This plan has been made possible
through technical assistance provided by
the Baker-Polito Administration’s Local
Rapid Recovery Planning program.
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P H YS I C AL
EN V I RON M EN T

Physical
Environment
Elements

Commercial District
Grades*

Sidewalks

Average District Grade: C
Much of the area lacks
sidewalks, though the
condition of existing
sidewalks were generally
rated fair to good.

Street Lighting

Average District Grade: B
Street lighting is generally
adequate but does not
highlight the identity of
the area or fully support
pedestrian visibility and
safety.

Street Trees and
Benches

Average District Grade: C
Limited availability of
street trees and benches,
especially outside of the
town center.

Wayfinding and
Signage

Average District Grade: C
Few wayfinding signs for
businesses in the district.

*Study area grades were determined during site
visits using a grading system developed by DHCD
for the LRRP program.
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EN V I RON M EN T

Tenant Mix
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CU S T OM ER
BA SE

Race/Ethnicity

Age Distribution
75+
5%

0 to 19
23%

55 to 74
27%

20 to 34
17%

35 to 54
28%

District

Town

White Alone

70

10,658

Black or African American
Alone

1

177

American Indian and Alaska
Native Alone

0

17

Asian Alone

9

937

Some Other Race Alone

2

125

Two or More Races

2

245

Hispanic or Latino

5

446

Not Hispanic or Latino

79

11,713

Source: ESRI Business Analyst

AD M I N
CA P A CI T Y

Category

Administrative Capacity

Location

Tyngsborough's commercial district, which is
predominately in Census Tract 3131.01 with a small
section in Census Tract 3131.02.

Origin

Town of Tyngsborough; Northern Middlesex Council of
Governments

Budget

Low Budget (Under $50,000 range)

Timeframe

Short Term (Less than 5 years range)

Risk

Low Risk - Failure to adopt draft changes at Town Meeting
could be a risk if voters are not familiar with the proposed
changes and the need for updating the sign regulations.

Key Performance Indicators

Number of applications for sign permits and number of
permits issued.

Partners & Resources

Tyngsborough Planning Board, Town Administration,
local businesses and landlords, and the Northern
Middlesex Council of Governments.

Diagnostic

Site visits determined that although signage met the
criteria for the LRRP program (legible from 10 feet
away), many were not noticeable for drivers along
Middlesex Road. Middlesex Road has no sidewalks for
approximately 85% of the study area, therefore legibility
and visibility for drivers on the road is essential for
business advertising.
As described in the Diagnostic Key Findings above,
69% of Business Survey respondents reported a
decline in revenue due to COVID, and 59% of
respondents had fewer on-site customers in January
and February of 2021 than before COVID, with 53% of
businesses reporting a reduction in on-site customers
of 25% or more.
Greater flexibility in the sign regulations along with
expedited processing would help businesses to raise
their profile, attract more customers, recover from lower
revenues from COVID-19, and adapt to potential future
pandemics.

Diagnostic (continued)

Flexible signage requirements would also allow
temporary signs to promote outdoor sales, outdoor
dining and take-away, which have been crucial to the
survival of many retail and restaurant businesses during
COVID. In response to the Business Survey, "More
Opportunities for Outdoor Dining and Selling" was
identified as "Moderately Important", "Important" or
"Very Important" by 79% of businesses.
In addition, the Business Survey asked which local
regulations pose an obstacle to business operations.
Signage regulations were identified by 44% of
respondents, more than any other regulation. The sign
regulations have not been updated recently and do not
address some current technologies in signage that may
be appropriate for Tyngsborough's commercial areas.
Flexible signage requirements must still maintain
Tyngsborough's character. Middlesex Road is a
principal roadway in Tyngsborough, a gateway for
visitors from the north, and traverses Tyngsborough's
historic town center. Similarly, Kendall Road is an
important east-west connection to Route 3 and Lowell,
and traverses both the historic town center and
Tyngsborough's landmark bridge across the Merrimack
River.

Action Items

In order to develop sign regulations that allow for better
visibility and modern technology while retaining the
character of Tyngsborough's commercial district and
historic town center, a Town body or consultant would
review the existing sign regulations, perform a
windshield survey of the study area, perform outreach
to business owners and the public, and develop draft
regulations.
Additional public outreach should be performed after
the finalization of the proposed revisions to ensure that
Town Meeting voters are aware of the need for the sign
regulation updates.

Process

The process would include:
• Determine if the work will be performed in-house or by
a consultant.

