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See how Dovmiown Manhatian, Inc.,

is using a free online {ool fo communicate
more efiectively and efficiently with
members and the rest of the community.

10, [

Leam more zbout this Boston
neighborhood’s Elder Friendly Business
District project and how it might apply
to your communily.

Downtown'’s Beleaguered
Urban Forest

San Luis Obispo, Calif., is tzking 2
*health” inventory of its downtown tregs
o delemmine when iree removals should
happen and what varieties provide
suitable replacements.

m_Laia;aeﬁe_C'ﬂ;LSiteeIﬁ:ape_

See how Lafayetie, Ind., has incorpo-
rated innovative “green” praciicesin a
model block sireetscape project.

Managing and Policing
__Hospitality Zones

Having problems managing the nighiliie
in your commercial districi? Check out
the Responsible Hospitalty Instilufe’s

newest publication.

Many Main Street organizations, after they have passed through the initial growing pains of
the catalyst years and have embarked on the growth phase, face significant funding challenges.
The revitalization effort may be well regarded and successful, but revenues have not kept pace.
Merchanis may advocate for more services such as a comprehensive downtown promation and
marketing program, or property owners begin asking for more traditional “clean and safe” services
such as benches, flowers, or power washing of sidewalks. But there is no major increase in contri-
butions, and donations come only from a select group rather than all who benefit from the revital-
ization effort, Municipalities that contribute to their local Main Street program may be increasingly
pressed by revenue-sharing cuts or increased costs, only to revise their budgets at the expense of
the local Main Street effort, leaving it with less money to do more. At this point, many downtown
organizations seriously examine sustainable funding alternatives, specifically a business
improvemnent district (BID) as part of their arganizational evolution.
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10 QUESTIONS
TO PONDER.

In Lawrence O. Houstoun's
book, Busiaess Improvement
Districes, M. Bradley Segal, a
Denver-based consultant, pro-
vides this definition of a business
improvement diserice: “A BID
is based upon the benefic district
concept, which allows for an
assessment on properey within 2
defined geographic boundary.
Revenues from this assessment
are directed back to the defined
area to finance a myriad of
enhanced services including
securiry, maintenance, marketing,
economic development, parking,
and special events.”

According to Houstoun,
BIDs are enacted to spread costs
to all property owners o address
downtown management issues
that privare-sector stakeholders
identify. BIDs create a predictable
and non-voluntary funding
stream, enforCeable as a munici-
pal tax or special assessment, to
pav for multi-year projects or o
pay for bonds for capital
improvements such as paving,
street lights, and street furniture.

Most BIDs provide “clean
and safe” services with a sub-
stantial pare of their budget
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in nature. While the legal process of implermen

As one element in a diverse revenue mix &, BID can supply a predictable,

stable, and long-term funding source to increase the capacity of the

organization and its volunteers to satisfy concerns that are district-wide

ng a BID varies from

state to state (as does its name; see side bar on page 3, “A BID by

Any Other Name "), local Main Street organizations should carefully assess

whether 2 BID makes sense for their downtown district at least a year

before speaking publicly about implementing this type of district.

devoted to maintenance and
security teams, and lesser
amounts devored to marketing.
Small BIDs (with revenues
under $230,000) predominantly
focus on consumer marketing
and to a lesser degree on public
improvements, according
to Housroun.

governed and how funds can be
used. Main Streer organizations
or orher quasi-public corpora-
tions are often wpped o manage
BIDs, bur they must be governed
by a board of directors dominat-
ed by the property owners who
pay the special assess-
ment as mandazed in

The International “BID the state enabling
Downrown Association " legislation. Propercy
estimates that 1,200 Create a owners, however, are
business improvement predictable  only one subsct of
districts exist across the and non- the wide variery of
nation. According o voluntary people who benefic
Houstoun, half of them funding from a reviralized
are small BIDs, wich ] downtown and serve

stream _
assessmenis chat gener- an local Main Screet
are berween $20.000 boards.
and $250,000 per year. A BID is a funding

The cxpansion of this

funding mechanism

over the next decade will be
areributable to BIDs starting in
smaller communities, in suburban
rowns, or in neighborhood com-
mercial districes in larger cities.

State enabling legislarion sers
out how a BID is adopred and

mechanism only. It

will help discribute the financial
responsibility to everyone who
benefits from the BID services
and eliminate any “freeloaders.”
4 Common OCCUITENCe On many
Main Sereets. BID funding can
provide a predictable base of
supporc from which to build
organizational capacity and sus-
rain a volunteer-driven Main

Street organization.

