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The Town of Pepperell 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 Railroad Square/ Main Street 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 
assigned to each community and access to Subject Matter Experts to help seed ideas and further refine project 
recommendations through individual consultations.  Northern Middlesex Council of Governments (NMCOG) was 
selected by DHCD as the Plan Facilitator for the Town of Pepperell and  guided the plan development process for 
the Railroad Square/Main Street Rapid Recovery Plan.  The Pepperell Select Board appointed an LRRP Advisory 
Team for the project and a kick-off meeting for the project was held on March 30, 2021.  The meeting was 
conducted virtually in light of the pandemic.  The PowerPoint presentations for all LRRP meetings were made 
available online and the recordings of the meetings were posted on the local cable website.  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 Pepperell and the 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 included 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.  Approximately, one-third of the businesses in the district responded to the survey.  Every business 
indicated that it was negatively impacted by COVID-19 in some way.  

The findings from the Diagnostic phase were presented to the LRRP Advisory Team on  May 25, 2021.  A 
Community Meeting was held on June 7, 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, social media and 
local cable. Flyers advertising the meeting were also distributed. The LRRP program and findings were also 
discussed at town board and committee meetings including meetings of the Select Board, Planning Board, and 
Economic Development Advisory Committee.

During the month of June,  the LRRP Committee focused on developing five priority recommendations to address 
the COVID-19 impacts to the businesses as identified through the business survey.  On July 7,  2021 a meeting 
was held with the Pepperell Business Association Executive Committee to present the diagnostic findings  and 
receive feedback on draft project recommendations.  On July 15, 2021, the full membership of the Pepperell 
Business Association was provided with an opportunity to weigh in on the proposed recommendations.   On July 
28, 2021, a Community Meeting was held to present the five draft recommendations and receive comments from 
the town’s residents and businesses.  

The LRRP Advisory Committee requested subject matter experts (SMEs) in the areas of Wayfinding and 
Marketing and Branding.  The Committee met with  the Wayfinding SME on September 14, 2021 and with the 
Marketing and Branding SME on September 16, 2021.   



Findings

As highlighted in the business survey, every business 
located in the district 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.  The following impacts were 
gleaned from the business survey:

 83% of responding businesses reported a decline 
in revenue, with 56% indicating that revenues 
declined by 25% or more. 

 75% of businesses reduced their operating 
hours/capacity;

 67% incurred expenses to implement safety 
measures to protect their workers and the public;

 42% closed either temporarily or permanently; 

 42% transitioned to an alternative means of selling 
or delivering goods or services

 21% stopped or deferred rent or mortgage 
payments; and

 17% implemented employee layoffs.

The survey respondents reported that 68% of 
businesses had fewer on-site customers in January 
and February 2021 than before COVID-19 struck, 
with 51% 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. While the Town 
has begun to address wayfinding through a legislative 
bond bill earmark, more work is needed in this area.  
There are nine vacant storefronts in the district that 
could host new business ventures.

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

Recommendations

The Railroad Square/Main Street 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 LRRP Advisory Committee 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 the 
recently completed Pepperell Master Plan, as well 
as input and feedback provided by the Select Board, 
Planning Board, Economic Development Advisory 
Committee, the Pepperell Business Association, 
town staff and the public.  

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

1. Design and construct improvements to the 
sidewalk network throughout the district.

2. Develop and implement a façade 
improvement program for private building 
owners located in the district funded through 
grants and/or low-cost loans.

3. Develop a marketing and branding program 
for the district, in order to attract new 
businesses and support and promote existing 
businesses. 

4. Undertake a Parking Management Study to 
assess current parking needs and utilization, 
and to better manage the existing parking 
supply within the district.

5. Implement a wayfinding system within district, 
building on the Town’s recent 
accomplishments, and install kiosks at 
appropriate locations.

The Town finalized the above recommendations 
based on the input received.  Each recommendation 
is described in greater detail in latter sections of this 
document.  

The greatest challenges for businesses located in 
the district are to reverse the decline in customers 
and revenues resulting from the pandemic, and to 
attract new customers and visitors to the area. The 
recommendations in this plan are intended to market 
the district and improve the physical attributes that 
will enhance the experience of customers and 
visitors the Railroad Square/Main Street Business 
District.  



Railroad Square and Main Street function as the 
town’s primary central business district. The 
eastern end of Main Street is comprised of 
numerous retail establishments, restaurants and 
businesses. The Nashua River Rail Trail runs in a 
general east-west direction through the Square 
paralleling Main Street and is popular with 
bicyclists, walkers, equestrians and other users. 
The district and study area boundaries are shown 
on the map on the following page. 

As a town gathering place, Railroad Square hosts 
festivals, road races and other community events, 
and contains one of the few covered bridges in 
the Commonwealth. The Prudence Wright 
Memorial Bridge, located on Groton Street just 
north of the Square, is an attraction for visitors, 
artists and local tourists. 

Below are some of the Town’s economic 
development strategies relevant to the study area, 
as articulated through its recently completed 
Master Plan:

• Attract small-scale businesses to develop a 
sustainable economy.

• Support the revitalization of the Peter 
Fitzpatrick School.

• Explore the redevelopment of the former 
Pepperell Paper Mill site to support economic 
growth.

• Implement small-scale projects to maintain the 
small-town feel.

• Build upon the historic, recreational and 
agricultural assets of the community to attract 
businesses, visitors and private investment.

Encouraging reinvestment and mixed-use 
development in Railroad Square and along the 
Main Street corridor that respects the area’s 
historic character is one of the Town’s Top 10 
Goals. The Master Plan recommends that a 
Village Center zoning district be considered for 
this area.  The creation of such a zoning district 
would allow for mixed-use development with a set 
of uses (retail, residential and office) and 
dimensional requirements that are more 
consistent with nineteenth and early twentieth 
century town villages. Village Center zoning can 
be instrumental in allowing for a variety of 
housing options and new opportunities for 
businesses, thereby enhancing the vitality of the 

area. Future efforts to implement such zoning 
revisions should be coordinated among the 
Planning Board, Historical Commission and the 
Economic Development Committee.

The reuse of the Peter Fitzpatrick School located 
at the west end of the district is a priority for the 
community.  The Pepperell Master Plan states 
that zoning for the property should be reassessed 
to determine whether adaptive reuse needs to be 
better addressed.  Many communities have put 
Adaptive Reuse Zoning in place to provide new 
life for vacant and underutilized structures. Such 
zoning changes could provide flexibility in use, 
dimensional requirements, and parking 
requirements to help facilitate a future reuse 
proposal for the property. 