• Review the existing sign regulations.
• Perform a windshield survey of the study area.
• Research and review case studies, examples and
precedents from other municipalities.
• Perform outreach to business owners and the public
including forums and public meetings, a survey,
discussion with municipal boards and staff involved in
the approval process, and presentation of options to
business owners and the public. Presentations of
options should include illustrations, be available on the
Town website, and have opportunities for feedback.
• Develop draft regulations. Options to consider
include:
o

Varying the allowable size of signs based on
their distance from the road to address the
varying setbacks of buildings;

o

Promoting continuity in style, potentially
through the use of incentives in Special
Permits or a Revolving Loan Fund;

o

Allow greater flexibility along Middlesex
Road outside of the town center (Zoning
District Business-3) while maintaining
comparatively stricter standards in the
historic town center (Zoning District
Business-2).

• Perform additional public outreach after the
finalization of the proposed revisions to ensure that
Town Meeting voters are aware of the need for the sign
regulation updates.

• Following the finalization of the draft, present the
regulations to the Town for adoption.

Potential Funding Sources

Municipal Funding
If another source is not available, the Town of
Tyngsborough could undertake the sign regulation
update itself.
Community One Stop for Growth - DHCD
Community Planning Grants
These planning grants can be used for zoning review
and updates, and will fund projects up to $75,000.
Community One Stop for Growth - DHCD
Massachusetts Downtown Initiative
This grant program can provide consultant technical
assistance for sign programs. The program will fund up
to $25,000.
District Local Technical Assistance Grant (DLTA)
Funds for this program are allocated to the regional
planning agencies and may be used for municipal
zoning review and updates. All municipalities are
eligible to apply directly to their regional planning
agency.

* Adapted from “Develop or update the
municipality’s sign code” by Emily Keys
Innes, AICP, LEED AP ND, Innes Associates
Ltd.
Challenges across municipalities include
the following:
• Existing signage is outdated, inconsistent,
or in disrepair.
• The sign code is inconsistent with current
best practices, new sign technology, or legal
decisions related to signage regulations (ex.
Reed v. Town of Gilbert).
• The approval process is perceived as
onerous and/or arbitrary, especially for a
small business.
• Enforcement has become an issue and/or
sign permits are regularly approved with
waivers.
• Sign code decisions are regularly appealed.
Sign codes are important for several
reasons:
• Visibility of businesses who wish to attract
customers/clients.
• Pedestrian and vehicular safety (reduce
distractions).
• Community aesthetics.

• Reduction in light pollution.

Selected Resources
The Signage Foundation, Inc.
(thesignagefoundation.org) has a research
library of articles. Some of the links are
broken, but the articles can be searched for
by name using a search engine.
The following non-Massachusetts model sign
codes are helpful but should be reviewed by
municipal counsel to make sure the
provisions are compatible with
Massachusetts General Laws.
• The Pennsylvania chapter of the APA has
a model sign code. The current link is
planningpa.org/wp-content/uploads/ModelSign-Plan-2.pdf
• Also in Pennsylvania is the Model Sign
Ordinance from the Montgomery County
Planning Commission, 2014. The current
link is
montcopa.org/DocumentCenter/View/7070

Category

Revenues and Sales

Location

Tyngsborough's commercial district, which is predominately
in Census Tract 3131.01 with a small section in Census Tract
3131.02.

Origin

Town of Tyngsborough; Northern Middlesex Council of
Governments

Budget

Medium Budget ($50,000-$200,000 range)

Timeframe

Short Term (Less than 5 years)

Risk

Key Performance Indicators

Medium Risk - Requires buy-in from businesses and
the Town, and may require dedicated funding for the
program and staff to coordinate the program.
Change in sales; in-person visitors and online visitors. Changes in commercial tax
revenues. Change in the number of businesses; new businesses opened since the
beginning of the branding and marketing campaign; and number of vacancies. Use of
web analytics to measure online aspects of the marketing campaign.

Partners & Resources

Local businesses and landlords; Town of Tyngsborough; Greater Lowell Chamber of
Commerce; Northern Middlesex Council of Governments, Merrimack Convention &
Visitors Bureau, Middlesex 3 Coalition, MassDOT.

