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Downtowns	
  have	
  faced	
  
conRnually	
  increasing	
  
compeRRon	
  for	
  consumer	
  
spending,	
  first	
  from	
  
shopping	
  malls	
  (which	
  
originally	
  sold	
  primarily	
  
apparel)	
  and	
  later	
  from	
  big-­‐
box	
  stores,	
  which	
  sell	
  almost	
  
everything	
  else.	
  And	
  now	
  
again	
  from	
  shopping	
  malls,	
  
which	
  have	
  become	
  
entertainment	
  and	
  dining	
  
centers,	
  in	
  addiRon	
  to	
  retail.	
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A	
  surplus	
  of	
  retail	
  space	
  
naRonally	
  means	
  there	
  is	
  
typically	
  no	
  need	
  to	
  build	
  
addi$onal	
  commercial	
  space	
  
in	
  most	
  communiRes.	
  

Some	
  Rules	
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It’s	
  not	
  about	
  parking.	
  

Parking	
  supply	
  is	
  typically	
  
not	
  the	
  barrier	
  to	
  
revitalizaRon,	
  though	
  there	
  
may	
  be	
  parking	
  
management	
  soluRons	
  to	
  
certain	
  problems.	
  

It’s	
  not	
  the	
  buildings’	
  fault.	
  

Historic	
  buildings	
  are	
  the	
  
necessary	
  economic	
  
differenRator	
  for	
  
downtown.	
  Demolishing	
  
buildings	
  usually	
  leads	
  to	
  
further	
  disinvestment.	
  



2/18/13	
  

4	
  

IncenRves,	
  not	
  enRtlements.	
  

Revitalizing	
  downtown	
  
typically	
  requires	
  some	
  
market	
  intervenRons	
  to	
  
disrupt	
  the	
  cycle	
  of	
  
disinvestment.	
  Focused	
  
incenRves	
  can	
  catalyze	
  
desired	
  development.	
  

Historic	
  buildings	
  are	
  green.	
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AcRvate	
  the	
  space.	
  

AcRve	
  spaces,	
  and	
  elements	
  
that	
  sRmulate	
  interacRvity,	
  
also	
  make	
  the	
  place	
  more	
  
economically	
  vibrant.	
  

The	
  myth	
  of	
  uniform	
  store	
  hours.	
  

Different	
  kinds	
  of	
  businesses	
  
serve	
  different	
  customers,	
  
o_en	
  at	
  different	
  Rmes.	
  
Uniform	
  store	
  hours	
  will	
  not	
  
serve	
  all	
  customer	
  and	
  
business	
  needs	
  and	
  is	
  not	
  a	
  
ba`le	
  worth	
  engaging.	
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What	
  happens	
  outside	
  downtown	
  ma`ers.	
  

Because	
  there	
  is	
  a	
  finite	
  
amount	
  of	
  available	
  
spending,	
  building	
  new	
  
retail	
  space	
  anywhere	
  in	
  the	
  
community	
  will	
  typically	
  
have	
  an	
  adverse	
  affect	
  on	
  
downtown.	
  

Excel	
  at	
  some	
  things,	
  not	
  all	
  things.	
  

Most	
  successful	
  downtowns	
  
have	
  focused	
  their	
  offerings,	
  
rather	
  than	
  trying	
  to	
  
compete	
  in	
  all	
  retail	
  
categories.	
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Surplus	
  of	
  commercial	
  space	
  
Vacancies	
  increase	
  

Rents	
  drop	
  

Undercapitalized	
  
businesses	
  move	
  in	
  

Property	
  owners	
  
defer	
  maintenance	
  

Property	
  values	
  drop	
  

The	
  district	
  looks	
  uncared-­‐for	
  

RevitalizaRon	
  is,	
  essenRally,	
  
a	
  real	
  estate	
  problem:	
  
Commercial	
  buildings	
  need	
  
to	
  generate	
  enough	
  sales	
  to	
  
support	
  high	
  enough	
  rents	
  
to	
  maintain	
  and	
  improve	
  
them.	
  

Market	
  viability	
  
Community	
  desire	
  

Community-­‐based	
  economic	
  
development	
  happens	
  at	
  
this	
  intersecRon.	
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Market	
  strategies	
  

The	
  intersecRon	
  of	
  market	
  
viability	
  and	
  community	
  
desire	
  forms	
  the	
  basis	
  for	
  a	
  
Market	
  Strategy.	
  

	
  Design	
  

	
  OrganizaRon	
  

	
  PromoRon	
  

	
  Economic	
  restructuring	
  

Market	
  strategies	
  
A	
  market	
  strategy	
  defines	
  an	
  
economic	
  objecRve,	
  and	
  it	
  
has	
  implicaRons	
  for	
  all	
  four	
  
Main	
  Street	
  points.	
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Retail	
  supply	
  
Market	
  analysis	
  is,	
  
essenRally,	
  the	
  study	
  of	
  
retail	
  supply	
  and	
  demand,	
  
business	
  performance,	
  and	
  
consumer	
  preferences.	
  

