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INTRODUCTION

Heber Springs was designated an Arkansas Downtawydtk community in March
2007. In an effort to aid the still fledgling orgaation’s program of work, Main Street
Arkansas completed the First Impressions programded by the University of
Wisconsin’s Extension Services Community Developnodiice.

The First Impressions program is intended to helpraunities learn about their existing
strengths and weaknesses as seen through thefeyéssbtime visitor. The program
was developed to provide an unbiased and uniqiepeetive of the community prior to
beginning any planning for the future. The progeso offers a structured opportunity
to learn about the strengths and weaknesses af ©ith#éar communities. The results
from a First Impressions visit can serve as théskfas community action.

All communities have difficulties in viewing thesurroundings as others see them
(customers, visitors, potential residents, potébtiginesses). Local resident’s views are
skewed by over-familiarization, lack of differingrspectives and expectations as well as
a reluctance to be completely honest with neightadrsn dealing with difficult issues

(i.e. the appearance of buildings, customer seraicd maintenance of public facilities).

Beyond providing an outsider review of the commyrite purpose of our visit was to:

provide objective observations and recommendafi@ms a team of outside
revitalization specialists;

identify appropriate strategies, opportunities, eggburces to guide future
downtown revitalization efforts.

During the two days spent on site, team membergdotne downtown and the
community, visited downtown businesses, met witard@and committee members and
with other key groups and individuals who haveakstin the future of the downtown.
Initial observations and recommendations, whichigggnt a team consensus, were
presented at a well attended public meeting on 26n2007 at City Hall.

Final observations and recommendations of the Frptessions visit are outlined in this
report. It is important to note that team membeesnat really the “experts” on what's
best for Heber Springs. They can offer observadioth advice based on years of
experience in the field with many different comnties, but the citizens of Heber
Springs are the ones who know their community best.

The purpose of this report is also to stimulateDbg/ntown Heber Springs program to
focus its efforts, think strategically about theammendations offered and to move
forward with those that are appropriate for the oamity. The report is also intended to
show that there is economic value in including dmmm as a critical, currently missing
piece in the overall community economic developnstrategy.

Remember, these are suggestions, based upon yex@enience and expertise in
downtown revitalization, but the choice to implern#re ideas is up to you.



ORGANIZATION

Downtown Network: Heber Springs (DNHS) had beeaxistence for approximately
one year as an ad hoc group before being formedlggnized as an Arkansas Downtown
Network (ADN) member in March 2007. The small,eegroup of committed volunteers
are to be commended for their yeomen’s work of detimm the ADN application,
garnering a small, but diverse amount of fundiegyfalizing a Board of Directors and
developing no small amount of buy-in from groupe lihe Chamber of Commerce, city
and county government. Like all start-up groupsytve experienced some ups and
downs such as board and staff turnover. Thesgypieal “bumps in the road” and while
surely frustrating, they should not discouragegtaip.

Organization is typically the first point of the M&Street
Approach to be addressed by a new revitalizatiognam, and it
is the key to a long-term successful downtown edwziation effort.
This is no different for an Arkansas Downtown Nettkvo
community. Organization, defined in the comprehaensontext
of the Main Street Approach, means bringing togedifiehe
various groups and individuals who are stakeholutetise
downtown, working together towards the common gba
revitalized commercial district.

Who are these stakeholders? Stakeholders inclidegahents of the community—
public entities, organizations, groups, and indnald—who have a lot to gain if the
downtown is thriving and successful, but, conversehve a lot to lose if the historic
commercial district declines in value. In HeberiBgs, as in most towns, almost
everyone in the community is or should be consuierstakeholder in the downtown.

In its most basic form, a successful downtown ediziation organization should have the
following characteristics:

Widespread community support from both public andgbe sectors for the
commercial district revitalization process

Vision and mission statements that reflect curcemiditions in the district and
community as well as the goals of the revitalizagpwogram

A comprehensive work plan based on the four pahthe Main Street
Approach

A commitment to preserving and reusing the disfricistoric and unique
assets

An active board of directors and working committees

An adequate operating budget and dependable sofrb@sding

Paid, professional management staff;

A program of ongoing training for staff and voluerts

A method of documenting and reporting key statsséind accomplishments



Organizationally, the First Impressions visit sitbplace DNHS in a position to develop
a program of work. This work should follow the Fd&pint Approach: Design,
Organization, Promotion and Economic Restructuribis formula has proven
successful in over 1,800 communities and 42 stabese the Main Street approach has
been adopted. While DNHS is not a full-fledged M8treet organization, they should
strive to follow this successful formula while conting to grow their program of work.

The role of the Organization Committee is to se@n@ enhance the downtown
program’s essential ingredients:

Money
People
Communication

These are the raw materials which downtown prognatifize in order to implement a
comprehensive revitalization program. In ordeensure that DNHS has sufficient raw
materials to do its work, the Organization Commaitiecuses on three key areas of
committee work:

Volunteer development
Fund-raising
Communications/Outreach

Given that DNHS doesn’t have established commitbe@sdeep volunteer base at this
point, workplan development is a good tool to u$emvrecruiting volunteers.