The COVID-19 pandemic brought with it an 
avalanche of change to the business district that 
required immediate response on the part of 
businesses, town government, and residents. 
This response has been difficult to implement, 
and in many cases costly, taking a significant toll 
on the businesses. Virtually every business in the 
district has been impacted negatively by the 
pandemic in some way. 

In the first few months of the pandemic, 
unemployment increased, customer and visitor 
volumes decreased, and sales dropped.  Some 
businesses closed permanently, others closed 
temporarily, and many shifted their operating 
models to incorporate curbside orders, outdoor 
dining, delivery or mail orders. The workforce 
experienced significant turmoil in terms of where 
and how they were able to work, and employers 
continue to experience challenges in finding, 
recruiting, and retaining adequate staff. Most 
businesses in the district are small, owner-
operated establishments with limited capacity for 
long -term planning.

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. Regular, 
effective communication and coordination 
between town government and the businesses in 
the district will be essential to ensuring that the 
recommendations are fully implemented and that 
long-term recovery and resiliency is sustained, 
even once the pandemic subsides.  



MAP 1: The Railroad Square/Main Street Business District Boundaries and Land Use Classifications

The most prevalent land use within the district is Commercial, with commercial businesses primarily 
concentrated along Main and Groton Streets. Both Suburban Residence (SR) and Urban Residence (UR) uses 
are located toward the outer edges of the study area. The former mill site located along the Nashua River is the 
only area in town to which the Mixed Use Overlay District (MUOD) Bylaw has been applied. 







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 43 years compared to 44 years for the town overall.  In addition, 
median household income in this area is  $73,163,  much lower than the  $98,294 average 
income figure for the overall town.  Household size in the Railroad Square/Main Street 
Business District is 2.28 persons compared to 2.78 persons for the town overall.  As shown in 
the table below, the age cohorts for the study area are fairly consistent with the age 
characteristics of the community in general.  

CUSTOMER 

BASE

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 Town’s 2020 Master Plan recommended that the 

zoning in the  Railroad Square/Main Street Business District be revised to allow mixed-use 

village-style development.  



CUSTOMER 

BASE

White Alone 11,634 221

Black or African American Alone 91 4

American Indian and Alaska 

Native Alone

31 1

Asian Alone 240 6

Native Hawaiian and Other 

Pacific Islander Alone

2 0

Some Other Race Alone 63 2

Two or More Races 242 6

Hispanic or Latino 316 9

Not Hispanic or Latino 11,987 231

Source:  ESRI Business Analyst



Educational attainment influences the types of positions for which Pepperell 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 
educational attainment and the quality of education are key indicators of quality of life, 
workforce preparedness and economic potential.  Approximately 95% of Pepperell residents 
have a high school degree or greater, compared to  90.9% of residents within the district.

CUSTOMER 

BASE

Less than High School 420

(4.7%)

16

(9.0%)

High School Graduate or 

GED

2,102

(23.7%)

54

(30.5%)

Some College, No Degree 1,624

(18.3)

33

(18.6%)

Associate Degree 898

(10.1%)

15

(8.5%)

Bachelor’s Degree 2,340

(26.41%)

39

(22.0%)

Master’s/Professional

School/Doctorate Degree

1,473

(16.6%)

20

(11.3%)

8,857 177

Source:  ESRI Business Analyst



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 1,030 off-street and 
on-street parking spaces located on both public and 
private property.  The vehicle traffic volume on Main 
Street is approximately 9,100 vehicles per day, while 
the volume on Groton Street south of Main Street is 
9,500 vehicles per day.  The Nashua River Rail Trail 
runs through Railroad Square parallel to Main Street. 
Counts taken on trail found that 1,000 users were 
observed from 8:00 AM to 4:00 PM on a Saturday.  
The trail is owned and managed by the 
Massachusetts Department of Conservation and 
Recreation. Within the district, there is 512,000 
square feet of open space, including parks, traffic 
islands, and public plazas. 

The Town has made 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. One average grade was 
assigned for the entire district for each element. In 
general, average grades (C) were assigned to the 
sidewalk network, street trees and benches, 
wayfinding and signage, roadbed and crosswalks.  
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.

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 

number of street trees 

and benches, creating 

an 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 using state 

funding

Roadbed and 

Crosswalks

C-Condition varies 

depending on location 

and some crosswalks 

need repainting

Nashua River Rail Trail in Railroad Square
Recently installed wayfinding sign



The private realm refers to buildings and 
storefronts that are generally owned and managed 
by private individuals or corporate entities. In 
Spring 2021, there were 75 storefronts within the 
study area of which 9 were vacant. The business 
district includes 129,061 square feet of ground 
floor retail space and 32,300 square feet of ground 
floor office space.  The majority of storefronts are 
occupied by personal services and small retail 
establishments, followed by restaurants, real 
estate firms, financial businesses, insurance and 
healthcare providers.

A grading system developed by DHCD for the 
LRRP program was used to rate specific elements 
of the private 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.

Lighting C-More than 25% of 

storefronts do not  have 

interior lighting after 

business hours.

Evening storefront lighting at C&S Pizza 

on Main Street



In Spring 2021,  an online business survey developed by DHCD was distributed to the owners 
and managers of business establishments located within the district.  One-third (24) of the 75 
businesses within the Railroad Square/Main Street Business District responded.  As shown in 
the figure below, many of the responding businesses were from the personal services (29%), 
healthcare (21%), and retail (17%) industries.  Seventy-five percent of the businesses rent the 
space that they presently occupy.

Figure 1:  Responding Businesses by Type

As shown in the figure below, 63% of the responding businesses were microenterprises 
employing five workers or less.  Over one-third of the businesses were operated by a single 
individual.  According to the U.S. Bureau, 1,582 people were employed within the Town of 
Pepperell in 2018, with 123 working within the  Railroad Square/Main Street Business District.

Figure 2:  Percent of Business by Number of Employees

Tenant Mix

BUSI NESS

EN VI RON MEN T



Seventy-one percent of businesses responding to the survey indicated that their revenues 
increased over the three-year period preceding COVID-19.  Twenty-one percent stated that 
revenues decreased during that period, while 4% indicated that their revenues remained the 
same.

Figure 3:  Business Revenues Prior to COVID-19

Tenant Mix

BUSI NESS

EN VI RON MEN T

Railroad Square at the intersection of Main Street (Route 113) and Groton Street



As shown in the figure below, the majority of 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, access for customers and 
employees, and the proximity of other businesses and uses. Business owners and managers were 
somewhat dissatisfied with the condition of private buildings, storefronts and signs.