A BID is not an organizing
mechanism; 1t does not substi-
rute for the Main Street Four

Point Approach™®. It will take
extraordinary diligence to reain
the “volunteer driven” nature of
vour local program if a BID is
integrated inro che funding mix
because staff responsibilities
will expand. In order to retain
the broad Main Streer agenda,
vou may want to consider making
the BID a subsidiary corporation
to your Main Streer organization.
Another idea might be to
substantially restructure your
program to create @ hybrid
organization if propesty owners
must hold the majority of board
seats as specified in vour state’s
enabling legislation. Either way,
the Main Streer volunteerdriven,
historic preservation-based eco-
nomic development philesophy
must dominate, the four com-
mittees must continue, and the
community as & whole must be
the beneficiary of your downtown
revitalization effores.

Below are 10 questions that
Main Street organizations
should consider well in advance
of proposing a BID. These 10
qUESEIONS assess vour organiza-




rion'’s readingss to ger involved
in proposing legislation to
establish & mandarory. special
property tax assessment thae
may take many monchs to
implement:

If your board members are
intrigued by the possibilities,
formra small feasibilicy com-
MITee 1O @SSess your organiza-
tion’s readiness to implement a
BID. This assessment can be
done in-house by a small com-
mitcee thar includes the Main
Streer manager. No consuleants
are required at this point, as the
committee’s job is to gather
informarion, test some theories,
and assess needs. This work
should be done quietly with
minimal fuss so thar the organi-
zation can ger qualicy informa-
tion before making its plans
public.

If vour revitalization effore is
ready to move to the aext level,
read on about preparing your
organization to tackle a BID for
vour commercial diserict.

1. Can you make a com-
pelling case that a BID's
multi-year funding will
enhance the downtown
and solve some of its
intractable problems?

BIDs are often institured for
specific terms (frequently five
vears) and must be reauthorized
o continue. During this period,
vou must undertake work chat
those who pay the special
assessment feel will improve the
districe. Ir is best o focus on
tasks that are currently beyond
the grasp of your Main Sereet
Organization.

Your BID activities will be
unigue to Your COMmIMmuNIcy.
They should be tasks that are
o expensive for a small group
of stakeholders to resolve, buc
are common to evervone in the
district, such as upgraded land-
scaping, pedeserian lighting, or a
comprehensive marketing
program. Identify che key issues
chwarting your progress and

continmed on page 4
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An inviting and lively shopping district helps to increase sales to
targeted customers like these folks in Long Grove, IIl.

A BID by Any Other Name

Business improvement district:

Alabama, California, Colorado, Delaware,
District of Columbia, Georgia, Idaho, Kansas,
Massachusetts, Montana, Nebraska, New
Mexico, New York, North Dakota,
Pennsylvania, South Dakota, Tennesses,
Utah, Virginia, and Wisconsin.

Improvement district for enhanced
municipal services: Arizona

Municipal special services district:
Connecticut

Neighborhood improvement district: Florida

Self-supported municipal improvement
district: lowa

Special service area: lllinois
Economic improvement district: Indiana
Community improvement district: Kentucky

Local improvement tax district or principal
shopping district: Michigan

Neighborhood improvement district or
public improvement district: Missouri

Sidewalk improvement district: Minnesota
Special improvement district: New Jersey
Economic improvement district: Oregon

Public improvement district: Texas

Parking and business improvement district:
Washington
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Holiday promotions are an important part of many Main
Street efforts, and BID funding can upgrade and support
these activities. Carolers in Long Grove, Ill., serenade

visitors during the holiday season.
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determine how a BID could
tackle these problems, given

enough money to do so.

2. Do you know the

state’s BID law backwards
and forwards, or how

quickly can you learn it?

The feasibility committee must
understand how the state
enabling legislation works and
how a BID is adopred and
implemented by the municipal-
ity, including the petition
process, public hearings, waiting
period, and implementation
ordinance. Talk to Main Street
programs and other organizations
in vour state that have recently
enacted a BID 1o learn more
abour rheir experiences.

Most BID “how-ro guides”
stress how imporeant it is to
first gain the consensus of those
who would be assessed and then
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organize and staff an organization
to market che concepr. Most
Main Screer organizations
already have these relacionships
in place. Instead, Isuggest

that Main Street organizations
“do the math” firse.

Don’t start by thinking
abour the services you would
like to provide through the
BID. Instead focus on the gross
revenues that a BID could
generate for your organizacion.
Review your state’s enabling
legislarion to determine how
the assessment formula works.
Some states allow communities
to increase property taxes based
on the assessed value of the
building; others permit increases
based on square footage, street
frontage, or size of the lot.
Determine the assessment for-
mula permitced in your state
and do the math.