Workplans are essentially “to do” lists of the taslkecessary to implement the project.
(See sample committee workplans in the appendikgy list the specific tasks, who is
responsible for ensuring that task is completatkadline, income/expense, and measure
of completion. They are also accountability docotae

Developing plans isn’'t generally what people volaantfor anymore, however, start-up
organizations that have a lot of excitement attddbeheir work, such as DNHS, often
have ONE opportunity to get the public at largeasyagl in such an effort. That time for
DNHS is now

The challenge of workplan development is
keeping people involved once they've helpe
you set your program of work. It's importang
to remember this when developing a
workplan. Even fairly simple, realistic
projects such as holding a storefront clean-
day, which people endorse as good ideas 0
get done if people show up to do the work. |
Groups such as the core committed volunte
who make up DNHS must be careful to ‘




1) not burn themselves out, and
2) not get into the STP (Same Ten/Twelve/Two Papie

Founders, such as those who are the core comrittets group, usually have a
volunteer lifespan of approximately six years. Ddorget that this group is close to two
years into that lifespan at this point. Remembé¢etep diversity in mind when recruiting
volunteers. Boards and committees should reflecttake-up of the community.
Diversity includes age. Consider adding JuniorrBddembers to the organization.
Some of our most successful revitalization orgarona have full voting seats for high
school students. Youth involvement establishesstment in the community and
naturally leads to parental participation as well.=

The organization portion of the workplan shouldude a fundraising plan for the non-
profit. When developing your fundraising plan, gee mind the utopian formula that
guides where Main Street programs should derivie tluelget from. In an ideal world,
the budget would reflect a make-up of:

25% Government

25% Utilities/Industry/Financial Institution

25% Downtown Business and Property Owners
25% Other (grants, special events, local citizets)

While you’ll never achieve this exact breakdowns lormula can guide you in
determining which categories are under represeantgdur program’s budget.

One goal of this effort is to fund a full-time dtpbsition. I'm
sure you've already realized that revitalizatioraafowntown is a L
full-time job. It is a complex process, requiringtience, ;
innovation, and ongoing commitment from a broadyeaaf
organizations and agencies. It requires manageamehit needs
to be a priority. Your yearly target goal shoul$65,000, at a
minimum if looking to employ a full-time directond provide 2 o |
seed funding for various programs (new special &syenini- ' Mmm
grantS, etC.) =1 WRCE 362701 I

Strong revitalization programs get the word outwlibeir work - &
to the public. This can involve everything fromewsletter (electronic or hard copy) to
making speeches to local civic groups. Take your &s the lunch or dinner program for
all of the community civic groups. It's easy tadet that the work of revitalization
programs is incremental. Soon, people will fortpet work that's gone on to improve the
various buildings downtown — people will think thes always been that way.

To recap, our three top organizational recommeadstare:
Workplan Development
Fundraising with the goal of brining on full-tim&a# and develop programs



Volunteer Recruitment, specifically for projectdiaing the four-point
approach.

It will be important to measure your success irs¢hareas at the six month and one year
increments. Take stock of what worked and what'tlidViain Street Arkansas can
assist in this. Take advantage of our servicgse®ance and expertise.



HEBER SPRINGS DESIGN

Design includes the physical and visual elementboafntown, everything that you see,
touch, hear and smell. It also includes the lamésragulations that are not directly
visible, but that determine downtown’s physicalreleter. Mental images of residents,
workers, and visitors are also part of downtowngtesin sum, downtown design
includes the history, present, and future of dowmto

Entries and exits are the first things people erpee as they come downtown. We saw
entries with good intentions which need some refiniwhile the main entry sign from
the highway bypass is well-designed and says “Weé&to”, the city’s name is hidden

by landscaping. Nearer downtown the commerciat ealges are undefined and have no
signs or other design elements indicating wheravtdown” begins.

Buildings downtown can be viewed in three
groups. The Courthouse and Square is the
landmark that defines downtown. Itis a
lovely space that signifies well its civic
importance and public use. With
community memorials, benches, trees on the
lawn, and even a birdhouse, it is a strong
gathering place for the community.

Several community buildings also characterize downtand provide additional
gathering places. These include museums, churttreebrary, and the theatre.
Together these buildings are places that help peophte community memories and a
continuing future.

Other buildings form the building tapestry thathe
background for living, working, and visiting
downtown. They are a context that frames
community activities. Primarily they are built of
masonry, which was historically done for fire-
prevention. The varied masonry expresses historic
regional building materials. Mixed use charactesiz &
their occupants, with offices, retail, housing, and | e 4
services blending into an interesting whole. —




In addition to buildings, streetscapes create the
character of this mixed-use city core.

Streetscapes include views in and out, varied
pavements, trees, trash cans, landscaping, and
lighting. These public spaces and open places are
the living room of the city. As they surround the
court square and extend through the rest of
downtown, they can bring people into the city’s
heart.