Retail	
  demand	
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Market	
  analysis	
  starts	
  with	
  a	
  hunch.	
  
For	
  example:	
  

Downtown	
  could	
  support	
  a	
  grocery	
  store.	
  
Downtown	
  could	
  support	
  a	
  full-­‐line	
  grocery	
  store.	
  
Downtown	
  could	
  support	
  an	
  organic	
  foods	
  specialty	
  grocery	
  store.	
  
Downtown	
  could	
  support	
  a	
  cooperaRve,	
  natural	
  foods	
  grocery	
  store.	
  

Write	
  down	
  some	
  quesRons	
  

Where	
  are	
  people	
  buying	
  groceries	
  now?	
  
How	
  much	
  are	
  people	
  spending	
  on	
  groceries?	
  
What’s	
  the	
  sales	
  leakage?	
  
Is	
  there	
  a	
  niche	
  market	
  that’s	
  not	
  being	
  served?	
  
What	
  are	
  the	
  household	
  characterisRcs?	
  (Age,	
  size,	
  ethnicity,	
  
income,	
  educaRonal	
  level)	
  
What	
  size	
  store	
  would	
  be	
  supportable?	
  
Do	
  we	
  have	
  a	
  suitable	
  building	
  or	
  site?	
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  Actual	
  sales	
  
-­‐ 	
  PotenRal	
  sales	
  
= 	
  Sales	
  gap	
  or	
  surplus	
  

Sales	
  potenRal	
  and	
  sales	
  gap	
  (or	
  surplus)	
  

Where	
  do	
  you	
  find	
  this	
  informaRon?	
  
	
  
•  Buying	
  power	
  can	
  be	
  calculated	
  by	
  mulRplying	
  the	
  

number	
  of	
  households	
  (Census)	
  by	
  their	
  typical	
  
spending	
  (Consumer	
  Expenditure	
  Survey).	
  The	
  data	
  can	
  
also	
  be	
  purchased	
  from	
  data	
  providers,	
  like	
  ESRI.	
  

•  Actual	
  sales,	
  in	
  Texas,	
  can	
  be	
  obtained	
  in	
  aggregate	
  
form	
  from	
  your	
  city	
  from	
  sales	
  tax	
  revenues.	
  Similar	
  
informaRon	
  for	
  smaller	
  geographies	
  can	
  be	
  purchased	
  
from	
  ESRI	
  and	
  other	
  companies,	
  though	
  it	
  is	
  based	
  on	
  
mathemaRcal	
  models,	
  rather	
  than	
  actual	
  sales	
  
reporRng.	
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  Trade	
  area	
  

Trade	
  areas	
  are	
  typically	
  
drawn	
  as	
  a	
  radius	
  or	
  drive	
  
Rme	
  from	
  downtown.	
  

5,	
  10,	
  and	
  15-­‐minute	
  drive	
  
areas.	
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Actual	
  trade	
  areas	
  are	
  best	
  
measured	
  by	
  collecRng	
  zip	
  
codes	
  from	
  current	
  
shoppers.	
  Note	
  that	
  
different	
  types	
  of	
  businesses	
  
o_en	
  have	
  different	
  trade	
  
areas.	
  

	
  Heartland	
  CommuniRes	
  

•  Work	
  on	
  lawn/garden/DIY	
  

•  Own	
  shares	
  in	
  mutual	
  funds	
  

•  Order	
  products	
  from	
  Avon	
  

•  Watch	
  cable	
  TV	
  

•  Own/lease	
  domesRc	
  vehicle	
  

Psychographics	
  are	
  
proprietary	
  systems	
  for	
  
clustering	
  consumer	
  types	
  
into	
  groups.	
  They	
  are	
  o_en	
  
used	
  by	
  naRonal	
  retailers	
  to	
  
pick	
  sites	
  near	
  their	
  
customers.	
  

“Heartland	
  CommuniRes”	
  is	
  one	
  of	
  
65	
  psychographic	
  segments	
  in	
  ESRI’s	
  
“Tapestry”	
  system.	
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  Customer	
  surveys	
  

-­‐ 	
  Who	
  shops	
  on	
  Main	
  Street	
  now?	
  	
  

-­‐	
  What	
  is	
  the	
  district’s	
  greatest	
  compeRRon?	
  
	
  
-­‐	
  Who	
  are	
  the	
  compeRtor’s	
  customers?	
  
	
  
-­‐	
  For	
  which	
  acRviRes	
  do	
  people	
  visit	
  the	
  district?	
  
	
  
-­‐	
  What	
  do	
  people	
  like/not	
  like	
  about	
  the	
  district?	
  
