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Rapid Recovery Plan

This plan has been made possible 

through technical assistance provided by 

the Baker-Polito Administration’s Local 

Rapid Recovery Planning program.

The Local Rapid Recovery Planning (RRP) program is a key part of 

the Baker-Polito Administration’s Partnerships for Recovery Plan, the 

strategy established to help communities stabilize and grow the 

Massachusetts economy as a result of the economic impacts brought 

on by COVID-19. The plan invests $774 million in efforts to get people 

back to work, support small businesses, foster innovation, revitalize 

downtowns, and keep people in stable housing.

In addition to the planning program, recovery efforts include a Small 

Business Relief Program administered by the Massachusetts Growth 

Capital Corporation.  This program, which concluded in May 2021, 

provided more than $687.2 million to over 15,000 businesses across 

the Commonwealth, with a focus on businesses located in Gateway 

Cities, among demographic priorities, or operating in sectors most 

impacted by the pandemic. Cities, towns, and non-profit entities are 

using Regional Pilot Project Grant Program funding for recovery 

solutions that seek to activate vacant storefronts, support regional 

supply chain resiliency, and create small business support networks. 

To promote recovery in the tourism industry and support the 

ongoing My Local MA marketing initiative encouraging residents to 

support their local economies by shopping, dining and staying local, 

another $1.6 million in grants were awarded through the new Travel 

and Tourism Recovery Grant Pilot Program. Through April 2021, 

MassDOT’s Shared Streets and Spaces Grant Program has invested 

$26.4 million in municipal Shared Streets projects to support public 

health, safe mobility, and renewed commerce.

In support of the overall recovery strategy, the Administration 

made $9.5 million in awards for 125 communities to create Local 

Rapid Recovery Plans, through the MA Downtown Initiative Program. 

These plans address the impacts of COVID-19 on local downtowns 

and small businesses by partnering with Plan Facilitators and Subject 

Matter Experts to pursue locally-driven, actionable strategies.

For more information, contact DHCD:

100 Cambridge St, Suite 300

Boston, MA 02114

617-573-1100

mass.gov/DHCD
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125 communities participated in 

the Rapid Recovery Plan Program 

52 Small Communities

51 Medium Communities

16 Large Communities

6 Extra Large Communities

Mass Downtown Initiative 

distributed nearly $10 million 

across 125 communities 

throughout the Commonwealth 

to assess impacts from COVID-

19 and develop actionable, 

project-based recovery plans 

tailored to the unique economic 

challenges in downtowns, town 

centers, and commercial 

districts.  

Program Communities

Non-Participating Towns and Cities

Commonwealth of Massachusetts
Rapid Recovery Planning Program
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The Rapid Recovery Plan (RRP) Program is intended to provide every municipality in Massachusetts the 

opportunity to develop actionable, project-based recovery plans tailored to the unique economic challenges and 

COVID-19 related impacts to downtowns, town centers, and commercial areas across the commonwealth.

The program provided technical assistance through Plan Facilitators assigned to each community applicant (e.g., 

city, town, or nonprofit entity) and Subject Matter Experts who supported the development of ideas for project 

recommendations and shared knowledge through best practice webinars and individual consultations.

Communities and Plan Facilitators were partnered through the program to assess COVID-19 impacts, convene 

community partners to solicit project ideas and provide feedback, and develop project recommendations. The 

following plan summarizes key findings from the diagnostic phase of the program and includes a range of priority 

project recommendations for the community.

Each Rapid Recovery Plan was developed across three phases between February-August 2021. Phase 1 -

Diagnostic, Phase 2- Project Recommendations, Phase 3 - Plan.

Mar JulApr May Jun Aug

Phase I

DIAGNOSTIC

Phase II

PROJECT IDEAS

Phase III

FINAL PLAN

In Phase 1: Diagnostic, Plan Facilitators utilized the Rapid Recovery Plan Diagnostic Framework that was adapted 

from the award-winning Commercial DNA approach as published by the Local Initiative Support Corporation (LISC) 

in  “Preparing a Commercial District Diagnostic”, and authored by Larisa Ortiz, Managing Director, Streetsense

(RRP Program Advisor). 

The framework was designed to ensure methodical diagnosis of challenges and opportunities in each community, 

and to identify strategies and projects that aligned with the interests and priorities of each community. The 

framework looks at four areas of analysis: Physical Environment, Business Environment, Market Information, and 

Administrative Capacity - each equipped with guiding questions to direct research conducted by Plan Facilitators.

Rapid Recovery Plan (RRP) Program
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P H Y S I C A L

E N V I R O N M E N T

C U S T O M E R  

B A S E

B U S I N E S S

E N V I R O N M E N T

A D M I N  

C A P A C I T Y

Who are the customers of businesses in the Study Area?

How conducive is the physical environment to 

meeting the needs and expectations of both 

businesses and customers? 

What are the impacts of COVID-19 on businesses in 

the Study Area? How well does the business mix 

meet the needs of various customer groups?

Who are the key stewards of the Study Area? Are they 

adequately staffed and resourced to support 

implementation of projects? Are the regulatory, zoning, 

and permitting processes an impediment to business 

activity? 

Rapid Recovery Plan Diagnostic Framework 

Following the diagnostic in Phase 1, Plan Facilitators, in close coordination with communities, developed and 

refined a set of recommendations that address priority challenges and opportunities. These project 

recommendations are organized in clear and concise rubrics created specially for the Rapid Recovery Plan 

Program. Project recommendations are rooted in a set of essential and comprehensive improvements across six 

categories: Public Realm, Private Realm, Revenue and Sales, Administrative Capacity, Tenant Mix, Cultural/Arts & 

Others.

Public Realm Private Realm Admin CapacityRevenue/SalesTenant Mix Cultural/Arts Other
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Executive Summary
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The Town of Dracut submitted a Local Rapid Recovery Plan (LRRP) application to the Massachusetts Department 
of Housing and Community Development (DHCD) to  address the impacts of COVID-19 on the businesses located 
in the Navy Yard Business District. The LRRP program analyzes and explores the challenges and barriers to 
economic recovery and identifies strategies and actions to help communities achieve their recovery goals. The 
program provides technical assistance through a Plan Facilitator (PF) assigned to each community and access to  
Subject Matter Experts (SMEs) to help generate ideas and further refine project recommendations through 
individual consultations.  The Northern Middlesex Council of Governments (NMCOG) was selected by DHCD as 
the PF for the Town of Dracut and  guided the plan development process for the Navy Yard Rapid Recovery Plan.  
The Town decided to utilize the Dracut Economic Development Committee (EDC) to oversee the LRRP project.   
The kick-off meeting for the project was held on April 7, 2021.  The meeting was conducted virtually in light of the 
pandemic.  The PowerPoint presentations for all LRRP meetings  were made available online.  All meetings 
conducted for this project were posted as public meetings in accordance with Massachusetts Open Meeting Law.

Data specific to the study area was collected during the Diagnostic phase of the project. Demographic data 
relative to the Town of Dracut and study area was analyzed, including population, age, household income, 
household size, educational attainment and race and ethnicity.  The physical attributes of the district were 
assessed and rated using criteria developed by DHCD.  This assessment included both the public and private 
realms.  The public realm includes assets owned and controlled by the Town, such as streets, sidewalks, public 
parks and open spaces, and public parking areas.  The private realm refers to buildings and storefronts that are 
generally owned and managed by private individuals or corporate entities.  The business environment evaluation 
included the types of retail and service offerings located in the district,  average commercial rents, the condition of 
the storefronts/facades, and other building attributes, such as windows, awnings, signs and lighting.  An 
assessment of COVID-19 impacts on businesses within the district was conducted through a written survey 
distributed to each business in the district.  Surveys were sent by email and hardcopies were also delivered in 
person.  Nine (9) businesses in the district responded to the survey.  Most of the business indicated that they were 
negatively impacted by COVID-19.  

The findings from the Diagnostic phase were presented to Dracut staff in early June.  A Community Meeting was 
held on June 9, 2021 to present the data and findings to the town’s residents and businesses.  The meeting notice 
and agenda were made available through the town’s website and local cable.  Flyers advertising the meeting were 
also distributed.  The LRRP Diagnostic findings were also discussed at the Dracut EDC meeting on June 15, 
2021. 

During the months of June and July,  the Dracut EDC focused on developing five priority recommendations to 
address the COVID-19 impacts to the businesses identified through the business survey.  On July 20th, a breakfast 
meeting with Navy Yard businesses was held at Dracut Town Hall.  The Town Manager and Dracut EDC Co-chair 
reviewed the diagnostic presentation with the businesses and asked how the Town could be most helpful to the 
businesses in recovering from the negative COVID-19 impacts.  On July 28, 2021, a Community Meeting was held 
via the Dracut EDC to present the five draft recommendations and receive comments from the town’s residents 
and businesses.  