In some places these public areas need improvetardicapped-accessible design
elements. For example the court-square benchestade on level ground and not
subject to rolling. Sidewalks and steps need tedfe with additional railings and ramps.
Drainage grates and parking areas need to compiytihe Americans with Disabilities
Act standards. Compliance both improves the playsjgality of downtown and creates
a substantially larger market for downtown busieessWhen everyone can access
downtown, downtown can remain the heart of the camity.

For working with green spaces we
encourage you to partner with the
many resources available for the
“urban forest”. These include the
Arkansas Forestry Commission,
Master Gardeners, the City of Heber &
Springs, Cleburne County, historians,
landscape architects, industry ;
foundations, horticulturists, urban
foresters, Future Farmers of America

areas such as Spring Park and Main ESSSSESE '
Street enhances the entire area.

While the downtown core is the primary focus
of Main Street work, the residential
neighborhoods adjacent to the core are
important partners in shaping downtown'’s
future. They have historic buildings,
attractive stone walls and landscaping, and
tree-lined streets. Their residents are a natural
market for downtown businesses, including
the farmers market activity that exists at
Spring Park. Building connections with these
areas is vital to the future of Main Street.




Signs in the commercial core add sparkle and emlnesinesses and open spaces. We
saw a number of these already in Heber Springgy Ttlude three-dimensional figures,
graphics and words, historic ghost signs of formeinesses, new business signs, and

; welcoming banners on light
poles. We encourage you to
add more well-designed signs
to the mix.

_#ﬁm

AN STREE

Exciting signs are one of the
easiest and most economical
ways to provide visual energy.
They can be applied to walls,
project above sidewalks, hang
under canopies, enliven
awnings, enhance glass, and feature three-dimeaidaiter and forms. Visiting other
cities in the Main Street Arkansas programs carigeomany interesting examples of
the variety of signs appropriate for downtown.

Remember that gathering places for people is awitapt purpose for design. People
can celebrate sidewalk art projects, plant tregailrlic spaces, shop at the farmers
market, view community
sculptures, jog on trails
along rivers and ralil
corridors, and stop for
coffee and lunch in local
restaurants. These and
many other activities fill
the well-designed
downtown.

Finally, we offer several
“Design
Recommendations” for
your program and
community to consider:

1. Form a green spaces group to plan and implemertjech

2. Take advantage of the ‘green’ resources in the coniiy

3. Encourage merchants to do exciting signs to mahest businesses.
4. Build connections with the surrounding historicidesitial areas.

5. Have a downtown clean-up day with youth and civiaugs.



Design: Window Displays and Store
Fronts

Attractive storefronts and windows speak volume
about the quality and positive impressions your
Main Street makes on the public. They motivate
customers to stop and enter a store instead of
passing it by. Window displays are powerful i
marketing tools that help set retail trends antadic
an area’s culture, all the while increasing repeat
business. Considering the high number of people,
that visit Heber Springs each year, well-designed
window displays immediately impact visitors’
perceptions of Heber Springs’s downtown business@s$jncrease downtown activity
and sales for merchants.

Our main goal is to create streets that are fushtp, which can be achieved in part
through attractive storefronts and eye-catchingdewm displays. The storefront expresses
community pride and identifies a business’s imagistcustomers. Good window
displays also help create “street theatre,” whiais sip the local buzz on what'’s
happening and changing in town.

Studies indicate that the average customer iswilliyng to walk about 70 feet into an
uninteresting environment and that about 65% ao$alks happen on impulse. About
53% of customers base their decision on whethehop inside your store on the
appearance of the store’s exterior. Thereforis,ithperative to get the customer inside
the store which should result in an increase iassal

Window displays are also a business’s best foradeértising. Radio, print media and
local cable access are great ways to get your mmaut® prospective customers, but are
often not affordable to the business. Unlike mexpensive outside advertising resources,
window displays are available 24
hours a day, seven days a week.
They are the billboard that every
business already owns, that can
be seen by established customers,
and used to entice new customers
into Downtown Heber Springs’
stores.

How do businesses capitalize on
storefronts and window displays?
Understanding consumer habits




can be helpful. The average shopper will walk byrystore in 8 seconds, and the average
motorist in less than 2 seconds. Because so niugtailing is centered on the sense of
sight, your storefront must present a strong, Gear positive image. Small things like
signage, lighting, and window displays are all kagtors to influencing a potential
customer’s perception of your store.

Today’s consumers are not just shopping, theyakimg for experiences. The first part
of the experience takes place before they entesttire. The window display can help
define what can be found inside the store and shactually be a box for selling
merchandise or services. By incorporating cretivi the design of your window
display, the merchant attracts the audience andesrthem to enter the business.

In Downtown Heber Springs there are a few uninteablguildings and storefronts.
Rather than leaving these storefronts empty, a Dowm Heber Springs design
committee could work with property owners and lcaaists and utilize these spaces to
cross advertise the downtown area. Merchandissgal/s, advertisings, upcoming
event posters, and art displays could be placéukese windows to fill the voids while
also promoting all downtown business.