Figure 4:  Business Satisfaction with the District

Tenant Mix

BUSI NESS

EN VI RON MEN T



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 the figure below, the impacts of the pandemic were felt in the following areas:

 83% of responding businesses reported a decline in revenue, with 56% indicating that 
revenues declined by 25% or more;

 75% of businesses reduced their operating hours/capacity;

 67% incurred expenses to implement safety measures to protect their workers and the 
public;

 42% closed either temporarily or permanently; 

 42% transitioned to an alternative means of selling or delivering goods or services

 21% stopped or deferred rent or mortgage payments; and

 17% implemented employee layoffs.

At the time of the survey in early 2021, 54% of businesses reported that they were still 
operating at reduced hours or capacity, while 4% were permanently closed.

Tenant Mix

BUSI NESS

EN VI RON MEN T

Figure5: COVID-19 Reported by Respondents to the Business Survey  



As shown in the figure below, 79% of businesses responding to the survey generated less 
revenue in 2020 than in 2019.  For 58% of businesses, revenues declined by 25% or more.  
Furthermore, 25% of businesses saw declining revenues that were at least 75% lower in 2020 
when compared to 2019. While the researchers have found that mandatory closures and 
protective public health measures 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



Sixty-eight percent of businesses had fewer on-site customers in January and February 2021 
than before COVID-19 struck. Furthermore, 51% reported a reduction in on-site customers of 
25% or more. The Nashua River Rail Trail brings approximately 1,000 visitors to the District on 
a typical Saturday and represents potential customers for the businesses. Outdoor activities 
such as walking and bicycling increased during the pandemic as an alternative to indoor, 
higher risk alternatives. 

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

Tenant Mix

BUSI NESS

EN VI RON MEN T



Survey respondents were asked to evaluate twelve potential strategies or approaches to 
improving conditions within the Railroad Square/Main Street 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, improvement to the streetscape and sidewalk network was 
the highest priority, followed by renovation of building facades and the development of public 
spaces and seating, as shown in the figure below.  

Figure 8:  Rating of Potential Physical Improvement Strategies

Tenant Mix

BUSI NESS

EN VI RON MEN T



The eight strategies below were intended to put forth various actions that would potentially 
attract and retain customers.  Among the strategies somewhat favored by the businesses in 
the Railroad Square/Main Street Business District were changes in public parking availability 
and management, improvements in safety and cleanliness, and bringing more cultural events 
and activities to the area. The addition of recruitment programs to attract additional businesses 
was the most favored strategy, closely followed by implementing marketing strategies for the 
business district.  Respondents were neutral about providing additional opportunities for 
outdoor dining and sales, and did not identify a need for regulatory or zoning changes or the 
creation of a district management entity.

Figure 9:  Rating of Other Strategies to Attract and Retain Customers and Businesses

Tenant Mix

BUSI NESS

EN VI RON MEN T



Just over half (54%) of the business survey respondents in the Railroad Square/Main Street 
Business District expressed an interest in receiving assistance.  Participation in a shared 
marketing/advertising program was identified as needed by 38% of the survey respondents, 
while 17% of respondents were interested in low-cost financing for façade improvements and 
25% were interested in low-cost financing for purchasing property in the District. Another 25% 
desired to have training on the use of social media, as shown in the figure below.

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

Tenant Mix

BUSI NESS

EN VI RON MEN T



Administrative capacity includes leadership,  
organizational capacity, resources, regulations and 
policies  that can help achieve long-term growth 
and revitalization in a business district. Such 
capacity can enable catalytic investments and 
sustain economic recovery during times of stress 
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 and advocate for change and 
resources, and those possessing the ability to 
engage the businesses and residents.

Currently, there are no identified stewards of the 
business district nor is there town staff dedicated 
to providing assistance to the business community.  
Such a point person could be the newly-hired town 
planner, or a community development director or 
economic development specialist position could be 
created, should there be funding available.

Since 1968, the Pepperell Business Association 
(PBA) has provided community service, performed 
civic projects, and developed a forum for local 
businesses. The Association welcomes 
all business owners and area professionals. The 
PBA currently has 260 members and their website 
provides a business directory for the town 
organized by type of business. However, the 
organization is run by volunteers and does not 
have the bandwidth at this time to serve as the 
stewards of the district.

While there is currently no a single entity with the 
capacity to lead the recovery efforts for the district, 
the key stakeholders identified in the table to the 
right should collaboratively begin the process of 
identifying the resources needed to secure funding 
for implementation staff.    

An in-depth analysis of the town’s zoning bylaw 
was recommended in the recently completed 2020 
Pepperell Master Plan. The LRRP business survey 
did not unveil any regulatory concerns on the part 
of the business community.  NMCOG is assisting 
the Planning Board with developing design 
guidelines for the district  through the District Local 
Technical  Assistance (DLTA) program.

Table 6:  Key Partners and Stakeholders

Key Stakeholders and Project Partners

Pepperell Town Administrator and Select 

Board

Pepperell Economic Development Advisory 

Committee

Pepperell Business Association

Greater Lowell Chamber of Commerce

Northern Middlesex Council of 

Governments

ADMI N  

CAPACI TY

Covered Bridge Country Store





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 Pepperell LRRP Advisory 
Committee 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, and 
the input provided through the public sessions and 
the Advisory Committee meetings. The draft 
recommendations were also discussed with the 
Pepperell Business Association on two occasions. 
On July 28, 2021, a Community Meeting was held 
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. Design and construct improvements to the 
sidewalk network throughout the district.

2. Develop and implement a façade 
improvement program for private building 
owners located in the district funded 
through grants and/or low-cost loans. 

3. Develop a marketing and branding 
program for the district, in order to attract 
new businesses and support and promote 
existing businesses. 

4. Undertake a Parking Management Study 
to assess current parking needs and 
utilization, and to better manage the 
existing parking supply within the district.

5. Implement a wayfinding system within 
district, building on the Town’s recent 
accomplishments, and install kiosks at 
appropriate locations

Wayfinding examples



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Railroad Square/Main Street Business District from Groton 
Street to the junction of Routes 113 and 111

Town of Pepperell – 2020 Master Plan recommendation

Low budget:  Under $50K for design concepts

High budget:  $200K for design development, fabrication and installation

Short Term (<5 years):  Conceptual design-12 months; schematic design-
6 months; design development-6 months; installation-6 months.

Low Risk –The Town focused on wayfinding through a previous grant at a 
limited number of locations, primarily focusing on historic features.  
Design and location of new signs will need to be determined.