The Dracut EDc requested subject matter experts (SMEs) in the areas of Marketing and Branding, Storefront 
Facades, Zoning, Transportation Improvements and Public Spaces.  Committee members met with the Marketing 
and Branding SME on August 26, 2021, the Transportation Improvements SME on August 30, 2021, the Public 
Spaces SME on August 31, 2021 and the Storefront Facades and Zoning SME on September 7, 2021.   The draft 
plan was made available on September 30, 2021. 

Overview
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Findings and Recommendations

Findings

As highlighted in the business survey, most 
businesses located in the district were impacted by 
COVID-19 in some way. The North American Industry 
Classification System (NAICS) data for 2020 and 
2021 showed that no businesses closed as a result of 
the pandemic.  Feedback from area businesses 
indicated that two businesses actually closed. The 
following impacts were gleaned from the business 
survey:

 44% of responding businesses reported a decline 
in revenue between 1% and 24%; 

 44% of businesses reduced their operating 
hours/capacity;

 56% incurred expenses to implement safety 
measures to protect their workers and the public;

 22% closed temporarily;

 56% transitioned to an alternative means of selling 
or delivering goods or services

 No businesses stopped or deferred rent or 
mortgage payments; and

 22% implemented employee layoffs.

The survey respondents reported that 66% of 
businesses had fewer on-site customers in January 
and February 2021 than before COVID-19 struck, 
with 44% reporting a reduction in on-site customers 
of 25% or more.

Most physical infrastructure within the district is in fair 
to good condition. Improvements are needed to the 
sidewalk network to address ADA compliance issues, 
close some network gaps, and to provide pedestrian 
accommodations such as benches. The Town has 
begun to address its infrastructure issues, although 
more work is needed in this area. There are seven 
vacant storefronts in the district that could host new 
business ventures.

Figure 1:  Reported Business Revenue Trend-
2019 vs. 2020

Recommendations

The Dracut Navy Yard Rapid Recovery Plan 
outlines five recommendations intended to assist the 
district businesses in addressing the economic 
impacts of COVID-19. The projects were identified 
by the Dracut EDC by analyzing the results of the 
business survey and the data provided through the 
Diagnostic phase of the LRRP planning process.  
The Committee also considered the 
recommendations set forth in previous Navy Yard 
studies, the recently completed Dracut Master Plan, 
the Dracut Economic Development Strategy, as well 
as input and feedback provided by the Navy Yard 
businesses, town staff and the public. 

On July 28, 2021, a Community Meeting via the 
Dracut EDC was held to present the following five 
recommendations and solicit comments from the 
town’s residents and businesses:

1. Create and implement a storefront façade 
improvement program;

2. Detail and install improvements to public 
spaces that provide aesthetic enhancements 
and create locations for public gatherings;

3. Update the Dracut Zoning Bylaw to address 
parking requirements and accommodate 
mixed-use development in the Navy Yard;

4. Implement transportation improvements at the 
intersection of Lakeview Avenue and 
Pleasant Street to address safety and traffic 
flow and install ADA compliant sidewalks and 
cross walk ramps, bicycle lanes and other 
improvements that accommodate the needs 
of pedestrians, bicyclists and those with 
disabilities; and

5. Create a robust promotional program for the 
Navy Yard that incorporates marketing, 
branding, wayfinding and signage and builds 
upon the existing graphics and signage 
initiatives previously funded through the 
Town’s MDI grant.

The greatest challenges for the Navy Yard 
businesses are to reverse the decline in customers 
and revenues resulting from the pandemic, and to 
attract new customers and visitors to the area. 
Attracting students from UMass Lowell will bring 
additional life to the district. The recommendations 
in this plan are intended to develop an identify for 
the Navy Yard, actively market the district and 
improve the physical attributes that will enhance the 
experience of customers and visitors in the Navy 
Yard Business Corridor. 



Rapid Recovery Plan 11Town of Dracut

About the Navy Yard Business District

The Navy Yard Business District is one of several 
commercial nodes in Dracut.  Framed by Lakeview 
Avenue and Pleasant Street, the District emanates 
from the Navy Yard Mill, a former woolen mill 
located along Beaver Brook.  The District is located 
close to the Lowell border, not far from the North 
Campus of UMass Lowell.  The district and study 
area are shown on the map on the following page.  

The Navy Yard Business District has been the focus 
of two comprehensive studies over the past four 
years.  The Dracut Navy Yard Business District 
study completed by Finepoint Associates, LLC in 
November 2017 provided an analysis of the 
economic and market conditions in the Navy Yard. 
Through a combination of business surveys and 
interviews, the following improvements to the Navy 
Yard were identified:

• More outreach to the businesses by the Town;

• More flexibility with business signage;

• Increase walkability of the District;

• Improve Lakeview Avenue/Pleasant Street 
intersection – address traffic backups;

• Additional policing; and

• Improve the aesthetics of the area.  

The study determined that additional markets were 
available to the Navy Yard businesses through the 
employees of the area businesses and the students 
and employees of UMass Lowell. 

The Navy Yard Comprehensive Design Strategy 
completed by Harriman/Innes in June 2021 provided 
an overview of the design strategies supported by 
District and Town residents and businesses.  The 
study also compared the level of shopping visits to 
Navy Yard businesses both pre- and post-COVID.  
The study concluded with its recommendations 
regarding:

• Short-term Strategies: Storefront improvement 
grants and green buffer along sidewalks;

• Long-term Strategies: Expanded sidewalks/street 
trees, green parking medians and wayfinding;

• Placemaking: Weekend market, temporary 
outdoor dining/beer patio, daylight and create 
access to brook, and educational signage: nature 
history; and

• Redevelopment Strategies: Town center mixed-
use and Town Center Commercial. 

The Town updated its Master Plan as of May 2020 
and outlined the following recommendations in the 
Land Use and Economic Development sections that

would have an impact upon the Navy Yard: 

Land Use

• Update and revise the Town’s Zoning Bylaw to 
provide clarity and consistency, update uses, and 
add appropriate design standards, guidelines and 
performance standards, including updated 
standards for landscaping, lighting and signage.  
Conduct a comprehensive review of the town’s 
Zoning Bylaw and development regulations every 
five years.

• Create design guidelines directed at improving 
the visual quality of commercial and industrial 
development.  The guidelines will provide 
direction and suggestions for the development 
community relative to landscaping, signage, 
lighting, access and parking lot design, and 
façade treatments for projects of a certain size.

• Implement improvements in the Navy Yard 
business area that enhances walkability and 
create a more attractive and unified appearance, 
particularly for the gateway into Dracut.  This 
work includes implementing the 
recommendations outlined in the Navy Business 
District study for improved signage, barriers, and 
branding, as well as zoning regulations to allow 
for mixed-use development and to address 
outdated parking requirements. 

Economic Development

• Re-establish the Economic Development 
Committee (EDC) to work with the Town 
Manager and Community Development Director.

• Establish an Economic Development position to 
support the activities of the EDC and work with 
the Town Manager and CD Director.

• Work with the local business community to 
establish a local business association.

• Develop a marketing program to reach out to 
local businesses and develop an evaluation and 
outreach program to attract new businesses to 
the community.

• Post available commercial and industrial 
properties on the Town’s web site.

• Encourage mixed-use development in the Town 
Center and reuse opportunities at the Navy Mill 
Yard and the Beaver Brook Mills.   

The COVID-19 pandemic impacted virtually every 
business in the district. This Local Rapid Recovery 
Plan is intended to provide the Town with five 
discrete strategies/ recommendations to facilitate 
economic development and aid in the recovery of 
the businesses located within the district. 
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MAP 1: The Navy Yard Business District Boundaries and Land Uses

The most prevalent land use within the district is Commercial. Commercial businesses are primarily 
concentrated along Pleasant Street and Lakeview Avenue. Both Single-Family and Multi-Family Residential land 
uses are located toward the outer edges of the study area. Beaver Brook cuts through the study area and 
provides the framework for the Navy Yard Business District.
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Outdoor dining in Railroad Square, Pepperell  MA

Navy Yard Mill Building
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Key Findings

Land use within the district is primarily comprised of business uses, 
while only 196 individuals reside within the study area.   

15Town of Dracut

The potential customer base within the district includes those who work and live within the 
district, town residents, and those from out of town who visit the district The median age of 
those living in the district is 42 years compared to 42 years for the town overall.  In addition, 
median household income in this area is  $76,694,  much lower than the  $94,361 average 
income figure for the overall town.  Household size in the Navy Yard Business District is 2.72 
persons compared to 2.73 persons for the town overall.  As shown in the table below, the age 
cohorts for the study area are fairly consistent with the age cohorts of the community overall.  

