest 

before you encounter a question. Many boards 

annually review and each member affirms their 

adherence to a code to help keep things running 

above-board.   
 

 

The benefit of using tools like a self-assessment and 

an annual commitment letter is that board members 

are given a yearly check-up to take time to consider 

whether circumstances have changed over the 

course of the year.  Maybe you’ve joined a new 

board, changed jobs, or are chasing your kids’ 

travelling soccer team.  Don’t be afraid to have a 

frank discussion with yourself about your time 

limits!  There are many opportunities, beyond 

participating on the board, to volunteer with a Main 

Street organization.  

Big Ideas for Small Towns 

Small towns often have a smaller pool of volunteers 

to tap for roles on Main Street.  Oftentimes, you start 

to see the STP effect - the “same ten people” who 

can be relied on to lend a hand.   Be very cautious  of 

burnout, while also respecting and recognizing your 

loyal supporters to keep them from defecting to 

another board where they feel the love. 

“...rotate one-third of the members off the 

board each year to prevent burnout, attract 

new leadership, and avoid domineering 

personalities.”                        - Main Street Handbook 