Diagnostic

As described in the Diagnostic Key Findings above, 69% of Business Survey
respondents reported a decline in revenue due to COVID-19, and 81% reported
experiencing a reduced operating hours or capacity. In addition, 59% of Business
Survey respondents had fewer on-site customers in January and February of 2021
than before COVID, with 53% of businesses reporting a reduction in on-site
customers of 25% or more.
Improved marketing and an effective branding campaign will raise awareness about
shopping, dining and entertainment opportunities in the district and draw on-site
customers back to the area. Marketing and branding improvements would also help
online sales, delivery, take-out and curb-side pickup sales. If COVID-19 variants or
future pandemics threaten commerce in the district again, a coordinated marketing
system could be utilized to showcase take-out, delivery, outdoor shopping and dining
opportunities, as well as other adaptive steps taken by local businesses.

Diagnostic (continued)

Forty-four percent (44%) of survey respondents
identified "Implementing Marketing Strategies for the
Commercial District" as "important" and an additional
25% identified the strategy as "very important". This
combined 69% makes the approach the highest ranked
approach identified in the survey.
“Recruitment Programs to Attract Additional
Businesses”, which would be an element of the
Branding and Marketing Plan, received the second
highest ranking in the survey (65% selected "important"
or "very important"). Furthermore, 34% of the
respondents were interested in receiving assistance for
"Participating in shared marketing/advertising", making
it tied for the assistance with the most interest from
businesses.

Action Items

The project would develop a marketing plan that
identifies aspects of the commercial district to focus
collective marketing efforts on. The plan would also
identify the most effective places to target marketing,
including the internet and other platforms, and steps to
implement the plan. In addition, the project would
develop a branding strategy including a style guide for
use by the town, local businesses and organizations.
This effort would support two goals: promoting existing
businesses and attracting new establishments to the
district.
•

Create marketing plan that identifies marketing
opportunities to raise awareness of the businesses
and offerings in Tyngsborough’s commercial district.

•

Create a brand identity to add distinction to the area
that welcomes people to Tyngsborough, separates it
from New Hampshire, and can be utilized in various
mediums such as social media, advertising,
wayfinding, banners and signage. Branding should
be based on the identity or theme of the district to
create recognition with the intent of attracting visitors
and increasing sales.

•

Encourage business recruitment and growth of
existing and new businesses through promotion and
strengthening of awareness of the district.

•

Coordinate and partner with MassDOT in any efforts
that would be impacted by the fact that they own
Middlesex Road – for example, banner programs
and wayfinding signage.

Process

Examples of municipal branding

•

Establish a steering committee. The committee
should be comprised of key stakeholders from the
Town: business owners, representatives of cultural
organizations, and community leaders and/or
municipal staff.

•

Identify and secure funding for the development
and implementation of the Branding and Marketing
Plan.

•

Define the scope and intent of the Branding and
Marketing Plan. Identify how the brand and style
guide will likely be utilized by businesses and
organizations.

•

Develop a Marketing and Communications Plan.
This multi-year plan will be the roadmap for
utilizing the brand year-round and communicating
that Tyngsborough is a great place to be. Social
media advertising should be a main focus.
Incorporating geo-targeted advertising, or location
based advertising, for the district would support the
area restaurants in particular – for example if a
customer is using their device in a nearby New
Hampshire mall an ad would come up for dining
options in Tyngsborough.
o

Build on and complement attractions in the
area. Cultural and recreational amenities
should be highlighted in marketing and
social media efforts, in addition to
businesses. Consider linking to and
expanding the Town website with a tab or
section that features dining and shopping in
town, and a calendar for community events.
Cultural and recreational events marketing
programs will serve to promote of the
district.

o

Delineate the role of the Town and the
private sector in implementing the Branding
and Marketing Plan. Identify opportunities
for the Town to support marketing of the
district as well as opportunities for the
Town to promote businesses in industries
that may be unlikely to benefit from
traditional marketing.

Process (continued)

•

Hire graphic designer/branding consultant. The brand and
style guide should be developed after determining how
they will be utilized. They should be available in various
formats and applications for use by area businesses and
organizations. Consider identifying a tagline that fits the
community. Include business owners in community
meetings and other outreach throughout the development
of the branding and marketing strategy.

•

Brand Uses & Recognition – The completion of the brand
and style guide should be seen as a starting point for
several other projects recommended in the LRRP – i.e.,
wayfinding signage, banners, events, advertising,
economic development and communications, as they work
together in the promotion and recognition of the area.

•

Form a district management entity, business association
or advisory group to implement the marketing plan. A
subcommittee of the Greater Lowell Chamber of
Commerce consisting of Tyngsborough businesses could
serve as an alternative to creating a new organization. In
addition to spearheading implementation of the marketing
plan, the group could provide support to local businesses
for a variety of other issues. Supporting businesses in the
implementation of the marketing plan will help to achieve
the plan’s goals and raise businesses’ awareness of
collaborative marketing opportunities. See the “Determine
the Feasibility of a District Management Organization or
Business Association” recommendation below.