Number of visitors to the district; foot and bicycle traffic along Main Street; change 
in customer and visitor volumes at local business establishments and attractions. 

Town of Pepperell, Pepperell Business Association, Business Owners, Historical Commission, 
Economic Development Advisory Committee, Safety and Sign Committee, Building Department, 
DCR, Community Groups, Local Artists (potentially to provide additions such as accent inset 
panels, materials, glass, ceramic, metal, etc.).

Possible funding sources:

• MassDevelopment TDI Creative Catalyst or Commonwealth Places grants

• DHCD MDI or Community Development Block grants

• Upcoming ARPA programs (TBD)

• Sponsorship & off-site advertising

Public Realm



There are 75 storefronts located within the business 
district, of which 9 are currently vacant.  Most 
businesses In this area are microenterprises 
with five or less employees, and the recent 
business survey showed that virtually every 
business has been impacted by COVID-19, with 
83% reporting a decline in revenue and 75% 
reducing operating hours or occupancy.  Nearly 
60% of the businesses have stated that their 
revenues have declined by 25% or more since 
the pandemic struck. Approximately 75% of 
these establishments rent the space that they 
are utilizing.  

Data collection activities show that over 1,000 
people utilize the Nashua River Rail Trail in 
Pepperell on a typical Saturday.  The trail 
passes through the heart of the business district 
but there Is no signage, Informational kiosks or 
other Information directing trail users to the 
services and establishments available In the 
business district.  The Pepperell 2020 Master 
Plan recommends adding informational kiosks 
and wayfinding signage to enhance pedestrian 
and bicyclist awareness of local destinations 
and events. 

With 68% of the businesses reporting that they 
have had fewer customers, clients or visitors 
since COVID-19, there is an opportunity to 
attract the untapped market of rail trail users 
who visit the area on a daily basis.  Walking and 
bicycling has Increased during the pandemic 
nationally.  Pepperell should take advantage of 
the increased volume of potential customers by 
directing them to local businesses.

Traffic count data shows that nearly 10,000 
vehicles per day utilize Main Street and Groton 
Street within the business district.  Improved 
wayfinding signage would increase awareness 
of the types of attractions, businesses and 
resources that are available In the area. 

Action Items

Develop a standardized wayfinding plan that 
Includes messaging, locations, and uniform 
design that incorporates the town's recent 
initiative. Implementation should include 
fabrication and installation of consistent and 
visible signs with directional Information. 
Mobile-friendly (internet and smartphone) 
wayfinding components could also be included. 

A wayfinding Interactive map would allow for 
Inclusion of attractions and businesses into the 
overall wayfinding program.  QR Codes could 
help visitors access Information through 
scanning technology, connecting to Information 
about dining, shopping, attractions and events. 

Diagnostic

The wayfinding program should reinforce the sense of place 

and promote the Main Street/Railroad Square Business 

District as an area that is easy to navigate for first-time and 

frequent visitors. Each element should be designed based on 

functional purpose and on the conditions of Its placement.  

Scale legibility, accessibility and engineering requirements 

must be considered. Gateway signage, pedestrian directional 

signage, information kiosks, interpretative signage and trail 

signage should be incorporated into the program. An 

inventory of existing signage is needed prior to commencing 

the work on the wayfinding plan.

A multi-phased wayfinding design process is 

recommended. Keyactions include:

• Develop a design working group, comprised of key

stakeholders supportive of improved wayfinding as 

well asTown staff responsible for its management, 

design plan execution, installation, and upkeep.

 Review plans and documents for the previous

wayfinding plan and other relevant plans

 Include all interested entities for design plan input 

and to understand how wayfinding plan will integrate 

with similar programs

 Identify the wayfinding “needs” and desired 

outcomes by developing a prioritized list of key 

destinations, needed identification, potential 

gateways, and key directionalneeds

 Review/create map of existing wayfinding signage 

systems

 Evaluate where the “gaps” are for wayfinding signs and

current conditions/remaining lifespan for existing signs. 

Determine if the new system will be a conscious 

extension or evolution of the previous system, or install 

a new design and completely extract signage from the 

previous plan (to avoid signage clutter and confusion)

 Ensure that the proposed design adheres to all 

required design guidelines, including ADA-

compliance for font size, size, and contrast. 

Encourage design considerations to meet multi-

lingual needs. 

 Develop aesthetic design options, working 

withcommunity, businesses, and potentially 

local artists.

 Identify and obtain conceptual design funding

 Identify locations for sign placement and confirm 

that the town owns or controls these locations..

A Wayfinding Plan Guide developed by Stantec for the 

LRRP program is included in the appendix of this 

report.



Key Steps to Consider: 

Schematic Conceptual Design (35% of project 
efforts)

• Identify the project goal and wayfinding needs

• Identify required signage types and create a 
Sign Inventory

• With understanding of the local aesthetic in 
hand, explore two – three different design 
options for consideration to ensure that the 
design is unique and appropriate for the 
community

• Develop a few representative sign types and 
analyze them and how they would fit in the built 
environment and in the downtown area

• Develop preliminary signage locations and 
messaging, with an understanding of the various 
contexts for the signs (i.e., freestanding, pole-
mount, wall mount, projecting, etc.)

• Develop a target budget for infrastructure

• Identify the audience for signs, their information 
hierarchy, signing types

• Identify applicable code requirements

• A Sign Fabricator should be consulted for Raw 
Order of Magnitude (ROM) price estimates. 
These ROM numbers will help inform the 
decision of which design direction to pursue (and 
identify any Value Engineering measures).

Design Development Process (30% of project   
efforts)

• Desired design option (or hybrid of) to be applied 
to all sign types

• Develop Location Plans and Message Schedules

• Confirm design compliance with rules and 
regulations 

• Circulate design package to Town staff for input

• Issue design package to prospective Sign 
Fabricators for Preliminary Bids and reveal 
possible Value Engineering moves that might be 
required to meet budget. 

Design Intent (25% of project efforts)

• Add/include all specifications and fabrication 
details necessary to solicit competitive bids from 
capable Fabricators

Process • Finalize Location Plans and Message Schedules

• Circulate design intent package (bid document) to 

entire Team for final sign-off

Bid Assistance (5% of project efforts)

• Identify recommended/capable Fabricators

• Issue Design Intent Package, field all questions and 

issue responses to all bidders

• Review bids and select fabricator

Artwork Coordination (Sign Fabricator efforts, shop 

drawings, material sample submittals)

• Hand-off of all specific, unique art, icons, symbols 

and logos. 