First, obrain che current

Special events and festivals sponsored by Main Street organizations can be
significantly enhanced if funds from business improvement districts are used
to add elements such as live music. Banjo pickers are a popular part of

Applefest in Long Grove, Iil.

assessed value of each parcel and
the current property tax rate in
vour downtown district from
the real estare rax assessor. Check
thar all parcels are accounted for
by walking through the district.
Create a spread sheer wich all
the parcels, their assessment and
tax paid, and add all the assess-
ments up. Take che ol
assessed value of the district and
determine how much would be
generated by the BID by
increasing the tax assessment in
increments of one percent to 10
percent. If vour state legislation
permits alternative formulas
(such as square footage, street
frontage, lort size) you should
test these formulas as well.
Secondly, creare a gross
budger forecast. For example:
Say @ ONe Percent increase in
Properiy axes may generaie
£20,000 in BID assessments.
Therefore, the renant in the
“average” storefront might pay
a very nominal increase in pass-
through ax assessment. The
BID may work because the
smallest owner will experience
only a modest property tax
increase. On the ocher hand, if
this math exercise reveals that a
typical property owner would
see a substantial increase — say.
many hundreds of dollars —

then the BID may be too costly
for a small property ewner.
Check how much each one per-
cent rax increase will generare
(up to 10 percent) and then
decide if the BID is “affordable”
in your rown.

The political mechanism to
pass a BID takes significant
cime and effore (after all, you are
cooperating with local govern-
mient to propose mumnicipal
legislation). Thinking that you
can start with a very small
assessment (& micro BID) and
increase your budger later is
probably a fallacy. Make sure
the initial budger is large
enough to provide valuable and
enhanced services and be worth
vour time and effort. “Doing
the match” early in vour assess-
ment process will prevent you
from wasting time on & BID that
will not work for vour district.

3. Do vou have strong
relationships with the prop-
ty owners in your district
and do you communicate
regularly with owners who
live out of town?

Assess how well you know all of
the property OWHErs in your
districe, but especially the wop
20 owners in terms of assessed




valuation and square footage
owned. If you don’t know them
well already, make a sustained
effort over the next several
months. Learn about cheir
major concerns for their proper-
v and for the downrown. If
most of these large owners live
‘our of town, vou should already
have relationships with their
local property managers.
Discuss their concerns without
describing the BID just ver.

After this round of general
interviewing, determine whether
the BID can respond to some or
all of their downtown manage-
ment issues and how it affects
their properties. Do not be lulled
into thinking thar if these major
Property OWners in town are
agreeable, your BID is assured
of passing. It is not. Remember
that all property owners get one
vote. You must convince the
single building owner as well as
the major property owners of
the merits of assessing everyone
for downrown services.

4. Do you know what
your-downtown merchants
need and want in order to
grow their businesses?

BIDs generally tax property
owners; but it is the merchant
who eventually pays the assess-
ment through lease
pass-through mech-
anisms or fent
increases. Because
merchanes do not
vote to pass the BID,
they are an essencial
group to involve in
the BID proposal
process. They miust
see that BID services
will resule in more
revenue for their
SLOTes.

You should already know all
of the merchants very well if
you have been involved in Main
Street revitalization for several
vears. If you do not know whae
business owners really need o
make cheir businesses grow, ask
chem. Engage them in discus-

Stakeholders
must be con-
vinced that the unwilling to use his
additional tax  or her own personal
is in their best  “political capital” to
interest ... ang  move the BID for-
[will] generate
more sales for
their busingsses.

sionis abour the big picture
issues m the commercial district,
nor just the small stuft. Surveys,
focus groups, or individual
meetings can help sort out the
complaings from che real issues
that inhibir the district from
being all it could be.

If chere are merchant factions
that aren’t involved with your
organization, be sure to find out
what they need and wanc. Even
if you have good, long-standing
relationships with your business
owners, you may be surprised
what they consider to be cheir
biggest problems. With an
ample BID budget. troublesome
issues such as snow removal or
improved wayfinding signage
could be cured once and for all.

5. Do you have the board
capacity, commitment,
and leadership to under-
take an 18-to-24-month
effort to enact a BID?
Are board members
willing to use all of their
“political capital” to get
the BID enacted?

The board president must play
a significant leadership role,
convincing your board, mer-
chants, property owners, and
city council that a BID has
merit. If the board president
does not believe
wholeheamedly that
the BID will make a
difference, or is

ward, do not start
this cffort. Wait until
another board presi-
dent is in place or
find another highly
regarded person in
the downtown to lead che charge.
Proposing a BID is hard
work. After all, you are asking
PIOPErey OWIErs to assess them-
selves for additional services
that many believe the city
should provide. Stakeholders
must be convineed thar che

continned on page 6

What Can BIDs Fund?