•

Evaluate marketing efforts though tracking and analytics,
each effort should be critiqued for effectiveness and future
marketing steps should adjusted accordingly.

Potential Funding Sources

Costs include engaging a marketing/branding advisor.
Further costs, including a project coordinator if
necessary, will depend on the scope of the marketing
and branding strategies, number of initiatives,
complexities, and participating businesses. The
marketing plan will tie directly to the budget
development. After the first year, the costs should
decrease as the project will not be engaging a design
professional for the branding efforts.
Because of the value a business association would
have in guiding and implementing the branding and
marketing plan, establishing a steering committee and
gauging the business community's interest in an
association could be a component of this project.
Municipal funds could cover a portion of Tyngsborough
staff time to support the dual role of the steering
committee.
Community One Stop for Growth - DHCD
Massachusetts Downtown Initiative
MDI staff will assign a consultant to assist the
community with the technical services, which may be
used to address development of branding for the
commercial district. The program will fund up to $25,000
of technical services.
American Rescue Plan Act (ARPA) - Coronavirus
Local Fiscal Recovery Fund (CLFRF)
CLFRF provides funding to local governments and can
be used to address economic impacts of COVID-19
including small business assistance and nonprofit
assistance. CLFRF are a potential funding source for a
temporary staff person or consultant for the branding
and marketing plan and early staffing for a steering
committee.

Example of a Town-Owned Website Promoting Local Retail Options

Credit: https://www.ashlandmass.com/842/Shop-Local-Ashland

Example of a Town-Wide Promotional Campaign for Restaurants

Credit: Goman+York

Location

Bucksport, ME

Revenue/Sales

Category

Bucksport, ME

Location

Origin

Town of Bucksport leadership

Budget

Medium budget: $100K-$150K

Timeframe

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

Risk

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 .

Key Performance Indicators

Partners & Resources

Bucksport, Maine

Diagnostic
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

Process
•

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

Category

Public Realm

Location

Focus on destinations and businesses in the commercial
district but include destinations and businesses throughout
town that attract visitors and customers to the area.

Origin

Tyngsborough Economic Development Director; Northern
Middlesex Council of Governments

Budget

Medium Budget ($50,000-$200,000 range)

Timeframe

Short Term (Less than 5 years)

Risk

Key Performance Indicators

Partners & Resources

Low Risk - Failure to fund signage installations or
other implementation steps due to financial
limitations or lack of buy-in.
Number of visitors to district; change in customer and visitor volumes at
local business establishments and attractions; and changes in
commercial tax revenues.
Local businesses and landlords; the Town of Tyngsborough’s
Recreation and Parks Department, Historical Commission, Agricultural
Commission, and Planning Department; and arts and cultural
organization including the Tyngsborough-Dunstable Historical Society.

Diagnostic

As discussed in the Diagnostic Key Findings section above, the volume
of auto traffic using the Route 3 off-ramp presents an opportunity for the
district, though currently there is no real identity for the district or
welcoming encouragement for people to visit the Tyngsborough
commercial area. Presently, significant traffic using the off-ramp turns
north onto Middlesex Road to immediately enter New Hampshire, or
goes straight into the Pheasant Lane Mall parking lot.
Site visits for the LRRP program identified almost no wayfinding signage
for destinations within the commercial district - one sign each for the
Town Hall and the library, signs with names of two public squares, and
some signage for destinations outside of the study area.
Furthermore, issues with the high cost and long wait times for
businesses to be included on state road signs on Route 3 and the Route
3 off-ramp was raised during LRRP public meetings.

Diagnostic (continued)

Thirty-four percent (34%) of the Business Survey
respondents were interested in receiving assistance for
"Participating in shared marketing/advertising", making
it tied for the assistance with the most interest from
businesses. As discussed in the Diagnostic Key
Findings section above, 69% of survey respondents
reported a decline in revenue due to COVID-19, and
59% had fewer on-site customers in January and
February of 2021 than before COVID.
An effective wayfinding system would draw visitors'
attention to shopping, dining and entertainment
opportunities in the district. Similarly, the wayfinding
system's online component would work to draw
potential visitors back to the area and should help
online sales, delivery, take-out and curb-side pickup
business.