• Development of all required templates for Sign 

Fabricator's use in building out sign messages 

(Including but not limited to one-line, two-line and 

multi-line variations, side A and side B layouts, flush 

left and flush right variations, etc.)

Construction Observation (5% of project efforts)

• Review and approve Fabricator's Shop Drawings

• Review and approve Fabricator's paint finish and 

material sample submittals

• Conduct a shop visit mid-fabrication if 

desired/required before completion. 

Post-Installation (Punch Review)

• Once installed, Designer is to review each sign 

installation to ensure its completion, quality and 

adherence to the Design Intent

• This review should be summarized in a document to 

be issued to the Town (proof of completion)



Location Wells, Maine



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Wells, ME along Route 1 and Post Road

Town Administrator and Board of Selectmen

Medium budget:  $30,000 design fee and $80,000 for implementation

Short Term (<5 years): 8 months for design and planning.

Low Risk 

Number of visitors to the district; foot and bicycle traffic; change in customer and 
visitor volumes at local business establishments and attractions . 

Town of Wells, Maine 

Public Realm



Wells, Maine is a seaside community and 
summer resort with a year-round 
population of 9,800 residents and a 
summer population of 40,000. Commercial 
businesses are primarily located along 
U.S. Route 1 or Post Road.   There is no 
formal downtown or central business 
district.

Early on in the pandemic, the Town of 
Wells closed all beaches to the public in an 
effort to contain the spread of COVID-19.  
A year later, the beaches and resorts were 
able to reopen but businesses in the 
community are still trying to recover from 
the impacts of the pandemic on their 
revenues. 

To assist in the recovery efforts the town 
implemented a wayfinding program which 
was tied to the town’s branding initiative.  A 
visual survey of the business corridors was 
performed and a presentation was 
developed to explore various design 
options, Wayfinding signs, street furniture, 
and public art were ultimately incorporated 
into the program.

Action Item

• Established a project advisory 
committee which met over a four-month 
period.

• Locations were explored in terms of 
navigating decision points and 
directional elements

• Street furniture design options were 
considered prior to selecting the final 
design

• Public art features were included as 
focal points and visual markers, and to 
add interest to the area.

• Signage needs for public buildings were 
considered and design and placement 
decisions were made

• Colors were explored and tested for 
readability and aesthetic desirability.

Diagnostic

Public Art installed as part of the wayfinding and branding 
programs



• Following photo documentation, a 
comprehensive community design 
alternative presentation was made 
to the advisory committee.

• Past case studies of similar 
programs in other communities 
were explored by the committee.

• An Ideation Exercise was 
undertaken to explore possible 
brands and icons for Wells. From 
this a number of alternative 
designs were created.

• Photoshop versions of signs were 
created, along with street furniture 
designs and public art markers.

• Themed  benches, kiosks, bike 
racks and trolley stops were 
designed.

• The designs were shared with the 
community through the Town 
Administrator’s weekly newsletter.

• A presentation was made to the 
Select Board which approved the 
design package.

• A vendor list was developed based 
on fabricators and installers in 
Maine and Massachusetts.

• Cost estimates were developed in 
collaboration with fabricators and 
installers.

• Public art locations were analyzed 
by the advisory committee.

• Locations for signs placement 
were identified by the advisory 
committee and mapped.

• A full set of sign and street 
furniture fabrication specifications 
were developed for public bidding 
and procurement.

Process

Kiosk and Sign bracket design concepts



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Railroad Square/Main Street Business District from Groton 
Street to the junction of Routes 113 and 111

Town of Pepperell – 2020 Master Plan recommendation

Medium: $50K to $100K

Short Term (<5 years): 12-18 months

Low Risk –Existing businesses have expressed an interest in a 
branding and marketing campaign for the district, as demonstrated 
from the business survey.  The issues that could hinder the project 
include a lack of champions and funding challenges, both public and 
private. 

Number of visitors to the district; change in customer and visitor volumes at local business 
establishments and attractions; use of the brand in advertising and promotions by individual 
businesses, response on social media 

Town of Pepperell, Pepperell Business Association, Business Owners, Historical 
Commission, Economic Development Advisory Committee, Community Groups, Visitor 
Bureaus, Local Artists

Revenue/Sales



There are 75 storefronts located within the 
business district, of which 9 are currently vacant.  
Most businesses In this area are 
microenterprises with five or less employees, and 
the recent business survey showed that virtually 
every business has been impacted by COVID-19, 
with 83% reporting a decline in revenue and 75% 
reducing operating hours or occupancy.  Nearly 
60% of the businesses have stated that their 
revenues have declined by 25% or more since 
the pandemic struck. Approximately 75% of 
these establishments rent the space that they are 
utilizing.  

Data collection activities have shown that over 
1,000 people utilize the Nashua River Rail Trail 
In Pepperell on a typical Saturday.  The trail 
passes through the heart of the business district.  
There are opportunities to develop a brand 
unique for the district and to promote the services 
and establishments available In the business 
district. Traffic count data shows that nearly 
10,000 vehicles per day utilize Main Street and 
Groton Street within the business district.  
Branding and marketing would help encourage 
motorists to take an interest in the area. 

Action Item

The Town of Pepperell seeks to develop a 
marketing and branding program for the Main 
Street/ Railroad Square Business District to 
ensure that businesses are retained and to 
attract new customers, visitors and business 
establishments to the area. 

The brand can consist of a tagline or a logo, 
while the marketing strategy should detail how to 
communicate the brand promise to those that the 
district is attempting to attract. In addition to 
being distinct, the brand needs to be authentic. It 
needs to speak to the people who already live in 
town as well as to potential newcomers. It needs 
to be an expression or reflection of the history, 
heritage, and character that already exists. The 
brand will require Initiative and investment by 
both the public and private sectors, and will be 
built through public relations.  What is said about 
the business district by the press or via social 
media is what will create and sustain the brand.  

Understanding its identity, the Town hopes to 
seek out markets where it can hold strong 
appeal. To make the district a destination will 
require gathering places, activity generators, at 
least a few businesses that attract customers 
from outside of town, and activities that take 
place during the evening and on weekends.  
Shopping, dining and entertainment will all 
contribute to the vibrancy of the district. 

Diagnostic

Examples of municipal branding



 Identify funding and retain a consultant
 The Mass Downtown Initiative (MDI) is a 

potential funding source. 
 Establish a brand development 

team/committee that Includes community 
leaders, businesses and property 
owners.

 Conduct a marketing study for the 
Railroad Square/Main Street Business 
District that considers the current 
business environment within the district 
and the potential for growing the 
economy and attracting additional 
investment.