There are several basic guidelines in designingcgffe storefronts and window displays.
Downtown merchants can work together to learn andrporate these techniques into
the Heber Springs streetscape. This informatiatsig taught in workshops that are
conducted by Main Street Arkansas’ Interior Designsultant, Susan Shaddox. The
quality that storefronts play, not only for indivial merchants but also for a successful
Downtown Heber Springs, cannot be overstated.

Promotion: Creating Activity and Sense of Place ilbowntown
Heber Springs

Promotion focuses on restoring downtown'’s socitllity, so that downtown can once
again be a gathering place for the community.diationship with marketing and
economic development cannot be overemphasizedjriggessense of activity and
excitement in the downtown area greatly influenmesiness relocation decisions.
From what we could tell during our visits, currgnthere aren’t a lot of events that are
held downtown anymore, with the exceptions of tie@allery Walk and the various
parades that are held throughout the year. Dowmtdetwork Heber Springs should
focus on the following:

Creating a “branded” image for the downtown
Developing and implementing strategic promotiornsbigsinesses

Evaluating, fine-tuning and enhancing the eventsautivities which already take
place downtown

Encouraging more activity on and around the square



Incorporating parts of existing festivals held alkere into the downtown

The relationship of marketing and promotion to exuoit development cannot be over-
emphasized. Promotion is a key element in retaiamdyattracting businesses. Creating a
sense of activity and excitement in the downtowal$® a significant factor that
influences relocation decisions.

Image Development

The image of a downtown is the impression thavitveys to people who shop, work,
live, and visit there. Impressions and perceptmfie place are based on many factors,
including the physical appearance of the downtawddressed through Main Street’s
Design area, and the mix of shops, restaurantssamites, which is part of Economic
Restructuring. However, the Promotion Committeethagprimary responsibility for
defining and marketing an image for the downtown.

1. Develop a unified, consistent “branding strategy” 6r downtown Heber
Springs. A “brand” is the immediate “top of mind” impressithat people have
when they think of downtown. The brand needs tpdmtive, simple, easily
understood, and credible. It should unify marketifffgrts and present a
consistent image to the public.

a. Use “The Square” as downtown’s dominant imageHeber Springs is
fortunate to have a downtown square configuratia tlefines the downtown
business district. Rather than reaching for andgren to distinguish the
downtown area, positioning it simply as

<
e Squarve'
R and building off that traditional

image may be the most effective way to brand thendown. When

marketing to the wider region, it can easily beanged to “The Square . . . in
Downtown Heber Springs” to distinguish it from otli®wntown squares in
the region.

b. Create other iterations of the logo and slogan thatan be used for
different applications. For example:

Market on the Square for the farmers’ market, w&ilbgo featuring
“square” fruits and vegetables, restaurants oftetagquare meals” for the
day, etc.

Pickin’ on the Square Square a’Fair, Winter Woralet . . . on the
Square, etc.. 5

A “Hip to Be Square” back-to-school event

'A*I*N

Be creative! You'll be able to think of many Rus%ﬂvﬂle

others!

c. Develop collateral materials that help reinforce tle image.Make sure the
graphics are professionally designed. Use the érgall printed marketing
materials, on the web site, and on t-shirts, magd,other collaterals.



d. Change the organization’s name.We noticed that you’'ve adopted the name
“Downtown Network Heber Springs”. While this mighiake sense to those
who have been involved in this process from thertyegg, the word Network
doesn’t mean anything to the “man on the stre@fé recommend a slight
change to simply “Downtown Heber Springs”.

2. Encourage “street theatre” that enlivens the downtan. Currently, the Square

could use more “curb appeal.” There is A LOT ofieelar traffic downtown, but
we didn’t notice very much pedestrian traffic. danvey an image of downtown
Heber Springs as a lively, fun place to be, therds to be ongoing activity on
the sidewalk and around the Square. Here are sieas to help generate more
excitement: llote: You may need to work with the city on ordinancares that
will encourage and promote these types of actaiifidhey are anust)

a. Compelling display windows.Partner with area art teachers on a plan to
create exciting window displays for shops that dohave those skills in-
house. Also, since there are some excellent
designers and artists located downtown, they
might want to assist with this project.
Encourage demonstrations of skills and crafts
window spaces. Ask professional offices to
lend their window space for retail-related or
artistic displays. In addition, take advantage ¢
Susan Shaddox, Main Street Arkansas interiog
design specialist. She has a workshop on
window displays which she can bring to Hebe
Springs.

b. Street performance art. Street musicians and
visual arts lend an ambiance to the downtown
and will help reinforce the image of The Squar¢hascenter of the
community’s cultural activity. This could be thedg@ning of a SquareArts
program.

c. Sidewalk café tablesEncourage downtown restaurants and coffee shops to
have sidewalk café tables and outdoor seating. The
Jitterbug is a good example of a place that is
already doing this. Encourage other retail shops
put out a simple table and chairs to entice petaple
linger, chat, or sit with a brown-bag lunch.

d. Sidewalk retailing. Work with retailers on
attractive sidewalk displays that attract people to
come inside. This is particularly appropriate for
home furnishings and accessory shops but can work
for all types of retail. Downtown Rogers has some
good examples that you might want to check out.