Table 1: Population by Age Cohort for the Town and the Navy Yard Business District

The Town has aging public infrastructure

CUSTOMER 

BASE

Age Cohort Town Residents % Town District

Residents

% District

0 to 19 years 7,167 22.5 41 20.9

20 to 24 years 1,683 5.3 11 5.6

25 to 34 years 4,120 12.9 27 13.8

35 to 44 years 4,230 13.3 26 13.3

45 to 54 years 4,527 14.2 27 13.8

55 to 64 years 4,706 14.8 28 14.3

65 to 74 years 3,212 10.1 20 10.2

75 to 84 years 1,504 4.7 10 5.1

85 years and 

over

666 2.1 6 3.1

Total 12,303 99.9 196 100.1

Source:  ESRI Business Analyst

Attracting and accommodating additional residential development in the district would provide a 

larger local customer base, creating a market that better supports the commercial 

establishments located within the district .  The revision of the Zoning bylaw to allow mixed-use 

developments in the Navy Yard would add residents to the district.
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Key Findings

There is little racial or ethnic diversity among residents of the 
district or within the Town of Dracut.   
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Communities, businesses and the local economy work best when prosperity is widely shared, 
especially among historically marginalized populations or those who have faced barriers to 
opportunity. An inclusive economy engages majority and minority population groups, and 
women and men of every generation. Bringing about an inclusive economy requires an 
approach that fosters collaboration between local government, the private sector, and non-profit 
organizations.

Over the past two decades, researchers have worked to quantify the economic effects of 
workforce diversity.  This research suggests that diverse work environments boost business 
profitability, culture, and public perception. A workforce comprised of people of different 
ethnicities with varied experiences has been shown to be a key driver of innovation and 
business performance.  

Table  2:  Race and Ethnicity of Dracut and Navy Yard Business District Residents 

CUSTOMER 

BASE

Race/Ethnicity Town District

White Alone 27,324 171

Black or African American Alone 1,072 5

American Indian and Alaska 

Native Alone

49 0

Asian Alone 2,020 9

Native Hawaiian and Other 

Pacific Islander Alone

9 0

Some Other Race Alone 622 6

Two or More Races 719 5

Hispanic or Latino 1,848 17

Not Hispanic or Latino 29,967 179

Source:  ESRI Business Analyst
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Key Findings

Educational attainment for residents of the district and for Dracut 
overall exceeds state and national averages in terms of the 
percentage of residents with a high school diploma or better.   

17Town of Dracut

Educational attainment influences  the types of positions for which Dracut residents qualify, as 
higher-skilled, better paying jobs require more intensive training. Local communities cannot 
develop a skilled workforce without public investment in the education system.  The level of 
education attainment and the quality of education are key indicators of quality of life, workforce 
preparedness and economic potential.  Approximately 92% of Dracut residents have a high 
school degree or greater, compared to  93.1% of residents within the district.

Table 3:  Educational Attainment

Table  __ :  Educational Attainment for Residents of the Business District and the Town

CUSTOMER 

BASE

Education Level Town District

Less than High School 1,845

(8.0%)

10

(6.9%)

High School Graduate or 

GED

7,256

(31.6%)

40

(30.5%)

Some College, No Degree 4,348

(18.9)

27

(18.7%)

Associate Degree 2,333

(10.2%)

22

(15.3%)

Bachelor’s Degree 4,301

(18.7%)

20

(13.9%)

Master’s/Professional

School/Doctorate Degree

2,882

(12.5%)

25

(17.4%)

Total 22,965 (99.9%) 144 (100.0%)

Source:  ESRI Business Analyst
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Highlights from the Public Realm

The public realm includes assets owned and 
controlled by the Town, such as streets, sidewalks, 
public parks and open spaces, and public parking 
areas. The study area includes 800 off-street and on-
street parking spaces located on both public and 
private property.  The vehicle traffic volume on 
Pleasant Street is approximately 16,600 vehicles per 
day, while the volume on Lakeview Avenue is 
8,600 vehicles per day.  Within the district there is 
51,830 square feet of open space including parks, 
traffic islands, and public plazas. 

The Town has made some recent progress in 
installing wayfinding signage at a limited number of 
locations within the study area.  Future installations 
should complement a marketing and branding 
campaign for the district.  

Using a grading system developed by DHCD for 
the LRRP program, specific elements of the public 
realm were inventoried and rated.  In general, 
average grades (C) were assigned to the sidewalk 
network, street trees and benches, and wayfinding 
and signage. About half of the study area has 
street lighting that supports pedestrian visibility and 
safety, therefore a grade of B was assigned to this 
element.  Roadbed and crosswalks was also 
assigned a grade of B.

Table 4:  Public Realm Assessment

PHYSI CAL

EN VI RON MEN T

Public Realm

Elements

Study Area Grades

Sidewalks C-Pavement conditions 

vary, there is a lack of 

ADA compliance in 

some locations, as well 

as some gaps in the 

network.

Street Trees and 

Benches

C- There is a limited

availability of street 

trees and benches 

creating uncomfortable 

pedestrian experience.

Street Lighting B-50% of the study 

area has street lighting 

that supports 

pedestrian visibility and 

safety.

Wayfinding and 

Signage

C-Limited wayfinding 

signage, although 

recent progress has 

been made.

Roadbed and 

Crosswalks

B-Condition varies 

depending on location 

and some crosswalks 

need repainting

Mill Dam
Matthew C. Boule Memorial Park



Rapid Recovery Plan 19Town of Dracut

Highlights from the Private Realm

The private realm refers to buildings and 
storefronts that are generally owned and managed 
by private individuals or corporate entities. There 
were 75 storefronts within the study area of which 
7 were vacant. The business district includes 
138,545 square feet of ground floor retail space, 
17,189 square feet of ground floor office space, 
and 8,000 square feet of manufacturing space.  
The majority of storefronts are occupied by 
personal services and small retail establishments, 
followed by restaurants,  real estate, finance, 
insurance and health care.

A grading system developed by DHCD for the 
LRRP program, was used to rate specific elements 
of the public realm, including store windows, 
outdoor displays/dining, signage, awnings, 
facades, and lighting. One average grade was 
assigned for the entire district for each element. 
Overall, most elements of the private realm are in 
fair to excellent condition.  The awning element 
received a grade of F due to the fact that there are 
very few buildings with awnings. Awnings can 
provide shade during warmer months, enabling 
comfortable outdoor dining. However, they must be 
well-maintained and designed in coordination with 
other elements of the storefront.

Table 5:  Private Realm Assessment

PHYSI CAL

EN VI RON MEN T

Private Realm

Elements

Study Area Grades

Store windows B-About 50% of 

storefront windows 

have 70% transparency 

that ensures clear lines 

of sight between the 

business and sidewalk.

Outdoor displays/dining C-More than 25% of 

storefronts have 

spillover merchandise 

displays or outdoor 

dining on the sidewalk 

or street.

Signage A-More than 75% of 

storefront signs reflect 

the unique brand 

identity of the business 

and can be easily seen 

from more than 10 feet 

away.

Awnings F-Most storefronts are 

not equipped with 

awnings.

Facades B-Most properties in 

the study area have 

clean and well-

maintained façades, but 

there is at least one 

property requiring 

structural façade 

improvements.

Storefront Lighting C-More than 25% of 

storefronts do not  have 

interior lighting after 

business hours.

Life Storage facility



Rapid Recovery Plan 20Town of Dracut

In Spring 2021,  an online business survey developed by DHCD was distributed to the owners 
and managers of business establishments located within the district.  Only nine (9) of the 84 
businesses within the Navy Yard Business District responded.  As shown in Figure 1 below, 
many of the responding businesses were from the health care (22%), retail (11%), food service, 
accommodation (11%), personal services (11%), professional, scientific, technical, legal (11%), 
and finance, insurance (11%) industries.  Sixty-seven percent of the businesses rent the space 
that they presently occupy.

Figure 1:  Responding Businesses by Type

As shown in Figure 2 below, 33% of the responding businesses were microenterprises 
employing five workers or less.  One-ninth of the businesses were operated by a single 
individual.  According to the U.S. Census Bureau, 6,479 people were employed within the Town 
in 2018, with 213 working within the  Navy Yard Business District.

Figure 2:  Percent of Business by Number of Employees

Tenant Mix

BUSI NESS

EN VI RON MEN T

Results of the Business Survey:  Business Type and Employment
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Forty-four percent of businesses responding to the survey indicated that their revenues 
increased from 2019 to 2020..  Forty-four percent stated that revenues decreased during that 
period, while 11% indicated that their revenues remained the same.

Figure 3:  Business Revenues Prior to COVID-19

Tenant Mix

BUSI NESS

EN VI RON MEN T

Results of the Business Survey: Business Revenues Prior to 
COVID-19

Enterprise Bank
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As shown in Figure 4 below, most businesses indicated that they are generally satisfied with most 
aspects of the business district, including the condition of public spaces, streets and sidewalks, the 
safety and comfort of customers and employees, and access for customers and employees,  
Business owners and managers were somewhat less  satisfied with the condition of private 
buildings, storefronts and signs and proximity to .complementary businesses and uses.