 Create a contextually relevant 
brand/identity for the District that builds 
upon the area’s natural and recreation 
assets, and its rich Revolutionary War 
history and historical assets.

 Formulate a branded marketing 
campaign for the Railroad Square/Main 
Street Business District that leverages 
the area’s assets and strengths (e.g. the 
Nashua and Nissitissit Rivers, the 
Nashua River Rail Trail, the Covered 
Bridge and the area’s rich Revolutionary 
War history). Include a launch plan and 
identify metrics for monitoring and 
measuring the success of the program 
(e.g. visitors to the area, customers and 
sales, business retention and attraction, 
etc.).

 The Launch Plan should identify targeted 
groups such as local residents, 
businesses, visitors and tourists,  
outdoor recreation organizations and 
enthusiasts, and historical organizations. 

 Develop an event calendar, business 
directory, and a “Visit and Shop 
Pepperell” website, social media pages 
and app.

 Create an action plan with specific 
recommendations for both branding and 
marketing

 Seek implementation funding for the 
recommendations based on priorities and 
sequencing identified in the action plan

 Implement the action plan as resources 
allow.

Rail Trail Users enjoying some refreshments at a 
local restaurant

Outdoor recreation assets available near the District

Process



Location Bucksport, ME



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

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  funded the project and partners included town leaders and staff, local 
businesses and business organizations and tourism agencies and organizations.

Revenue/Sales



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



• 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



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Railroad Square/Main Street Business District from Groton 
Street to the junction of Routes 113 and 111

Town of Pepperell – 2020 Master Plan recommendation

Medium: $50K-$150K

Short Term (<5 years):  1-5 years

Medium risk associated with a possible loan program

Number facades improved; customer and visitor volumes at local business 
establishments and attractions; maintenance of improvements after five 
years

Town of Pepperell, Pepperell Business Association, Business Owners, Historical Commission, 
Economic Development Advisory Committee

Potential funding sources include American Rescue Plan Act funds that allow for 
assistance to small businesses, local banks and financial institutions, and the 
Massachusetts Downtown Initiative.

Private Realm



There are 75 storefronts located within the business 
district, of which 9 are currently vacant.  Most 
businesses In this area are microenterprises with five 
or less employees, and the recent business survey 
showed that virtually every business has been 
impacted by COVID-19, with 83% reporting a decline 
in revenue and 75% reducing operating hours or 
occupancy. Nearly 60% of the businesses have 
stated that their revenues have declined by 25% or 
more since the pandemic struck. Approximately 75% 
of these establishments rent the space that they are 
utilizing.  

The business survey conducted for this project 
showed that there is a desire to improve the 
condition of storefronts located within the district.  
Most buildings do not have awnings, outdoor display 
areas, or windows that meet the LRRP transparency 
standards. 

Action Item

The project will improve the public’s perception of the 
Railroad Square/Main Street Business District as a 
thriving and vibrant area in which to do business. 
This initiative highlights the town’s commitment to 
economic revitalization and growth, and will support 
local small businesses that dominate the area and 
attract new business to the area.  It also has the 
potential to increase property values and contribute 
to the restoration and preservation of historic 
buildings. 

Key actions for the project include identifying 
interested building owners, seeking the needed 
funding for the program, establishing eligibility 
criteria , creating the program guidelines and 
application, establishing review criteria, and 
formulating a mechanism to ensure the 
improvements to properties are maintained for a 
given period of time in order to protect the town’s 
financial investment. 

Diagnostic



• Identify an appropriate entity to oversee and 
manage the program

• Establish design guidelines for facades in 
the district 

• Establish eligibility criteria and determine 
funding source and whether assistance to 
business will be in the form of a grant or 
loan.  Some communities elect to forgive 
loans after a certain period of time.

• Develop legal agreement language 
protecting the town’s investment so that 
property owners are required to maintain 
any improvements for a specified period of 
time.

• Develop program guidelines and 
application, making sure that evaluation and 
selection criteria are clear.

• Train staff on the program and process. 

• Advertise the launch of the program, 
outlining the eligibility criteria, application 
process and schedule.

• Host a meeting with interested property 
owners and businesses to provide an 
overview of the program and field questions 
from interested entities.

• Accept applications, review submittals and 
make award decisions based on the criteria 
for the program and availability of funding.

• Announce awards and notify property 
owners and businesses

• Execute signed agreements with awardees.

• Inspect improvements upon completion of 
work.

• Monitor the property to ensure that 
improvements are maintained per the 
signed agreement. 

Process



Location DHCD LRRP Best Practice Compendium



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

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
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59



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Railroad Square/Main Street Business District from Groton 
Street to the junction of Routes 113 and 111

Town of Pepperell – 2020 Master Plan recommendation and 
Railroad Square Transportation Study

Medium: $200K

Short Term (<5 years): 3 years

Low Risk

Number of visitors to the district; change in customer and visitor volumes at local 
business establishments and attractions; number of pedestrians observed in the 
district 

Pepperell Select Board and DPW, Economic Development Advisory Committee, NMCOG, 
Friends of the Nashua River Rail Trail

Potential funding sources include the MassDOT Complete Streets Program, Safe Routes 
to School program, and the MPO TIP process (if part of a larger construction project)

Public Realm



MAP 2: Sidewalk Network and Condition 



There are 75 storefronts located within the 
business district, of which 9 are currently vacant.  
Most businesses In this area are 
microenterprises with five or less employees, and 
the recent business survey showed that virtually 
every business has been impacted by COVID-19, 
with 83% reporting a decline in revenue and 75% 
reducing operating hours or occupancy.  Nearly 
60% of the businesses have stated that their 
revenues have declined by 25% or more since 
the pandemic struck. Approximately 75% of 
these establishments rent the space that they are 
utilizing.  

Data collection activities have shown that over 
1,000 people utilize the Nashua River Rail Trail 
In Pepperell on a typical Saturday.  The trail 
passes through the heart of the business district.  
There are opportunities to better connect 
businesses in district and improve pedestrian 
safety through an enhanced sidewalk network. 
Traffic count data shows that nearly 10,000 
vehicles per day utilize Main Street and Groton 
Street within the business district.  There are 
some gaps in the sidewalk network and 
segments that are in poor condition. The network 
is not entirely ADA compliant and there are 
crosswalks that need painting. Creating an 
enhanced sidewalk network was identified as a 
priority through the business survey.