. Work to improve wayfinding and signage leading to
the downtown and to available parking. Use the logo to unify signage.




4. Develop activities that promote Heber Springs’s h&age. This can be an
appropriate way to tap into the growing culturalitagye tourism market and
reach another niche of travelers coming to the. ak&ak with the Department of
Arkansas Heritage and Main Street Arkansas statfentify resources and
potential partnerships for heritage tourism prodiestelopment and promotion.

Retalil Activities

In order to be competitive in Heber Springs andhwhie development that will be
coming out on the by-pass, the shops on the Sauegse to be marketed just as if they
were in a mall. Downtown businesses do not havenideting budgets or the name
recognition generated by the national chains, sartarketing plan will need to be highly
strategic and targeted toward markets that ther8gsianost likely to attract. These
markets include:

Heber Springs residents, particularly those whe iivthe traditional historic
neighborhood near downtown

Downtown employees (and targeted employees witlsimogt radius of the
Square)

shopping at the farmers’ market, etc.)
The visual and cultural arts audience

Those attracted to the region’s natural beautyraockational opportunities (both
retirees and leisure tourists)

Fortunately, downtown retail promotion in many arstes can be best accomplished
using low-cost media, such as posters and flyateer than expensive display
advertising. Rather than trying to compete with“tiegail giants,” the Square should
emphasize its own competitive advantages: unigapsstproducts and services, and
local ownership.

5. Create a simple cross-promotion flyer that sends @iomers to other unique
shops around the SquareSince the shops are not clustered in a way that
facilitates pedestrian browsing, you will need tsip this in other ways. Feature
the unique specialty shops, and emphasize locaéship.

6. Investin a cooperative advertising campaignSince most small businesses
don’t have large advertising budgets, considemas@bwntown merchants to
pool their resources and create an advertising aggngor the downtown. This
could be done seasonally, especially during Cheastand at the height of the
tourist season.

7. Develop a creative, well-managed web site for theg8are. This should be
separate from (though linked to) the organizati@md the town’s web site and
should provide information about what’s happeniog/dtown, as well as links to
individual businesses for on-line shopping. Workihvthe local A&P
Commission to coordinate this project and link vather sites.



8. Explore the feasibility of a pre-paid shopping cardfor the shops and
restaurants around the Square This would be an ideal, convenient gift idea for
the area’s employers and corporations. Checkvwant.hudsoncitycard.corand
www.ptguide.conto see good examples from Hudson, Ohio and Pavh$end,
Washington.

Special Events

9. Enhance existing events-rom the farmers’ market to the Gallery Walk te th
various parades, downtown Heber Springs alreadyroffome events that are
appropriate for the community. The Promotion Conteeiineeds to make sure
that existing events remain high quality and susftgsin addition, the committee
should fine-tune the events each year, lookingifoall ways to improve them.
Adding one new element to an event each year wip) Bnsure that events stay
fresh and exciting.

a. Evaluate each eventTrack sure measurements as attendance figures, reta
sales during the event, economic impact on the comity) and whether or
not participants intend to return next year. Bdimglto drop events if they are
no longer successful; but before you do so, spefehat one year trying to
improve the event.

b. Make sure that each event sponsored by the organizan generates
revenue.Events are so time and labor intensive, espedailgtaff, that Main
Street cannot afford to sponsor events that areavenue generators for the
organization to some degree. Sometimes eventsipipaiar to be money
makers actually lose money when staff time is #guinto the budget. Create
sponsorship packages that generate excitement disoavent from potential
advertisers. Go into each event with fixed expegsesred by sponsorship
sales, grants, or other contributions, so thattamhdil revenue generated
during the event is net profit. Remember that evewenue is not stable and
should never be used to cover the organizatiorésaimg expenses.

10.Grow the Farmers’ Market. Currently, the Farmers’ Market is held on theedtre
that runs along Spring Park. Work with the curmgmawers to bring the market to
the Square. There is no reason that the Mark#te®quare in Heber Springs
can not become the best market in the region, diapeople on Saturday
morning from a wide radius, who will discover doawn’s shops and restaurants
while they're there. The Farmers’ Market can algentually become a type of
business incubator for artists, crafters, and agdented producers who could
eventually go into business downtown.

Contrary to common thinking, a good farmers’ maxkats not “run itself.” It
must be carefully, skillfully managed. Be aggressivpromoting the market and
programming it with music, contests and games, destnations, and other
activities. Partner with another organization asponsor each week so the work
load does not fall too heavily on the Downtown HeBprings program.



11.Grow the Gallery Walk. Ongoing, regular events that take place monthly or

weekly are more effective than large festivalseidtigg people back into the habit

of coming downtown. Many Main Street districts—Mm#e, Colorado,
downtown Winston-
Salem, D.C’s vibrant
Dupont Circle and
Russellville, AR, to name
a few—have been
successful with monthly
gallery walks, that also
feature food and live
music. They become
destination social
gatherings for the
community. Heber
Springs already has a good start with the GallegykVsind should build the event
into a regular happening that generates trafficrandorces the image of the
Square as an arts and cultural district. In addliteothe examples presented above,
check out the “Friday Cheers” event in downtown tlylourg, Virginia, as an
example of a regular event that generates revensieccessful partnership with
non-profits and corporations in the area.