Figure 4:  Business Satisfaction with the District

Tenant Mix

BUSI NESS

EN VI RON MEN T

Results of the Business Survey: Business Satisfaction with Various 
Aspects of the District 
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Every business responding to the survey was impacted by COVID-19 in some way. North 
American Industry Classification System (NAICS) data for 2020 and 2021 showed that five 
retail and service based businesses closed as a result of the pandemic.  

As shown in Figure 5 below, the impacts of the pandemic were felt in the following areas:

 33% of responding businesses reported a decline in revenue;

 78% of businesses reduced their operating hours/capacity;

 56% incurred expenses to implement safety measures to protect their workers and the 
public;

 22% closed temporarily; 

 56% transitioned to an alternative means of selling or delivering goods or services; and

 22% implemented employee layoffs.

At the time of the survey in early 2021, 44% of businesses reported that they were still 
operating at reduced hours or capacity.

Tenant Mix

BUSI NESS

EN VI RON MEN T

Results of the Business Survey:  Impacts of COVID-19 

Figure 5: COVID-19 Reported by Respondents to the Business Survey  
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As shown in Figure 6 below, 44% of businesses responding to the survey generated less revenue in 
2020 than in 2019.  For these businesses, revenue declined by 24% or less, while revenues 
increased for an additional 44% of the businesses.  While researchers have found that mandatory 
closures and protective public health measure influenced  the economy’s decline, consumer 
avoidance behavior was also a significant factor. Nationally, the relative revenue losses among 
small businesses during the onset of the COVID-19 crisis was larger than among big businesses. 
Small businesses had less ability to quickly adjust to changes in regulations and demand when the 
pandemic hit. Due to high fixed costs and required knowledge, small businesses faced difficult 
barriers in increasing their web presence, expanding takeout services or adding delivery services, 
and coping with uncertainty during the public health emergency.

Figure 6:  Business Revenue Changes from 2019 to 2020 

Tenant Mix

BUSI NESS

EN VI RON MEN T

Results of the Business Survey:  COVID-19 Related Business 
Revenue Impacts
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Sixty-six percent of businesses had fewer on-site customers in January and February 2021 
than before the COVID-19 struck. Furthermore, 44% reported a reduction in on-site customers 
of 25% or more.  Outdoor activities, such as walking and bicycling, increased during the 
pandemic as an alternative to indoor, higher risk alternatives. 

Figure 7:  Volume of On-site Customers –January and February 2021 vs. Pre-COVID

Tenant Mix

BUSI NESS

EN VI RON MEN T

Results of the Business Survey:  Onsite Customers and Visitors to 
the District in Early 2021 Compared to Pre-pandemic Conditions

Matthew G. Boule Memorial Park
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Survey respondents were requested to evaluate twelve potential strategies or approaches to 
improving conditions within the Navy Yard Business District.  These strategies were directed at 
physical improvements to the public and private realm, as well as measures that would attract 
and retain customers and businesses.  Among the physical improvements strategies were the 
renovation of building facades, improvements to sidewalks and streetscape, development of 
public spaces and seating areas, and amenity improvements for bicyclists.    Of these 
measures, improvements in safety and/or cleanliness, and streetscapes and sidewalks were 
the highest priority, followed by implementing market strategies and the renovation of building 
facades, as shown in Figure 8 below.  

Figure 8:  Rating of Potential Physical Improvement Strategies

Tenant Mix

BUSI NESS

EN VI RON MEN T

Results of the Business Survey:  Identification and Rating of 
Potential Strategies – Physical Improvements
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The eight strategies below were intended to put forth various actions that would potentially 
attract and retain customers.   The Navy Yard businesses were somewhat neutral on the 
following strategies: opportunities for outdoor dining, creation of a district management entity, 
changes to zoning, recruitment programs to attract businesses, more cultural events/activities 
and changes in public parking availability.  Respondents were negative about providing 
amenity improvements for public transit/bike lanes. 

Figure 9:  Rating of Potential Physical Improvement Strategies

Tenant Mix

BUSI NESS

EN VI RON MEN T

Results of the Business Survey:  Identification and Rating of 
Potential Strategies – Measures to Attract and Retain Customers 
and Businesses
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Just twenty-two per cent (22%) of the business survey respondents in the Navy Yard Business 
District expressed an interest in receiving assistance.  Participation in a shared 
marketing/advertising program was identified as needed by 22% of the survey respondents, 
while 22% of respondents were interested in low cost financing for façade improvements. No 
businesses were interested in training on the use of social media, as shown in Figure 10 
below.

Figure 10:  Percent of Business Survey Respondents Interested in Receiving Assistance

Tenant Mix

BUSI NESS

EN VI RON MEN T

Assistance to Businesses

Brite-Kleen Cleaners
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Administrative Capacity

Administrative capacity includes leadership,  
organizational capacity, resources,  regulations 
and policies  that can help achieve long-term 
growth and revitalization in a business district.    
Local capacity can enable private investments and 
sustain economic recovery during times of stress 
to the local economy, such as that brought on by 
the pandemic.  Identifying a responsible party to 
lead the implementation of improvement and 
economic recovery efforts will be essential in the 
future.  Engaging other stakeholders will also be 
important.  Such individuals should include those 
with the expertise, knowledge and skills to identify 
strategic opportunities, advocate for change and 
resources, and possessing the ability to engage 
the businesses and residents.

Currently, the Dracut Economic Development 
Committee serves as the steward of the Navy Yard 
Business District with the active support of the 
Dracut Community Development Director and the 
Dracut Economic Development Planner.  Both the 
Greater Lowell Chamber of Commerce and the 
Northern Middlesex Council of Governments is 
represented on the Economic Development 
Committee.

While currently there is no a single entity with the 
capacity to lead the recovery efforts for the district, 
the Dracut Economic Development Planner has 
begun to focus on the specific needs of the 
business community.  The key stakeholders 
identified in the table to the right should 
collaboratively begin the process of identifying the 
resources needed to secure funding for additional 
implementation staff.    

An in-depth analysis of the town’s zoning bylaw 
was recommended in the recently completed 2020 
Dracut Master Plan.  The LRRP business survey 
did not unveil any regulatory concerns on the part 
of the business community.  The Town has 
secured state and local funding to update its 
zoning bylaw. 

Table 6:  Key Partners and Stakeholders

Key Stakeholders and Project Partners

Dracut Town Manager and Board of 

Selectmen

Dracut Economic Development Committee

Dracut Community Development Director 

and Economic Development Planner

Greater Lowell Chamber of Commerce

Northern Middlesex Council of 

Governments

ADMI N  

CAPACI TY

Dracut Town Hall
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Development and Selection of Project Recommendations

The five recommendations outlined in this Rapid 
Recovery Plan were selected based on their 
potential effectiveness in assisting local 
businesses with recovering from the  impacts of 
COVID-19.  The Dracut EDC formulated the 
recommendations based on the input provided 
through the business survey, the diagnostic 
findings generated through the LRRP process, the 
recommendations outlined in the town’s recently 
adopted Master Plan, the two previous Navy Yard 
studies, and the input provided through the public 
sessions and the Dracut EDC meetings.  The draft 
recommendations were also discussed with Navy 
Yard businesses, On July 28, 2021, a Community 
Meeting was held via the Dracut EDC to present 
the five draft recommendations and receive 
comments from the town’s residents and 
businesses.  

Using the project rubric created by the 
Massachusetts Department of Housing and 
Community Development (DHCD), detailed 
information regarding each recommendation is 
provided in the following pages.  The information in 
the rubric includes a project budget and timeframe, 
key performance indicators, identification of project 
lead and partners, a list of action items, a process 
for implementation, and potential funding sources. 

The five project recommendations analyzed 
include the following:

1. Develop a marketing program for the Navy 
Yard that will build on the branding 
program. 

2. Create and implement a storefront façade 
improvement program.

3. Update the Zoning Bylaw to address 
parking requirements and accommodate 
mixed-use development. 

4. Implement transportation improvements at 
Lakeview Avenue and Pleasant Street that 
increase traffic flow and safety, while 
accommodating pedestrians, bicyclists and 
those with disabilities. 

5. Design and install improvements to public 
spaces that provide aesthetic 
enhancements and create locations for 
public gathering.
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Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Develop a marketing program for the Navy Yard that will build on the 
branding program.  

Navy Yard Business District – Census Tract 3142

Dracut Economic Development Committee

Medium budget:  Est. cost $100,000  A marketing consultant can 
be engaged to design the action plan – the consultant or Town staff 
person can implement the program.

Short Term (<5 years):  1-2 years to complete the marketing 
survey, build upon the existing graphics and signage initiatives, 
develop the marketing and branding  programs and encourage 
business owners to utilize the program.

Existing businesses have expressed an interest in a branding 
and marketing campaign, as reflected in the business survey 
results and follow up meetings with businesses.

Knowledge of businesses in the area and shopping options provided; increased traffic 
in visitors and shoppers; increased sales for area businesses; use and recognition of 
the Navy Yard brand in advertising and business promotions; increased economic 
development activity and use of web analytics.