Action Item

NMCOG performed a traffic study of the Railroad 
Square Business District in 2015 and made the 
following recommendations:

• Enhance street furniture, such as benches 
and bike racks, around the trail and near the 
Groton Street covered bridge to 
accommodate walkers and bicyclists;

• Add an informational kiosk and wayfinding 
signage to enhance pedestrian and bicyclist 
awareness of local destinations and events;

• Add bicycle racks, improve crosswalks, add 
parking bump-outs, and make general 
streetscape improvements; 

• Design and construct all sidewalk facilities to 
meet ADA standards;

• Modify the Nashua River Rail Trail crosswalk 
at Groton Street to include in-roadway lighting 
to alert motorists to the presence of trail users 
preparing to cross.

These recommendations remain valid and the 
field work performed for the LRRP project has 
confirmed that the improvements are still needed.

Diagnostic



• Undertake a detailed inventory and analysis 
of sidewalk conditions throughout the district

• Develop a sidewalk improvement plan to 
address segments with poor pavement 
conditions and/or lack of ADA compliance, 
and work to close gaps in the network

• Consider using sidewalk paving materials 
other than asphalt in Railroad Square, such 
as brick or concrete, to create a more 
distinctive character for the area

• Take into consideration the desire to utilize 
sidewalks for outdoor dining or display of 
merchandise when determining appropriate 
sidewalk width

• Resolve any right-of-way or 
ownership/management issues that might 
impede completion of the project

• Complete the conceptual design process 
and initiate permitting.

• Submit an application to the Massachusetts 
Complete Streets Funding Program for 
project implementation funding. 
Alternatively, sidewalk improvements could 
be included within a larger construction 
project through the MPO’s TIP process.

• Complete final design for the project.

• Secure all need easements and right-of way 
needed for construction

• Finalize all needed permits

• Initiate contractor procurement

• Award construction contract 

• Begin construction

Process



Location Concord, NH



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Concord, New Hampshire

The Plan supplements the City’s Transportation Chapter of 
its Master Plan 2030

Medium budget: $100K-$150K

Short Term (<5 years): 1 year for plan preparation and 5 
years for implementation.

Low Risk 

Number of pedestrians including customer and visitors to downtown 
business establishments and attractions;  reduction in accidents involving 
pedestrians

Central New Hampshire Regional Planning Commission prepared the plan under direction 
of the Pedestrian Subcommittee of the Concord Transportation Advisory Committee and 
in collaboration with the City of Concord Planning and Engineering Services Divisions.  

The plan was funded through CNHRPC Unified Planning Work Program (UPWP) funding 
from the NH Department of Transportation.

Public



Fostering a walkable, livable community is a 

component of a viable economic 

development strategy. It can help create a 

vibrant downtown and draw people to local 

businesses. Walkable environments take 

advantage of some of Concord’s existing 

unique opportunities including its historic 

structures and a economically vibrant Main 

Street. Concord is a “Complete Streets” 

community, having adopted a 

Comprehensive Transportation Policy in 

2010 which was then updated in 2015.

Sidewalks in downtown locations including 

on and around Main Street and Village 

Street in Penacook offer amenities 

such as outdoor seating, planters, street 

art, and other street furniture. Best 

practices call for a 6 or more foot clear 

zone in busy downtown areas with a 

minimum of 4 feet. A typical sidewalk 

cross section may include a distinct 

furniture zone, a clear pedestrian through 

zone, and a storefront zone. These width 

requirements are now being reconsidered to 

accommodate outdoor dining and sales in 

order to address the impacts of COVID.

Action Item

• Establish project goals and outline the 

process for plan development. 

• Secure the needed resources and seek 

technical assistance from either a 

consultant or the regional planning 

agency.  

• Ensure that an inclusive public process is 

utilized in the development of the plan by 

seeking input from local officials, 

downtown businesses, residents, and 

workers.

• The FInal Plan should include an 

implementation strategy and timeline that 

considers the time required for design, 

permitting, any needed right-of-way 

acquisition and construction.  

Diagnostic



• Secure funding resources and 
contract with a consultant or the 
regional planning agency

• Form a project working group 
comprised of municipal staff, local 
officials and interested stakeholders

• Hold a project kick-off meeting to 
discuss the project scope and 
schedule and outline goals

• Conduct a public meeting to 
introduce the project to residents and 
local business interests

• Develop and issue a written and 
online survey for residents, 
businesses and workers

• Hold a public visioning session to 
identify pedestrian issues and needs 
within the downtown

• Formulate recommendations based 
on input received

• Hold a public meeting to review draft 
recommendations

• Prepare Draft Pedestrian Plan

• Present the draft plan to local officials 
and the public

• Prepare final plan document and post 
to the municipal  website

Process



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Railroad Square/Main Street Business District from Groton 
Street to the junction of Routes 113 and 111

Town of Pepperell

Low: $50K

Short Term (<5 years): 18 months

Low Risk

Number of visitors to the district; change in customer and visitor volumes at local 
business establishments and attractions

Pepperell Select Board and DPW, Economic Development Advisory Committee, NMCOG, 
local businesses

Potential funding sources include District Local Technical Assistance, Mass Downtown 
Initiative, and UPWP funding through NMCOG

Public Realm

Downtown concept with an island that providing 

pedestrian refuge from traffic



There are 75 storefronts located within the business 
district, of which 9 are currently vacant.  Most 
businesses In this area are microenterprises with five 
or less employees, and the recent business survey 
showed that virtually every business has been 
impacted by COVID-19, with 83% reporting a decline 
in revenue and 75% reducing operating hours or 
occupancy. 

Public parking in Railroad Square is primarily located 
on the east- and westbound sides of Main Street, 
and at the rail trail parking area east of Groton 
Street. The entire study area includes 1,030 off-
street and on-street parking spaces located on both 
public and private property. The majority of the public 
parking within the Square is comprised of head-in, 
sixty- degree, angled on-street parking stalls. Main 
Street westbound has 32 parking spaces with two 
spaces dedicated for drivers with handicapped plates 
or placards. Ten (10) of the 32 spaces are 90-degree 
parking stalls. Main Street eastbound has 
approximately 36 parking stalls, none of which are 
designated for individuals with disabilities. Site visits 
conducted on weekdays showed that the majority of 
the street parking is utilized, especially during the 
afternoon and early evening hours, although it was 
never observed to be completely full. Weekend site 
visits did show an increase in the number of people 
using the parking on Main Street and an increase in 
a number of people parking on Main Street to access 
the rail trail. 

A small privately-owned parking area is located 
behind the businesses on Main Street and is used for 
deliveries and employee parking for certain 
businesses. The driveway to this parking lot is 
located between 162 and 164 Main Street. The 
private parking area is gravel and does not have 
marked spaces, however, it is estimated to 
accommodate approximately thirty six (36) vehicles.