12.Continue to encourage other groups and organizatianto use the Square as a
venue for their events.Downtown Heber Springs does not have to sponsayeve
event that happens downtown. In fact, it's muchevet other organization’s see
downtown as the spot where they want to be. Downtbleber Springs should
coordinate and facilitate events sponsored by ailganizations, making sure
that the quality of everything that happens dowmtasvheld to the highest
standards. If it can happen downtown, make it EA&¥appen downtown!

13.Coordinate and publish an events calendar that incldes everything
happening on and around the SquareDistribute the calendar widely. Include
activities happening at shops and restaurantgngsds they are not just strictly
sales related.

Promotion Committee

Obviously, in order to accomplish all these acigt Downtown Heber Springs will need
a well-trained, highly functioning promotion comiei. Mary Margaret is an energetic
board president, but she needs much more voluassestance. The work of this
committee should not fall back on the staff. Haesoome tips for improving the
effectiveness of the Promotion Committee:

Recruit people to the committee who have skillmarketing, graphic design,
event management, arts, volunteer coordinatiortingtiand other needed areas.

Use a subcommittee approach to events, with the chaach event sitting on the
event steering committee.



Use the Main Street Promotion Committee Handboakient and train committee
members in their job roles and responsibilities.

Encourage all committee members to attend semamatdraining workshops
sponsored by Main Street Arkansas, the ArkansasvBeAssociation, and others.

Provide each volunteer with information about thaiMStreet program, so they
know why their efforts are so important.

Identify partnering and/or co-sponsoring organaadifor every event or activity to
help spread the work load and create a greateirbigr-happenings on the Square.

Create detailed work plans and budgets for eachteve

Develop a block captain program to insure effectimgoing communication with
business and property owners about upcoming eascktsictivities.

In conclusion, remember that you are promoting3feare as the place to be in Heber
Springs, where everyone can gather and experiemomderful sense of community.



ECONOMIC RESTRUCTURING

Rebuilding the downtown’s economic vitality, to neak once again the focal point of the
community’s retail and service needs, is the ultergoal of any downtown revitalization
program.

To accomplish this goal the Heber Springs
Downtown Network program, especially the
economic restructuring component, must work to
retain and strengthen its current business base. It
must also work to find new uses for vacant space,
and attract desirable retail and non-retail fundio
(offices, recreational uses, etc.) to strengtheh an
diversify downtown Heber Springs’s economic base.

For economic restructuring to be successful yostrdavelop and establish a
comprehensive strategy to bring about positive eocoa change. This strategy must
include creating and attracting investment oppotiesidowntown. Small improvements
such as attractive window displays, downtown cleps; removing slipcovers, new paint
and installing new signs must happen early in tlogam and be promoted aggressively.
It is these simple early improvements in which pedipst take notice. These small,
noticeable projects help to increase traffic aldssanough to make the larger rehab
projects feasible.

RECOMMENDATIONS

Recommendation #1

Consider forming a business assistance team, timgsas two to three members. The
Business Assistance Team (B.A.T.) will focus priityasn the retention and expansion

of existing businesses. It is difficult to attraetw businesses to your downtown if the
current business environment is not as positivie@ be. There are numerous resources
available to help businesses at the federal, seg@nal and local levels. The problem is,
most businesses are so busy with their normal daay operations that they don’t have
the time or resources available to research di@programs that would meet their
needs. The business assistance team works witdheStreet Arkansas State Program
and other resources to help provide the followmddwntown business:

(a) Seminars to help strengthen the skills and pract¢elowntown businesses.

Conduct “window display” workshops. Most businessiers don’t realize the following
facts:
An average shopper moving along at 3 to 4 feespeond will pass a storefront in 8
seconds. If it's a passing motorist, the “windowopportunity” is reduced to one
second. Most business owners also aren’t awaré&#¥atof shoppers base their



initial perception of a store and their decisiorshop there upon the store exterior.
Window displays and the rest of the storefront miainesses 24/7 billboard.
Businesses can’t control the weather, the econarpw their competitors conduct
business. They need to undergo training to leatake full advantage of those things
that they can control. An important aspect of wivdibsplay training is to make sure
that after the training, one merchant’s windowssdias an example so everyone can
see the transformation take place.

Other seminars should include successful downtowginless practices, such as
implementing later store hours to accommodate aoesishopping habits. If you are
only open from 9 A.M to 5 P.M., you are essentialiyering to the unemployed and
retirees. Another issue facing downtown is thaOBMO0 is also prime time for people to
be on the lake. Extended hours are needed to kapitan their expenditures.

To take advantage of consumer buying habits,
many stores open a couple of hours later and ad
those hours at the end of the day. Some stores aJso
opt for full working hours Saturday and closing
Monday, which is often their slowest day of the
week. Businesses can fine tune hours of operatign
by doing hourly customer counts to track numbe
of customers and actual time shopped. They can
also track their sales by the hour. Many familiegéhboth parents working to make ends
meet. Not being open after 5:00 P.M. often causestto shop elsewhere besides
downtown.