Town of Dracut, Dracut Economic Development Committee, Business Owners, Greater Lowell 
Chamber of Commerce, key stakeholders (property owners) and area businesses. 

Possible funding sources:

• MassDevelopment TDI Creative Catalyst or Commonwealth Places grants

• DHCD MDI or Community Development Block grants

• Upcoming ARPA programs (TBD)

• Other funding programs targeted to support economic development, business revitalization 

and small business development. 

Revenue and Sales
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There are 75 storefronts located within the 
business district, of which 7 are currently 
vacant.  Two businesses closed due to COVID-
19.  It was expressed that the Navy Yard 
District, like other districts in Dracut, are 
identified by defined names.  However, the 
areas lack a visual delineation for customers 
and visitors to identify with. A branding initiative 
has been undertaken, but not fully implemented.  

One-third of the businesses in the area are 
microenterprises with five employees or less.  
The business survey indicated that 89% of the 
businesses were impacted by COVID-19 in 
some way.  44% of businesses experienced a 
loss in revenue and had reduced hours of 
operation.  67% of these businesses rent their 
space. 

The total secondary/post-secondary population 
was 19,277.  There is an opportunity to create a 
heightened awareness of the Navy Yard 
businesses to UMass students and employees, 
as well as other Lowell residents. 

There is an opportunity to attract the untapped 
market of workers who visit the area on a daily 
basis.  Walking and bicycling has Increased 
during the pandemic nationally.  Dracut should 
take advantage of the increased volume of 
potential customers by directing them to local 
businesses.

Traffic count data shows that the average daily 
traffic in the Navy Yard was 16,600 ADT on 
Pleasant Street and 8,600 ADT on Lakeview 
Avenue.  There is a goal to open up the area to 
more walking and biking through other projects.  
Defining and creating an identity for the Navy 
Yard area will help to promote it and its 
businesses.   

Action Items

Implementation of the Brand – The Town has 
developed logo graphics and taglines for use 
within the commercial districts of Dracut.  The 
brand that has been drawn on the area’s historic 
origin (see below)  Implementing and utilizing 
the brand in multiple medias will require buy-in 
from both the public and private sectors to be 
recognized, effective and successful in 
promoting the Navy Yard area.  Gateway 
signage, wayfinding, advertising, events, social 
media and economic development use of the 
brand will solidify its recognition by the public 
and potential businesses.  This project, along 
with other key projects, will build upon the initial 
work and assist in elevating the Navy Yard into 
a destination for Dracut residents and those in 
the region.

The Navy Yard got its name from timber floating 
down river making it look like a “Navy Yard”, as 
well as parachutes that were made here in 
WWII.  While the physical space may change in 
the next five years, the water going between the 
buildings has enough history to safely use it as 
a symbol.   
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Design marketing program that build off the Brand – A 

marketing program designed for the Navy Yard is needed to 

support and promote existing businesses and attract new 

businesses and customers to the area.

The Town and the current businesses will need to develop 

activities to attract visitors to the Navy Yard and give them a 

reason to shop there.  Shopping, dining and entertainment can 

contribute to the vibrancy of the Navy Yard.  

Design a marketing program that is two-fold – The focus is 

on both supporting the current businesses and driving 

economic growth in the area.  

Process

Identify funding sources and select a consultant –

Determine the consultant’s role and if they or a Town staff 

person will implement the marketing plan.  The consultant will 

help to build the budget.

Create a committee to work with the consultant that includes 

Town leaders, businesses, property owners and other key 

stakeholders.  Hold a series of public meetings for Navy Yard 

business and property owners to gather input for the plan.

Identify goals for the marketing program – These will be 

your goals for the overall district, including those that were 

outlined in the Navy Yard Comprehensive Design Strategy, 

prepared by Harriman:

• Create a sense of place and promote walkability of the 

district through branding, signage, streetscape, 

intersection, and public realm improvements.

• Promote outdoor dining and businesses to increase vitality 

and customer traffic.

• Encourage mixed-income residential development and 

consider allowing housing on upper floors.  Currently, 

zoning restricts two units per parcel and has high parking 

requirements.  This builds your area customer base that 

supports local businesses.

• Attract new businesses to the area, especially uses that are 

not currently offered in the area – i.e. coffee shop, 

restaurant, recreation/entertainment, food and healthcare.

• Conduct a market survey to determine who visits, who 

shops, who travels through the area (this can be done with 

a geo-fencing survey for the area along with other identified 

characteristics of the current visitors and residents to 

determine who to target. 
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Develop a multi-year Marketing and 
Communications Plan – Outline an action plan 
and budget that addresses the branding, 
marketing and economic development uses.  
This multi-year plan will be the roadmap to 
enhance the brand year-round and should 
incorporate how you communicate that the 
“Navy Yard is a great place to be” – i.e. continue 
to use the “Make it in Dracut” campaign and 
develop Navy Yard hashtags for social media.  
Determine what sources can be utilized for 
messaging for businesses, to the public and the 
surrounding communities.  Social media 
advertising should be a main focus as less print 
publications are utilized.  Utilizing geo-targeting 
advertising for the district would support the 
area businesses – for example, if a goal is to 
attract students from UMass Lowell, you would 
geo-target that area (see examples below).

Economic Development marketing efforts should 
focus on the successes in the area when 
attracting businesses for the area.  Utilize the 
working and partnering method with the property 
owners that have vacancies to fill.  Consider 
collaterals focusing on the benefits of the Dracut 
neighborhoods that have development 
opportunities for small and large businesses.

Encourage more businesses to populate the 
business directory on the Town website.  
Consider a Visit Dracut tab on the home page 
and moving the business directory and Things 
to Do there and adding points of interest in the 
Navy Yard and other areas of Dracut.

Brand Uses  & Recognition – Implement the 
brand developed to create an identity for the 
Navy Yard – it can be used in various 
applications – this should be seen as a starting 
point for other projects that were proposed 
through the LRRP initiative – i.e. wayfinding 
signage, banners, events, advertising, economic 
development, and communications, as they 
work together in the promotion and recognition 
of the area.  

Banners have been used to promote the types 
of businesses in Dracut – recommendations 
would be to offer this program to businesses in 
the Navy Yard with an “Adopt a Banner” 
program – each banner would have the 
business name at the bottom for an adoption fee 
and the banner would be hung outside their 
business, instead of the current generic 
banners.  Work within your other projects, such 
as wayfinding and gateway signage, and 
streetscapes to implement the Navy Yard brand.

Process (continued)
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Concentrate on the Excitement in the area – Focus 

should be on new and existing businesses, not 

what’s wrong with the area, but what’s great and 

unique about it and its businesses, history and 

culture.  What’s new, what’s here and what’s to 

come??

Provide training and support to local businesses for 

marketing their businesses individually and in a 

shared format.

Enabling businesses with the ability to self-promote 

and better market their businesses will serve to 

draw more traffic to the area.  Business workshops 

are a great tool, not only for the businesses, but a 

way to form a sense of cohesiveness within the 

business community.  If there are local businesses 

that can host these workshops, all the better!!  The 

Chamber may be able to facilitate some sessions/ 

webinars for district businesses on social media 

and marketing/promotion. 

Evaluation

Evaluate your marketing efforts through tracking 

and analytics – each effort should be critiqued for 

effectiveness.  You should have a plan in place to 

pivot, delete or add.  
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Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Developing a Strategic Marketing Plan for a Small Town

Bucksport, ME

Town of Bucksport leadership

Medium budget: $100K-$150K

Short Term (<5 years): 3 years for full implementation.

Low Risk 

Number of visitors and tourists; vehicular, foot and bicycle traffic; change in customer 
and visitor volumes at local business establishments and attractions; increase in 
population and commercial and residential development. 

Bucksport, Maine 

Revenue/Sales

Town of Pepperell 36
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Bucksport, Maine is a seaside community  
with a year-round population of 5,000 
residents. Since the closure of a paper mill 
in 2014, the town has diversified its 
economic base by taking advantage of new 
opportunities in aquaculture, marine training 
and tourism.  It continues to work on 
attracting new businesses and residents, 
and on diversifying development on Main 
Street.  Its proximity to local tourist 
attractions creates untapped opportunities 
for growth, but the decline in travel and 
tourism due to the pandemic has been an 
obstacle to leveraging such opportunities. 