From a January 199
American Planning A ;
Houstoun states that BIDs ser

E Maintenance: collecting ri bbish; removing
litter and graffiti; washing sidewalks; shove
snow; cutting grass; trimming trees; planting
flowers in public places. '

@ Security and hospitality: hiring uniformed
security’'and street “guides” or "ambassadors”;
buying and installing electronic security equipment
or special police equipment; staffing

sidewalk tourism kiosks.

Consumer marketing: producing festivals and
events; coordinating sales promeotions; producing
maps and newsletters; launching image enhance-
ment and advertising campaigns; installing
directional signage.

Business recruitment and retention: conducting
market research; producing data-oriented reports;
offering finaneial incentives for new and expanding
businesses; marketing to investors.

@ Public space requlation: managing sidewalk
vending and street performers; street furniture;
and code compliance.

@ Parking and transportation management:
managing the public parking system; maintaining
transit shelters; operating rideshare programs.

@ Urban design: developing urban design guide-
lines; managing facade improvement programs.

@ Social services: creating or aiding “help
the homeless,” job training, and youth services
programs.

@ Visioning: developing a vision or strategic plan:

1110.| Capital improvements: installing pedestrian-
scale lighting and street furniture; planting and
maintaining trees and flowers.

Seurce: “Business Improvement Districis and Urban
Entertainment and Cultural Centers.” Journal of the American
Planning Association, January 1999.




Literature on business improvement districts has
grown in the last few years as the BID funding mech-
anism itself has matured. These hooks and articles
are particularly helpful for BID planning purposes.

Lawrence 0. Houstoun Jr., Business Improvement
Districts Second Edition. Washington DC: Urban
Land Institute, in cooperation with the International
Downtown Association, 2003.

Lawrence 0. Houstoun, “Capitalist Tool, What a Small

___Business Improvement District can Mean to Main

Street,” Planning, January 2004.

M. Bradley Segal, ABCs for Creating BIDs, :
Washington DC: International Downtown
Association, 2003.

Amanda West, “Business Districts Ravisited,”
Main Sirest News, Issue 128, January 1997.

Kennedy Smith and Matt Hussman, “Businass
Improvement Districts,” Special Supplement,
Main Sireet News, lssue 46, May 1989.

Maintaining public spaces and providing additional pedestrian amenities

continyed from page 5

addirional tax is in their best
interest, will save them money,
increase the value of their prop-
erty, and generate more sales for
their businesses.

The BID leader must be
willing to spend considerable
extra time from his or her
already overburdened schedule
to see this effore through. Seaft
cannot champion the BID and
carry out the work of the Main
Street organization at the same
time. It must be a board cfforc
in cooperation with the ciry, led
by a serong leader who is willing
to speak out, be quored, and
demonstrate the courage of his
or her convicrions.

The manager will be adding
another half rime job on 1op of
his or her “normal” 50-hour-a-
week schedule during the many
months needed o plan and pass
a BID. Success will be more
likely if other staff members are
available to handle the organi-
zation’s day-to-day work, so the
manager can support the BIDs

feasibility and then the BID
implementation team.

Moving a BID roward passage
will be an extraordinary burden
on the Main Streer program’s
staff. The manager must work
hand in hand with the BID
implementation team o move
this agenda forward. If the
manager does not have the rime
or inclinarion, or is unwilling to
risk the political capital char he
or she has developed., then it is
not the right time to propose
the BID.

Considering thar the average
renure of a Main Streer manager
is about two years. the manager
must commit to completing the
BID implementation process.

A manager change midstream
could derail the enrire effore.

manager,
director, ¢

and planng

Take an honest look at your
relationships with key players
in local government. If your
relarionships are not the best,

such as benches, fountains, trees, and flowers are typical uses of business
improvement district funding.

Planning meetings are a critical part of any feasibility study
to create a business improvement district.

DognaAnoHs




A BID can help enhance historic structures in your commercial
district by providing upgraded landscaping and other amenities.

bur can be improved, work on
them over the aexe six months.
Crirical o this effort will be che
city manager/administrator who
will play an important role in
providing dara and suggesting
how to position the BID pro-
posal wich the ciey council. The
city manager will need to make
the city attorney avatlable to
answer your questions or take
carc of the necessary paperwork,
If your relationship with the
city manager is nor che best
and cannot be substancially
improved, then consider waiting
until there is a change in the
administration before considering
a BID.