A study by Richard Mistele from the University ofisfonsin Extension Service found
the following pertinent data:

By not being open on weekday evenings, local matshmaay be losing up to a
third of their weekday business. By being close&aturday afternoon and
Sundays, they may be losing 1.5 of the 2 bespsippays of the week.

One of the biggest challenges about changing siaues is letting your customers know
of the change. Merchants may want to consider &direg special events or sales in their
stores to entice customers. It really takes a coatlain of being open late for three to six
months, combined with other marketing techniques.

Merchants who have been retailing for years usdadty seminars and training sessions
refreshing. Training helps open our eyes and viengs from a different perspective

than what we are accustomed to or have forgottesviy is also important while
conducting these seminars. Many communities hadegheat success with “Lunch ‘n
Learn’s” but many communities tend to do bettehviateakfast sessions. Providing food
normally increases attendance as well as havieg@ected merchant stress the
importance of attending the training to the otherchants. Often, that merchant can also
host the seminar at his or her place of business.



(b) Market analysis to understand the changing mar&egpand identify realistic
opportunities that can benefit your community.

When we interviewed residents of the Heber
Spring’s community and asked them what types of
new businesses they would like to see downtown,
the following responses came up several times:
more restaurants and a men'’s clothing store.
Restaurants are great because they are often open
later than 5 pm. As retail stores realize that
customers are downtown during later hours, they#s®n more prone to stay open later.
Another possibility is a niche store such as ark&sas Only” store to help capture
tourism dollars. These types of stores only camyafAisas made merchandise. There are
several in Arkansas that have been very successful.

How do you know that these and others will haveadgchance to succeed? You have to
perform some marketing research. What can markaysis do for you? It increases your
community’s share of the economic pie. The follogvare some of the methodologies
used:

Conduct a market analysis to identify sales leak@es is done through a
sales gap analysis. Leakage occurs when localemsighurchase goods and
services outside the area. Examples include qatiadhases from shopping
malls in larger cities, catalogue purchases andhasges over the Internet.
Leakage occurs often not because of price, butlgibgrause the items
wanted were not available locally. An excellentrsewf information on this
topic is the booMarket Analysis for Main Streawailable from the National
Main Street Center.

Conduct focus groups with area residents and tisuiesdentify and obtain
ideas about possible niches.

Conduct surveys such as intercept and phone surVbgse are valuable in
determining the customer demographics of your teada and help you to
determine who is, and who isn’t shopping downtoltvalso provides
valuable insight into these consumers wants andshaed helps you plan
your business recruitment strategy accordinglyefcellent source of
information with sample surveys is the bddkrket Analysis for Main Street
available from the National Main Street Center.

Identify “clustering opportunities” through marlkatalysis. Clustering is the
grouping together of a mix of businesses that esaddch of them to benefit
from each others’ sales, customers and markets.

One restaurant may not have much of a draw, bubapgof them forms a critical mass,
which will draw a larger group of people into thewhtown area to dine. A current
business and building inventory of the downtown b required to take advantage of



clustering opportunities. To learn more about @tsg | recommend the reading
Business Clustering: How To Leverage Salgslyett-Palma, Inc.

Another excellent source of information is the webBowntown andBusiness District
Market Analysislt can be located on the webhdip://www.uwex.edu/ces/cced/dma

It teaches you how to use market data and geogramrmation systems to identify
economic opportunities in small cities and haseagand easy to understand tool bar to
help guide you. The Wisconsin Main Street prograwh the University of Wisconsin
Extension (based on ER principles of the NationalrvBtreet Center) developed the
website.

Recommendation #2
Grab your share of the economic pie from those@@EBYyisitors spending $90,624,883
in Cleburne County annually.

People are no longer just satisfied with shoppihgy want experiences! Prompt those
tourists to continue their experience downtown. Yiaue a lot of unique heritage in your
area, so capitalize on it! Heritage tourism is ohthe fastest growing segments in the
industry. Research by Donovan Rypkema, one ofdheniost authorities in the country
on downtown revitalization, showed that heritagérigm visitors spend 2.5 times more
than the average visitor does.

Don't forget to survey those tourists to find odtaMs passing through your community
and what products and services will satisfy custshmeeds. Learn to think like
travelers: They are there to relax and get away ftall. What can you do or provide to
enhance their experience?

Remember that the best advertising for your comtgusi‘silver platter” customer
service. Remember to cater to their needs. A badréeence can ruin a traveler’s day and
cause them to spend their money elsewhere dureigribxt getaway.

Do all you can to ensure they will want to returmould recommend the guide book
titled Tourism and Retail Development: How Business inr Yfmmmunity Can Sell to
Tourists written by B. Ryan, J. Bloms, J. Hovland and Bh&er, 1999. Contact the

Center for Community Development, University of \dGasin-Extension, (608) 263-

4999 for more info.