The Nashua River Rail Trail runs through Railroad 
Square parallel to Main Street. Counts taken on trail 
found that 1,000 users were observed from 8:00 AM 
to 4:00 PM on a Saturday. The trail and its 
associated 30-vehicle parking area is owned and 
managed by the Massachusetts Department of 
Conservation and Recreation, and is generally 
underutilized. Data collection activities have shown 
that over 1,000 people utilize the Nashua River Rail 
Trail In Pepperell on a typical Saturday. Business 
owners have indicated the trail users often park in 
public parking spaces intended for customers.

Action Item

A parking assessment and management plan is 
needed examining parking supply and demand, 
parking utilization, and the turnover of parking 
spaces.  Strategies for better managing the supply 
are to be developed and recommendations should 
meet the needs of businesses, residents and visitors.  
The draft management plan should be presented to 
the residents and business in the community, and 
comments should be considered and addressed in 
the final management plan document.

Diagnostic

Angle parking in Railroad Square

DCR Rail Trail Parking Lot



• Secure funding for consultant 
services/technical assistance

• Contract with selected consultant

• Analyze existing conditions:  inventory and 
map parking supply, analyze parking 
demand

• Examine turnover and parking utilization 
under weekday and weekend conditions

• Inventory bicycle parking assets in the study 
area and identify additional locations for 
adding capacity

• Undertake an online survey of businesses, 
customers and visitors on parking issues

• Examine the parking requirements 
contained in the town’s zoning and 
development regulations and outline any 
needed changes

• Develop potential management strategies 
for further analysis

• Formulate recommendations for better 
managing existing parking supply and 
identify any deficiencies in the current 
supply

• Prepare Draft Parking Management Plan

• Present the draft plan to local officials, 
residents and businesses for review and 
comment

• Respond to comments received and 
prepare final plan

• Seek funding to implement the 
recommendations contained in the Plan

Process

Bicycle parking in Downtown Seattle



Location Town of Woburn, Massachusetts



Location

Origin

Budget

Timeframe

Risk

Key Performance Indicators

Partners & Resources

Category

Downtown Woburn, MA

Woburn Planning Board and Redevelopment Authority

Medium budget: $100K

Short Term (<5 years): 1 year

Low Risk 

Number of customers and visitors frequenting the downtown area, sale volumes for 
local businesses, and parking space availability for business patrons

Police Department, Public Works staff, Engineering and Planning Departments, downtown 
businesses

The plan was funded through a DHCD Massachusetts Downtown Initiative Grant.

Public Realm



The City of Woburn recognized that the 

accessibility of Woburn Square played an 

important role in its economic future. 

Woburn Square is located at the intersection 

of several major traffic arteries and is served 

by bus routes which provide convenient 

access to various destinations. Perceived or 

actual parking constraints were believed to 

be limiting customers and visitors to the 

area. Merchants and employees appeared 

to be utilizing the on-street parking closest to 

their business. Business owners also felt 

that many of the spaces were being taken by 

commuters. As a result, drivers found it 

difficult to find parking in order to patronize 

restaurants and other businesses during the 

day. There was also concern about 

displacing commuters to residential streets 

in surrounding neighborhoods.

Action Item

Develop a parking management plan that 

addresses optimization, pricing and parking 

rules and regulations.  The plan 

recommendations should focus on on-street 

and off-street parking areas, examine 

signage directing motorists to appropriate 

locations and ensure safe pedestrian access 

to the parking areas. An implementation 

plan is needed that addresses cost, 

timeframes and a monitoring plan.  The 

management plan should consider the 

town’s desire to encourage investment in the 

downtown, produce additional residential 

units, and enhance its business climate. An 

appropriate balance of well-managed 

parking can preserve the character and 

attractiveness of the downtown while 

ensuring convenient and efficient access 

that promotes commercial growth.

Diagnostic



• Secure funding resources and 
contract with a consultant

• Form a project working group 
comprised of municipal staff, local 
officials, businesses and interested 
stakeholders

• Hold a project kick-off meeting to 
discuss the project scope and 
schedule and outline goals

• Conduct a public meeting to 
introduce the project to residents and 
local business interests

• Outline boundaries of the study area

• Inventory parking supply and analyze 
utilization and turnover

• Analyze existing parking 
management practices and 
regulations

• Develop and issue a written and 
online survey for residents, 
businesses, workers and commuters

• Hold a public visioning session to 
identify parking issues and needs 
within the downtown

• Formulate recommendations based 
on input received

• Hold a public meeting to review draft 
recommendations

• Prepare Draft Parking Management 
Plan

• Present the draft plan to local officials 
and the public

• Prepare final plan document and post 
to the municipal website

• Take appropriate steps to implement 
any regulatory changes necessary 
per the recommendations

Process
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There are many types of wayfinding signage. A typical 
Wayfinding Plan should focus on Informational and 
Directional signage as outlined below.Tip
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Discovery and Design Brief

• Potential signage focus areas 
include: Exterior, Interior, 
Wayfinding, Directional, 
Parking

• Reference images may be 
helpful to present design 
concepts

• Diverse input is helpful at this 
level, i.e. parking ops staff or 
municipal design folks

• Opportunity to 
verify any 
power or 
structural 
requirements

• Goal of this phase is to 
identify 
destinations/facilities to 
direct signage to

• Review 
location plans, 
“message” 
(words on 
signs)

• Review budget 
for 
implementation 
to keep design 
in line• Include final 

location plans, 
directions, and 
messages

• Prepare 
templates for 
fabricator’s 
use

• Can require bidders to submit 
prototypes as part of bid 
process

• Advisors may be able to 
recommend fabricators

• Opportunity for advisor to review 
fabricator drawings for conformance 
with design intent 

• Opportunity to have an expert review bids 
and outline recommendations prior to 
award

• Guided walk-through gives a punch list 
of items for fabricator to address

• Identify 
purpose and 
destinations 
for signage

• Inventory should include 
banners, directories, 
identification, pedestrian 
directional, garage entries, 
etc.

• Use this phase 
to identify 
wayfinding 
needs

• Narrow down 
to single 
design 
direction and 
develop design

• Success is anticipating all 
varieties and conditions 
and having a template for 
all

• Work with municipal 
staff to adhere to 
design guidelines 
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https://www.parkbeverly.com/visitors
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https://www.boston.gov/news/new-pedestrian-wayfinding-signs-coming-south-boston-waterfront
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https://www.studiobinocular.com/projects/adelaide-city-cycle-wayfinding/
https://westcolfaxbid.org/portfolio/candy-cane-lane/