Action Item

• Establish internal and external 
partnerships for collaboration

• Develop a Bucksport logo and tagline

• Launch a new website 

• Continue broadband expansion

• Create a brochure, new resident 
welcome package, developer 
prospectus, and banners for use at 
community events and local businesses

• Install a wayfinding sign system, town 
kiosk and digital communication board

• Promote entrepreneurialism and 
business establishment

• Invest in tourism-focused communication 
and outreach, launching a “Day by the 
Bay” marketing campaign promoting a 
schedule of activities and coupon booklet 
for local businesses

• Improve the town’s profile on travel 
websites such as Trip Advisor, and on 
search engines and social media

• Develop a promotional video and visitors 
guide

• Place a QR code on local signage to 
bring visitors to the new website

• Promote the town’s history as a tourism 
attraction 

Diagnostic

| Town of Pepperell 37



Rapid Recovery Plan

• Identify markets and local competition

• Rebrand the town through a tag line and 
new logo

• Seek grants and technical assistance 
opportunities

• Deploy brand across digital platforms, town 
communication materials, banners, kiosks 
and signs

• Create developer prospectus, 30 second 
spotlight videos, new resident welcome 
package, and social media messages

• Develop strategic partnerships with local 
businesses and business organizations

• Structure new website to focus on 
marketing goals

• Create a business directory

• Partner with local arts, cultural and historic 
organizations to promote the town’s assets 
and quality of life

• Encourage entrepreneurship to improve the 
mix of downtown retail

• Expand local event offerings to attract 
additional visitors to the area

• Increase social media presence and 
advertising on tourism and arts and 
entertainments sites

• Revisit the marketing plan on an annual 
basis and adjust as needed based on 
results

Process
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Signs promoting Bucksport’s waterfront and 

history
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Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Create and implement a storefront façade improvement program. 

Navy Yard Business District – Census Tract 3142

Dracut Economic Development Committee

Low cost budget:   $50,000 to start and could be expanded 
over time.   

.Short Term (<5 years):  A year to develop the program and 
two years to establish the program.

Medium risk if Town Meeting approval is required. Existing 
businesses have expressed an interest in the program.  The funds 
would be issued as either a loan or a matching grant depending on 
the program criteria.

Number of businesses accessing the façade revolving loan/grant fund.  Visual 
improvements to building entries and facades and more attention to buildings within 
the study area.  Increase in foot traffic, number of customers and sales increase.

Area businesses and property owners, Dracut Community Development Director, Dracut Economic 
Development Planner, Dracut Economic Development Committee, Dracut Land Use Boards, and 
Greater Lowell Chamber of Commerce. 

Possible funding sources:

• Private foundations and limited municipal funds

• DHCD MDI or Community Development Block grants

• ARPA programs (TBD)

• Other funding programs targeted to support economic development, business revitalization and 

small business development. 

Private Realm
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There are 75 storefronts located within the 
business district, of which 7 are currently 
vacant.  At least two businesses closed due to 
COVID-19.  One-third of the businesses in the 
area are microenterprises with five employees 
or less.  The business survey indicated that 
89% of the businesses were impacted by 
COVID-19 in some way.  44% of businesses 
experienced a loss in revenue and had reduced 
hours of operation.  67% of these businesses 
rent their space. The Navy Yard received a B 
grade for the quality of facades in the 
neighborhood.

Due to COVID-19, the businesses lost revenues 
and were not able to invest in their properties.  
The façade program will provide funding to 
encourage them to meet the design guidelines 
for the Navy Yard and improve the overall 
aesthetics of the neighborhood.  This program 
will encourage other businesses to make their 
own improvements to their businesses as well.

Action Items

The Town of Dracut seeks to establish a 
storefront façade improvement program in the 
Navy Yard.  The Town will work on design 
guidelines for the neighborhood and identify 
funding to start a revolving loan/grant pool for 
façade improvements.  The adoption of design 
guidelines for the Navy Yard could ensure 
consistency of the treatment of building and site 
design for new/rehabilitated buildings.  The 
guidelines need to balance flexibility in their 
expression with clear direction about what is 
preferred.

Once the funding is secured, the Town will work 
out the eligibility requirements for the program 
and will examine similar programs in other 
communities to determine how best to establish 
the program.  The program may include the 
restoration of architectural details, better 
windows and doors, and well-proportioned 
signage and lighting.  The Town will reach out to 
the Navy Yard businesses and property owners 
to identify prospective applicants.  The 
revitalization of a commercial district can begin 
with improvements to a single building or 
storefront, resulting in spin-off private 
investments that further enhance the aesthetics 
of the area.   

Process

The process for the implementation of the 
storefront façade program is as follows: 

• Reach out to the business and 
property owners initially;

• Schedule public meetings at Town 
Hall and in the Navy Yard to discuss 
the storefront façade improvement 
program;

• Provide visuals of before and after 
pictures of properties that have been 
rehabilitated; 

• Develop design guidelines;
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• Identify funding to establish a revolving loan/grant program 

for façade improvements;

• Develop eligibility requirements for Navy Yard businesses 

and property owners;

• Reach out to the Navy Yard businesses and property 

owners to identify prospective applicants; 

• Establish the program and award the initial loans/grants for 

façade improvements; and 

• Celebrate updated sites/storefronts on social media and 

address concerns of property owners with properties in 

poor condition.. 
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Best Practice

Dracut Navy Yard

Storefront Facade
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Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Update the Dracut Zoning Bylaw to address parking requirements and 
accommodate mixed-use development in the Navy Yard. 

Navy Yard Business District – Census Tract 3142

Dracut  Master Plan Committee, Dracut Economic Development 
Committee, and Navy Yard businesses 

Medium budget:  Est. cost $100,000  

Short Term (approximately 2-3 years to hire a zoning consultant, 
develop revisions to the Zoning Bylaw and for adoption by Town 
Meeting). 

Existing businesses have expressed an interest in these 
changes to the Zoning Bylaw.  The parking requirements 
appear excessive to the business owners. 

Newer mixed-use and multi-story development projects in the Navy Yard.  Increased 
pedestrian traffic from mixed-use development pattern.  Redevelopment of existing 
sites that are obsolete.  Decrease in the number of paved parking areas and 
impervious surface.  Creation of an expanded customer base from the residential 
components of mixed-use projects. 

Town of Dracut Land Use Boards, Dracut Board of Selectmen, Zoning Bylaw Review Committee, 
Dracut Economic Development Committee, Business Owners, Greater Lowell Chamber of Commerce, 
key stakeholders (property owners) and area businesses. 

Possible funding sources:

• Grants, such as the DHCD Community Housing Grant.  The Town applied for $75,000 in Spring 

2021 to implement significant updates to the Dracut Zoning Bylaw.

• Community Compact funds.

• Local and ARPA funds.

• Other funding programs targeted to upgrading local Zoning Bylaws.

Admin Capacity
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There are 75 storefronts located within the 
business district, of which 7 are currently 
vacant.  Two businesses closed due to COVID-
19.  One-third of the businesses in the area are 
microenterprises with five employees or less.  
The business survey indicated that 89% of the 
businesses were impacted by COVID-19 in 
some way.  44% of businesses experienced a 
loss in revenue and had reduced hours of 
operation.  67% of these businesses rent their 
space. 

The total secondary/post-secondary population 
was 19,277.  There is an opportunity to create a 
heightened awareness of the Navy Yard 
businesses to UMass students and employees, 
as well as other Lowell residents. 

Public transit ridership declined during COVID-
19, with residents and business owners relying 
more heavily on personal vehicles.  New 
housing and mixed-use starts were down due to 
zoning and the impact of COVID-19 on the cost 
of building materials.  

Traffic count data shows that the average daily 
traffic in the Navy Yard was 16,600 ADT on 
Pleasant Street and 8,600 ADT on Lakeview 
Avenue.  There is a goal to open up the area to 
more walking and biking through other projects.  

Action Items

The Town of Dracut wishes to amend the 
Zoning Bylaw to address parking requirements 
and mixed-use development in the Navy Yard.  
The Town will need to consider whether the 
zoning is a new district or an overlay district and 
whether the format is traditional zoning, a form-
based code, or a hybrid code.  Once the funds 
are available the Town will hire a zoning 
consultant to work with the Planning Board.  
Public meetings will be held with the Zoning 
Bylaw Review Committee, the Planning Board 
and the Board of Selectmen.  Decisions will be 
made on the appropriate density for mixed-use 
developments and the appropriate revisions to 
the parking requirements of the bylaw.  Upon 
approval by Town Meeting, the approved 
warrant articles will be submitted to the Attorney 
General for final approval. 

Process

If the Town wants to include design guidelines, 
there should be a public workshop on design for 
the area.  The Navy Yard Comprehensive 
Design Strategy cold provide a base, but the 
recommendations would need to be translated 
into regulations.  The new zoning should be 
tested with 2-D and 3-D models to ensure that 
the proposed dimensional and parking 
standards can work with the smaller lots and 
irregular parcel sizes found in the Navy Yard.
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Outlined below are the steps in the Zoning Bylaw Update 

process:

• Hire a zoning consultant to work with the Planning 

Board;

• Hold a series of Public Meetings with the Zoning 

Bylaw Review Committee, Planning Board and 

Board of Selectmen;

• Determine the appropriate density for mixed-use 

developments and the appropriate revisions to the 

parking bylaw, using ITE and other professional 

standards;

• Finalize language and bring to Town Meeting for 

final approval; and

• Send approved articles to the Attorney General for 

final approval.  
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Zoning Components – Design Guidelines and 
Signage
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Rapid Recovery Plan

Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Implement transportation improvements at Lakeview Avenue and 
Pleasant Street that increase traffic flow and safety, while also 
accommodating pedestrians, bicyclists and those with disabilities. 