MARKETING HEBER SPRINGS:

Attracting Boomers to your Downtown

One market that deserves particular attention vgnemoting downtown Heber Springs

is America’s generation of Baby Boomers, who wéhg in their retirement during the

next 15-20 year5By definition, these are folks born between 1946 4964, and who,

in their retirement years, are relocating to thalitowns in which they grew up, or to
small towns that remind them of home. Baby Boonaees
also tourists, second home owners, and business
entrepreneurs, who, usually marked by an advensurou
spirit, do not view retirement as a few final yeafveach
relaxation, but the best and most vibrant day$eir tmid-
lives.

Baby Boomers are relocating to urban areas for
their convenience, sense of community, and quaefityfe,
which are increasingly hard to come by in largéesiand
suburbs. Historic, revitalized downtowns are attvacfor
their distinctive qualities: one of a kind architee and
historic fabric, diverse specialty businesses, fimeng,
and friendly service. There’s a Baby Boomer sjoifit
spontaneity mixed with a need for convenience afiety

that healthy downtowns naturally cater to. Oneringsvee we spoke to, a life-long
resident of Heber Springs, described one of itstii@iiing qualities, “Heber Springs is
just far enough from Little Rock that it has itsroamall-town flare and rural character.”
Every progressive commercial district or downtoweaain the United States would serve
themselves well by targeting Baby Boomers in thearketing strategies. As one
economist warns, “We believe if you don’t focusBmomers you won't be in business in
5 years, much less 26.”

Heber Springs, with recreational tourism arguaisig of its strongest assets, has a
special marketing advantage. Baby Boomers, althaudjlierse group, characteristically
look to recreation when relocating or visiting awtewn—the most desirable
communities are ones where they can walk, runchecyoat, and eat healthy food in
their active years. Heber Springs, with its gresdting, fishing and camping cultures,
can use its recreational assets to rejuvenatddientown. Recreation also includes
entertainment, such as live music, theater, mowieg,public events. Heber Springs’
evening art walk and rehabilitated Gem theater lgggat potential in this regard.

Another interesting trend directly links to dowwio economic development:
Most Baby Boomers continue to work into their mxtient. But the jobs they work are
personal and vocational—they are either relateztatis and hobbies they love; they are
part-time, charity-based, or independent busines8aseconomics website,
theMatureMarket. conreported that people over 40 made up 86.6% afsfar

! valecia Crisafulli, “The Boomer Market: PotentBdom for Preservation!” The National Trust for
Historic Preservation. 9/13/2006
2 Matt Thornhill, www.boomerproject.comiuly 3, 2007.




businesses in the second quarter of 2005. .nd flaat 55 to 64 and older represent one
of the fastest growing groups of self-employed veosk

How Heber Springs can market itself to baby boomers

Hire them! A large percentage of Baby Boomers acéried to stay in the work
force, but work at businesses they personallydikerhere they feel they are
making a difference in the community.

Interest them in downtown real estate. Baby Boorasrgypically self-starters,
and if they are especially impressed by your downtdhey may be interested in
business investments.

Spread preservation awareness: Let Baby Boomens &bout your downtown
network and revitalization efforts. Display hista@i photographs in vacancy
windows and stir up community interest. Invoke coumnity pride.

Develop heritage tourism. Heber Springs’ histoqei®y Park has an
unusual, special history that needs to be broaeldamitblicly. Consider a
few outdoor exhibit panels at the park with histafinarratives, graphics,
and fun tales of the town. Provide adequate sigdageting people to
museums and other heritage-related destinations.

Develop fitness and scenic trails. Make downtowimezrely pedestrian-
friendly, and think about developing a walking tdowntown or one that's
accessible from downtown. Direct people to the $aded rivers and campgrounds.

Provide good signage and direction to sites anceomas, shopping and dining,
and recreational sites.

Provide affordable downtown housing. This is a goggoortunity for upper floor
development in the current vacancies in downtowheA&prings. We also
noticed housing adjacent to Heber Springs’ downtddeber Springs might
consider working with the City to make sure it'sg&or newcomers to find a
place to live.

Web-based itineraries (statistics show that BabgrBers are internet-savvy and
will use the internet to make travel plans.

Think about Baby Boomers’ spending areas:

Dining

3 Crisafulli.



Luxury/specialty stores

Heritage tourism: museums, historic parks, heritagiés, monuments and
landmarks.

Health and beauty:
Gourmet and specialty food, fine dining

Recreation and entertainment.



CONCLUSION

In summary, there’s tremendous potential in dowmté¥eber Springs — a beautiful
courthouse, a charming town square, interestingiteicture, good restaurants and a
traffic count that most downtowns would Kill fol.here are, however, ‘gaps in the teeth’
of downtown and many businesses close at or arbymd. The timing of DNHS is near
perfect. Much is going on but like any downtowrcontained commerce center, it needs
management.

As stated at the beginning of this report the wafrkain Street is never done. Because
DNHS has set rather high goals, there is stiltaddoe done in order to realize the vision
of a truly vibrant, economically healthy downtowfou will need to work hard in the
future to sustain the downtown organization andienghe broad base of volunteer and
financial support needed to carry it forward.

“Be well, do good work, and keep in touch!”

APPENDIX
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