If you don't know all of your
city council members now, starc
making friends. You will need
every single vore on the council
to establish a BID. Don't think
that the downrown alderman
will lead the effort. He or she
can be a great champion, but
vou have to make a concerted
cftore to make your case with
each and every council member.
Determine how many votes
it takes to pass legislation in
vour community, and start to
“count the vores.” Find out
wherther the Main Streer organi-
zation has adversaries on che
city council before you begin
discussing a BID in public.
Also find our wherher there is 2
council member who will auto-
matically vore against any cax
increase (there’s always ar least
one). Idenrify the council mem-
bers that will need convincing,
as well as the ones who are your

The Downtown St. Charles (Ill.) Partnership made an early effort to

provide assistance to property owners considering rehabilitation of their
storefronts by using the design services of the architects available from

the lllinois Main Street program.

natural allies and will vore for
vou. If vour ressarch reveals too
many “no” votes thar will not
change, wait until the nexc
elecrion cycle before discussing
a BID with cicy council.

The organization must be
financially healchy enough to
support the BID effort and pay
for any needed outside help w
convince people of its merits.
The BID adoprtion cffort will
divert volunteer time away
from the organization’s routine
business. Attention to normal
fund raising by your commirtees
will be stressed during this
peried. Don't ler the organiza-
tion’s finances weaken while
vou arc involved in what mighr
be a contentious effort. A finan-

cial reserve is needed to tide
vour organization over, make
sure you can make payroll, and
pay for any consuliants you will
need, exclusive of staff rime.
Propose a BID for the right
reason: to enhance services for
downrown stakeholders, not o
butrress inadequate Main Street
fund raising.

You will also need money for
the markering efforc, and a
specific budger 1o see the BID
enacted. Funds will be needed
for printing, copying, mailing,
website updares, consulranrts,
actorney fees, events, and special
newsletters. Start thinking
about sources of support now.

Once you decide the BID is
feasible, vou will need an atcor-
ney. Find our whether the city
manager will allow access to the
city artorney to answer specific
rechnical questions or prepare
the necessary paperwork. If nor,
vou will either have to find
someone who will serve in a
o bana capacicy or pay for this
EXpertise.

confivined on page 8
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10 QUESTIONS
TO PONDER.

continsed from page 7

Your organizarion must have
credibility and a solid reputation
with city hall, and the commer-
cial district’s merchanes and
property owners in orcder to
rackle a BID. Has vour program
debivered on complex issues in
the past? Large projects involv-
ing many stakcholders are good
proving grounds. If you've
done such projeces, are they
well documented? Do you have
good statistics about your suc-
cesses? Even if there have been
tailures in cthe past, do vou have
a better understanding of local
politics and whart your con-
stituents wane and need to move
the revitalization effore forward?

Your organization must convinee
the vast majority of merchants
and properry owners thar a
mandarory self-raxing mechanism
is in their best interest and that
no other program can produce
the same resulc. You only ger
one chance to propose a BID, so
preparation is the key to success.

Stakeholders must also
believe chat the city will not
reduce or eliminare current
services. These services (police
patrols, street sweeping, trash
removal, etc.) need to be quan-
tified to measure the type and
value of services the commercial
district receives now and deter-
mine the addicional services the
BID will provide.

Weigh the costs and benefits
of establishing a BID. It can be
policically contentious. You
might make enemies out of
current good friends. Board
members might resign in protest.
But you could also assure your
organization a stable base of
support for che near future and
make a real difference in yvour
downtown.

. |

Donna Ann Harris

St. Charles, Ill., established a business
improvement district before starting its
Main Street program. The BID now
provides a significant portion of the
operating budget for the Downtown St.
Charles Partnership, a 2001 winner of
the Great American Main Street Award.

So how do you stack up? Can
VOU give positive answers to
most of these questions? If not,
spend the next year learning

Donna Ann Hamis

more zbout BIDs in your state

and building the necessary rela-
tionships. If your assessment of
the political landscape is positive,
start your BID journey with the

During the many months it took to reconstruct the bridge over
the Fox River in downtown St. Charles, Ill., the Downtown 5t.
Charles Partnership offered direct assistance to merchants affected
by the bridge construction and held a full complement of premotions
to offset the inconvenience to customers. Today, the bridge is a
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confidence it will succeed because

lovely spot for a stroll through the middle of the downtown.
you have done your planning well.

Conracr Information:
Donna Ann Harris
Heritage Consulting. Inc.
921 West Addison Street
Chicago. IL 60613
773-472-7387
donna@herirageconsuldinginc.com
www.heritagecensultinginc.com