Navy Yard Business District – Census Tract 3142 – Intersection 
of Lakeview Avenue and Pleasant Street 

Dracut  Master Plan Committee, Dracut Economic 
Development Committee, and Navy Yard businesses 

High budget:  Phase 1 – Low cost tactical driveway access 
management.  Phase 2: $2.55 million for high improvement costs.

Long Term: Phase 1 (short-term) Conduct pilot and demonstration 
project for access management of driveways.  Phase 2 (long term)-
Follow the TIP process to secure funding for intersection 
improvements, sidewalks and bicycle lanes. 

Medium risk – Existing businesses have expressed concern about 
pedestrian and safety improvements that are needed at the 
intersection.  The signal hardware and design elements of the 
intersection are woefully inadequate. 

Improvements increase pedestrian and vehicular safety and decrease vehicle 
accidents based on MassDOT crash reporting.  Better traffic flow and reduced 
congestion based on travel times and NMCOG congestion system monitoring.  
Increased pedestrian and bicycle activity in the intersection area. 

Town of Dracut, area businesses, Dracut Economic Development Committee, NMMPO, 
MassDOT, and local walking, bicycle and trail groups. 

Possible funding sources:

• TIP funds and MassWorks grants.

• Private foundations.

• Local funds for limited work, such as sidewalks, bicycle lanes, and design work.

• Potential infrastructure funds from the federal government.

Public Realm
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There are 75 storefronts located within the 
business district, of which 7 are currently 
vacant.  Two businesses closed due to COVID-
19.  One-third of the businesses in the area are 
microenterprises with five employees or less.  
The business survey indicated that 89% of the 
businesses were impacted by COVID-19 in 
some way.  44% of businesses experienced a 
loss in revenue and had reduced hours of 
operation.  67% of these businesses rent their 
space. 

Traffic count data shows that the average daily 
traffic in the Navy Yard was 16,600 ADT on 
Pleasant Street and 8,600 ADT on Lakeview 
Avenue.  There is a goal to open up the area to 
more walking and biking through other projects.  

Action Items

The Town of Dracut seeks to implement its 
Complete Streets program, specifically in the 
Navy Yard at the intersection of Lakeview 
Avenue and Pleasant Street, to improve traffic 
flow and public safety.  In addition, this project 
will address other modes of transportation for 
bicyclists, pedestrians and disabled residents.

The implementation of the Complete Streets 
program in the Navy Yard is critical to traffic 
flow, safety and infrastructure improvements.  
Roadbeds and crosswalks vary depending on 
location, while some crosswalks just need 
repainting.  Pavement conditions for sidewalks 
vary with the lack of ADA compliance in some 
locations and gaps in the network.  The lack of 
bicycle lanes provides an opportunity for 
improvement. 

The SME recommended phases are as follows: 
1) Develop project phasing and prioritization 
plan for the intersection, including immediate/ 
short-term tactical safety improvements via 
access management of driveways in the 
intersection and longer-term full depth 
construction.  2)Develop scope and cost 
estimate to secure TIP funding or outside 
sources for full depth reconstruction of the 
intersection – upgrading signal equipment, 
sidewalk and curb ramp reconstruction, 
relocation of utility and signal poles, restriping 
pavement markings and signage upgrades, 
including bicycle facilities, landscaping, transit 
amenities, and beautification elements, and 
parking.

The physical appearance of the Navy Yard has 
an impact upon the willingness of visitors to 
shop at area businesses.  Parking has been 
identified as a major issue for local businesses.  
There is a need to identify the traffic concerns in 
the area and then develop an overall action plan 
to address these concerns.  The improvements 
need to be identified on a phased basis so that 
the sidewalks and bicycle lanes can be 
addressed initially, while the upgrade of the 
Lakeview Avenue/Pleasant Street intersection 
will need to be designed and placed on 
NMMPO’s TIP.  Funding for these 
improvements will need to be identified and the 
Town will need to set aside design funds to 
move the project forward. 
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Process

• Secure funding and hire a consultant to conduct a 

planning study, including a survey and traffic 

analysis to develop a conceptual plan for 

improvements.  Plans should identify phasing and 

costs for recommendations.

• Implement short-term improvements, such as 

reducing the number of conflicts in the intersection 

via access management of the driveways.

• Hold a series of Public Meetings with Town staff, 

residents and business owners to engage in pilot 

and demonstration projects, gather feedback and 

identify and address traffic concerns in the area.

• Secure funding for the preliminary design of the 

Lakeview Avenue/Pleasant Street intersection.

• Submit a project initiation request to MassDOT and 

qualify to be placed on the TIP and/or secure 

MassWorks funding for the transportation 

improvements.

• Complete the design and permitting for the proposed 

improvements.

• Implement the transportation improvements for this 

key intersection within the Navy Yard District.  
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Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Peabody-Salem Corridor Concept Action Plan – Transportation 
Improvements

Peabody and Salem, MA

Cities of Peabody and Salem and the Metropolitan Area Planning 
Council (MAPC)

Long Term (5 -10 years): Need to go through TIP process

Medium Risk 

Number of visitors and tourists; vehicular, foot and bicycle traffic; change in customer and 
visitor volumes at local business establishments and attractions; better traffic flow and 
reduced congestion; and increased pedestrian and vehicular safety.

Cities of Peabody and Salem, Metropolitan Area Planning Council (MAPC), Boston MPO and MassDOT.

Public Realm

Town of Pepperell 69

High budget - $2.5 million (est.)
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The Peabody-Salem Corridor Action Plan is 
a collaboration between the Cities of 
Peabody and Salem, MA and the 
Metropolitan Area Planning Council 
(MAPC).  The focus of the study was to 
address the land use, economic 
development and transportation 
components of a shared roadway corridor 
that connects the two communities. MAPC 
developed a set of recommendations that 
were designed to make Main Street in 
Peabody and Boston Street in Salem a 
more vibrant, livable and attractive 
community corridor.  The focus of this Best 
Practice is on the transportation 
improvements for the corridor project. 

Action Item

• Address context sensitive roadway 
improvements

• Improve bike and pedestrian access on 
the corridor

• Improve pedestrian facilities by 
upgrading sidewalks

• Upgrade signalized intersections

• Add bicycle lanes and facilities to the 
Main Street and Boston Street Corridor

• Address transit service access by 
workers and residents

• Improve traffic safety related to truck 
traffic

• Make streetscape improvements to 
enhance the aesthetics in the area

Process

• Advance a two lane cross-section with a 
center left turn lane/median and on-street 
parking

• Mill and resurface the corridor

• Reconfigure the intersection of Aborn
Street and Boston Street

• Mark on-street parking spaces along 
Boston Street in Salem
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• Install modern roundabouts along Grove Street

• Reset curbing on Boston Street

• Enhance roadway guide and regulatory signage

• Enhance striping and markings for the traveled 
way

• Mitigate Gateway Center traffic

• Manage truck traffic

• Install pedestrian refuge islands on Boston 
Street

• Enhance crosswalk markings

• Install shared lane markings and bicycle warning 
signage along shared travel lanes

• Install bicycle route signage

• Advance the proposed Riverwalk shared use 
path

• Install bicycle accommodations on Walnut 
Street/Harmony Grove/Mason Street

• Improve sidewalk on Boston Street, east of 
Nichols Street

• Install pedestrian scale lighting on Boston Street

• Upgrade pedestrian signal heads and pedestrian 
push buttons

• Identify potential locations and install bicycle 
racks

• Install additional pedestrian warning signage

• Utilize the Regional Bicycle Plan and the 
Regional Pedestrian Transportation Plan

• Install amenities at bus stops on Main Street and 
Boston Street

• Highlight transfer locations

• Conduct a street tree inventory and replacement 
program

• Investigate installation of bio-retention features 
in proposed curb cuts

• Encourage joint driveways and cross-access 
easements

• Require pedestrian connections from sites to 
existing sidewalk network

• Maintain continuity of sidewalks across 
driveways

Process (cont.)
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Example of a three-lane cross-section in a town center

Example of shared lane markings
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Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Design and install improvements to public spaces at the Navy Yard to 
enhance the overall aesthetics of the area and create locations for public 
gathering.   

Navy Yard Business District – Census Tract 3142 

Dracut Economic Development Committee and Navy Yard 
businesses 

Low cost (less than $500,000)

Short Term: 1-2 years (July 1, 2024) to identify the public space 
improvements,  design the improvements, secure funding and install 
the upgrades. 

Low risk – Existing businesses have expressed interest in public open  
space to offset the visual, aesthetic and environmental impacts of the 
buildings and concrete in the Navy Yard.