	
  
-­‐	
  What	
  kinds	
  of	
  new	
  businesses	
  would	
  people	
  support?	
  
	
  
-­‐	
  What	
  keeps	
  people	
  from	
  shopping	
  on	
  Main	
  Street?	
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1. 	
  Intercept	
  surveys	
  

2. 	
  Community	
  surveys	
  

3. 	
  Focus	
  groups	
  

What	
  can	
  you	
  learn	
  from	
  surveys?	
  
	
  
-­‐ 	
  Trade	
  area	
  
-­‐ 	
  Demographic	
  informaRon	
  
-­‐ 	
  District	
  use	
  
-­‐ 	
  Shopping	
  characterisRcs	
  
-­‐ 	
  PercepRons	
  of	
  the	
  district	
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Sun Mon Tues Wed Thurs Fri Sat 

7:00 – 
9:00 X X 

9:00 – 
11:00 X X X 

11:00– 
1:00 X X 

1:00 – 
3:00 X X X 

3:00 – 
5:00 X 

5:00 – 
7:00 X X 

7:00 – 
9:00 X X X 

A	
  reliable	
  survey	
  requires	
  a	
  
rigorous,	
  random	
  sample	
  so	
  
it	
  is	
  representaRve	
  of	
  all	
  
customers	
  in	
  the	
  downtown,	
  
on	
  all	
  days	
  and	
  across	
  all	
  
business	
  hours.	
  

	
  Focus	
  groups	
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•  Understand	
  underlying	
  reasons	
  and	
  moRvaRons	
  	
  
•  Provide	
  insights	
  into	
  the	
  context	
  around	
  	
  a	
  problem	
  	
  
•  Generate	
  ideas	
  and/or	
  hypotheses	
  for	
  later	
  
quanRtaRve	
  research	
  	
  

•  Uncover	
  prevalent	
  trends	
  in	
  thought	
  and	
  opinion	
  	
  

Why	
  use	
  focus	
  groups?	
  

•  If	
  you	
  are	
  having	
  trouble	
  even	
  framing	
  the	
  quesRon,	
  
or	
  narrowing	
  the	
  issue	
  

•  If	
  you	
  have	
  some	
  hard	
  data	
  that	
  you	
  want	
  to	
  
understand	
  in	
  richer	
  detail	
  

•  To	
  help	
  frame	
  a	
  broader	
  survey	
  
•  If	
  your	
  quesRons	
  are	
  about	
  “Why?”	
  not	
  “How	
  
many?”	
  or	
  “How	
  o_en?”	
  

Why	
  use	
  focus	
  groups?	
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Focus	
  groups	
  focus	
  research.	
  
	
  
-­‐ 	
  5	
  to	
  10	
  people	
  (No	
  more!)	
  
	
  
-­‐ 	
  Homogeneous	
  (The	
  sample	
  is	
  chosen,	
  not	
  
random)	
  
	
  
-­‐ 	
  Skilled,	
  neutral	
  facilitator	
  
	
  
-­‐ 	
  Watch	
  out	
  for	
  the	
  Hawthorne	
  effect	
  

Once	
  you	
  have:	
  
	
  
•  Buying	
  power	
  and	
  sales	
  gap	
  data	
  
•  Business	
  inventories	
  and	
  performance	
  data	
  
•  Consumer	
  survey	
  and	
  focus	
  group	
  data	
  
	
  
What	
  do	
  you	
  do	
  with	
  the	
  informaRon?	
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Define	
  your	
  Market	
  Strategies	
  

Help	
  struggling	
  businesses	
  adapt.	
  

•  Accountant	
  
•  A`orney	
  
•  Visual	
  merchandising	
  specialist	
  
•  Website/ecommerce	
  specialist	
  

	
  Start	
  a	
  Business	
  Assistance	
  Team	
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  Provide	
  “humanized”	
  data	
  to	
  businesses	
  

	
  
1.	
  Send	
  out	
  scouts	
  
2.	
  Make	
  an	
  appointment	
  and	
  visit	
  
3.	
  Follow	
  up	
  with	
  specific,	
  helpful	
  informaRon	
  
4.	
  Meet	
  the	
  business’s	
  needs	
  
5.	
  Stay	
  in	
  close	
  contact	
  
6.	
  Celebrate	
  the	
  opening	
  
7.	
  Support	
  the	
  new	
  business	
  

	
  Recruit	
  new	
  businesses	
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  Use	
  “crowdsourcing”	
  

“I	
  Wish	
  This	
  Was”	
  is	
  a	
  project	
  by	
  Candy	
  Chang	
  

	
  Consider	
  “pop-­‐ups”	
  as	
  business	
  incubators	
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  Use	
  “crowdfunding”	
  to	
  capitalize	
  start-­‐ups	
  

	
  Consider	
  “community-­‐owned”	
  businesses	
  