Change in the amount of open space, pocket parks, benches and other amenities.  
Improvements to public realm through additional street trees and pedestrian scale 
lighting. Increase in visitors and shoppers to the Navy Yard.  

Area businesses, Dracut Public Works and Recreation Department, Dracut Economic Development 
Committee, Dracut School Department and Library, and community groups.

Possible funding sources:

• MDI and MassTrails Grants

• PARC grants and Land and Recreation grants and loans

• MassDevelopment Commonweath Places and MassDOT Shared Street Shared Space

• Private foundations.

• Community Preservation Committee (CPC) funds

Public Realm
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There are 75 storefronts located within the 
business district, of which 7 are currently 
vacant.  Two businesses closed due to COVID-
19.  One-third of the businesses in the area are 
microenterprises with five employees or less.  
The business survey indicated that 89% of the 
businesses were impacted by COVID-19 in 
some way.  44% of businesses experienced a 
loss in revenue and had reduced hours of 
operation.  67% of these businesses rent their 
space. 

According to the public realm assets survey, 
there are 51,830 square feet of open/public 
spaces, consisting of parks, traffic islands, and 
public plazas in the Navy Yard study area.  This 
open space includes the Matthew G. Boule 
Memorial Park.  There is limited availability of 
street trees and benches (Grade C), which 
creates an uncomfortable pedestrian 
experience.

Open space and public realm improvements 
would allow residents and business owners to 
get out of the COVID-19 “lockdown” mindset 
and begin walking and enjoying the Navy Yard 
area, Beaver Brook and area businesses.  In 
addition, enhanced public spaces build 
community and neighborhood pride, bring 
people together, enhance civic engagement, 
and allow for a more active lifestyle.    

Action Items

Design and install improvements to public 
spaces in the Navy Yard.  Identify public space 
needs in the District and secure funding to 
address those needs.  Review opportunities to 
establish a “green way” through the Navy Yard 
District that complements the bicycle and 
pedestrian improvements.  Plan for streetscape 
improvements through established partners 
working with the DPW and Community 
Development Department on securing grants 
and implementing physical improvements to the 
area.  

Process

• Schedule Public Meetings at Town 
Hall and the Navy Yard with town 
staff, residents and business owners 
to identify the public space needs in 
the District.

• Determine the options available to 
provide more green space and 
encourage more people to participate.  
Coordinate this effort with streetscape 
improvements.

• Identify the level of support in the 
business community to make these 
improvements to increase patronage 
at the Navy Yard restaurants and 
stores.

• Install the improvements, and

• Maintain the public open space 
improvements through the Town and 
with the support of the local 
businesses.
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Process (cont.)

If the community decides to secure new open space in the 

Navy Yard District, here’s a summary of the process: 

Phase 1: Secure funding for planning and development.

Phase 2 : Identify New Sites and Hire Consultant

• Identify a staff person and committee to oversee the 

planning design and implementation process.

• Determine existing or possible site options to provide more 

open space, as well as existing parks that need upgrading 

in the study area.

• Create a map of the possible sites for new open space that 

could be a future park, playground, greenway, trail or other 

types of public space.

• Collect information about the key features of each parcel, 

including lot size, site conditions, slope, drainage concerns, 

etc.

• Engage business community to make these improvements 

to increase patronage at the Navy Yard restaurants and 

stores, identify the level of support and interest in future 

open space sites.

• Schedule Public Meetings at Town Hall and the Navy Yard 

with town staff, residents and business owners to identify 

the public space and programming needs and potential 

sites in the District.

• Issue an RFP to hire a landscape architect to oversee the 

design process for a new or existing open space site.

Phase 3: Open Space Design Process 

• Collect ideas through community vision sessions, online 

surveys and/or engaging youth at school or at the library.

• Develop conceptual design options and receive feedback 

from the community.

• Create final conceptual design and then construction 

drawing.

Phase 4: Open Space Implementation

• Hire contractor to construct the new open space.

• Inform the public and conduct site prep work as needed.

Phase 5: Maintenance and Programming for Open Space

• Maintain public open space improvements through the 

Town and with the support of the local businesses.  

Organize clean-up days with local residents and property 

owners.

• Encourage community groups and business owners to host 

small events onsite to help increase foot traffic.
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Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Beyond traditional measures: Examining the holistic impacts of public 
space investments in three cities

Flint, Michigan, Albuquerque, New Mexico and Buffalo, New York

Brookings Bass Center for Transformative Placemaking and Project 
for Public Spaces

Short term (less than 5 years) 

Low Risk 

Positive economic, social and civic benefits to the community.

Cities of Flint, Michigan, Albuquerque, New Mexico, and Buffalo, New York and the Brookings Bass Center for 
Transformative Placemaking and Project for Public Spaces

Public Realm
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Low budget - $50-100,000 (est.)

Defining “public space”

Although public spaces are commonly conceived of as parks or other green spaces, this series defines public spaces 

as those spaces in which people take part in public life—including parks, plazas, streetscapes, waterfronts, other 

permanent cultural assets such as museums or historical sites, as well as publicly accessible socioeconomic assets 

such as farmers’ markets, “streeteries,” and pop-up cafes.[iv] This series posits that public spaces are inherently 

interconnected with their surrounding neighborhoods—impacting the people and small businesses beyond immediate 

park boundaries and impacted in turn by broader issues of power and access that determine who is able to use and 

benefit from a public space.[v]

https://www.brookings.edu/essay/beyond-traditional-measures-examining-the-holistic-impacts-of-public-space-investments-in-three-cities/#_edn4
https://www.brookings.edu/essay/beyond-traditional-measures-examining-the-holistic-impacts-of-public-space-investments-in-three-cities/#_edn5
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While public spaces have long been known to provide 
positive economic, social and civic benefits, the 
COVID-19 pandemic made these benefits increasingly 
evident. The Brookings Bass Center for 
Transformative Placemaking and Project for Public 
Spaces conducted interviews in Flint, Michigan, 
Albuquerque, New Mexico, and Buffalo, New York to 
assess the economic, social and civic benefits 
accruing from public spaces.  Each of these cities has 
higher poverty rates than the country as a whole, 
lower performing downtowns compared to national 
trends, downtown populations with higher poverty 
rates that the city at large (Figure 1), and a significant 
population of residents of color citywide and living 
downtown (Figure 2).  

Each of these communities has a major public space: 
Flint Farmers Market in Flint, Civic Plaza in 
Albuquerque and Canalside in Buffalo.  Outlined below 
is a brief summary of each public space:

Flint Farmers Market is more than 100 years old and 
moved into a former newspaper printing plant in the 
downtown in 2011l   This facility is part of a Health and 
Wellness District that has attracted more than $36 
million in new investment.  The new Market opened in 
2014 with space for more vendors.

Civic Plaza was created in 1974 to host large outdoor 
events and was managed by the city until 2015 when 
DowntownABQ MainStreet took over.  The Plaza has 
been transformed into a community-oriented gathering 
space and hub for downtown activity.

Canalside is part of the City’s effort to turn its 
postindustrial waterfront into a mixed-use development 
and entertainment district.  The Erie Canal Harbor 
Development Corporation (ECHDC) developed a 
Master Plan for a mixed-use urban entertainment hub, 
that Canalside is part of.

Action Item

• Address who is benefiting from the value that 
public spaces produce

• Determine how these benefits are allocated across 
residents of different races, incomes, ability 
statuses, and tenures in a community

• Determine whether public spaces produce 
additional benefits that traditional measures are 
not capturing

• Assess how to harness the power of public space 
investments to benefit more people in more places

• Explore the role that public spaces can play in 
supporting locally owned small businesses, 
connecting underserved residents to 
entrepreneurship and other opportunities, and 
strengthening communities’ local assets.

• Analyze the ways that public spaces can either 
bridge or exacerbate social divides, promote social 
cohesion, and reflect the culture and history of 
communities.

• Examine how the place governance entities that 
steward public spaces can leverage their roles to 
enhance the capacity of other local organizations, 
offer community-centered programming, and 
nurture public spaces as hubs for civic 
engagement. 
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• Conducted in-depth interviews with 78 
residents, small business owners, public 
sector officials and other key stakeholders, 
as well as the three supplemental focus 
groups with residents and public space 
vendors, between February and March 
2020.

• Examined the extent to which public space 
investments can help foster downtown 
economic ecosystems that are: 

1. Locally empowering: Supporting local 
small businesses and local investment 
priorities

2. Innovative: Fostering creativity and 
entrepreneurship opportunities

3. Regionally connected; Connecting 
residents and small businesses to regional 
markets and networks.

• Finding #1: Public spaces can play a critical 
role in shifting perceptions of place

• Finding #2: Public space investments can 
catalyze overdue infrastructure 
improvements and ‘pave the way’ for 
additional private sector development

• Finding #3: Public spaces themselves can 
be powerful incubators for entrepreneurs 
and small businesses –but achieving that 
goal requires intentionality.  

Process 
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