Action Items

Develop a wayfinding system with an online component
to highlight businesses and destinations, including
family-friendly experiences such as mini-golf, pick your
own farms, movies theaters and restaurants, to attract
and guide visitors' to local establishments.
Mobile-friendly (internet and smartphone) wayfinding
components should 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.

Wayfinding Examples

Process
• Establish a steering committee that includes
representatives from the business community, local
cultural organizations, and the Tyngsborough Historical
Commission, the Tyngsborough Agricultural
Commission and/or the to-be-established
Tyngsborough Business Committee. Using the same
steering committee for both the branding and marketing
plan and for the wayfinding plan is recommended.
• Retain a consultant or MDI technical assistance
provider.
• Identify destinations in Tyngsborough, including
public destinations such as parks and private
destinations such as restaurants, family recreation,
theaters and farms with pick your own opportunities.
• Perform a wayfinding audit and signage inventory.
Analyze existing circulation patterns. Identify decision
points (e.g. the end of Route 3 off-ramp, the
intersection of Route 113 and Middlesex Road, and the
turn for Parlee Farm), the commercial district's
gateways, and other locations where signage would be
most effective (e.g. municipal parks and playing fields).
Examine barriers to additional signage, including
cluttered or distracting excess of signs and state
ownership of the roadway.
• Develop the wayfinding plan focusing on design,
materials and placement of signage, kiosks, and online
electronic/technology applications. Focus on drawing
people to the district from the other areas in the town
and region, paying attention to who’s driving through
the area and their destinations – i.e., Parlee Farms, the
riverfront, parks, trails and nature center.
• Secure any necessary permits. Fabricate and create
signage, kiosks, maps, and digital applications (apps).
Install/activate elements of the program as
resources/funding permits.

Potential Funding Sources

DHCD Massachusetts Downtown Initiative
(Community One Stop for Growth)
MDI staff will assign a consultant to assist the
community with the technical services, which may be
used to address developing a wayfinding plan. The
program will fund up to $25,000.
Private Funds and Sponsorships
Private businesses and cultural and recreational
organizations could pay for the installment of shared
wayfinding signage with multiple sponsors included on
each sign.
Municipal Funding
If other sources are not available, the Town of
Tyngsborough could undertake the wayfinding program
with municipal funds.

Location

Wells, Maine

Public Realm

Category

Wells, ME along Route 1 and Post Road

Location

Origin

Town Administrator and Board of Selectmen

Budget

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

Timeframe

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

Risk

Low Risk

Key Performance Indicators

Partners & Resources

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

Diagnostic
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 for the
impacts of the pandemic on their revenues.
To assist in the recovery efforts the town
has 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

Public Art installed as part of the wayfinding and branding
programs

Process

•

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

•

Past case studies of similar
programs in other communities
was 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.

Kiosk and Sign bracket design concepts

Category

Private Realm

Location

The program should be made available to businesses
located anywhere within the Town of Tyngsborough. Census
Tracts 3131.01 and 3131.02 encompass the entire town.

Origin

Tyngsborough Economic Development Director;
Northern Middlesex Council of Governments

Budget

Medium Budget ($50,000-$200,000 range) to
High Budget ($200,000+ range)

Timeframe

Short Term (Less than 5 years)

Risk

Key Performance Indicators

Partners & Resources

Diagnostic

Low Risk - Failure to repay loans would limit the availability of
revolving loan funds and a lack of interest from businesses and
property owners would make the program less impactful.
Creation of the program. Number of applications for loans or grants. Number
of loans and grants provided by the fund. Number of façades, storefronts and
signs updated or replaced. Repayment rate of outstanding loans.

Municipal staff including Planning Department, Building Department and
economic development staff; Municipal boards including the Board of
Selectmen, Planning Board, Zoning Board of Appeal, Tyngsborough
Historical Commission; local banks and other community development
financial institutions; and business and property owners.
As described in the Diagnostic Key Findings above, newly
constructed retail space in the district has remained vacant due to the
pandemic, and the pandemic has delayed some planned
redevelopment projects. These vacancies decrease the commercial
district’s attractiveness to shoppers, diners and potential new
business. Distressed properties have a negative impact on people’s
impression of the quality of a business district, and decreased rents
payments due to vacancies and tenant hardships reduce property
owners’ ability to make improvements themselves.

Diagnostic (continued)

Requirements to address the transmissibility of COVID-19, such as
new windows, doors, or HVAC system may be unaffordable to a
small business owner and/or may have a negative impact on the
façade if improperly sourced and installed. Many local small
businesses and landlords do not have the resources (time, money,
expertise) to address substandard storefronts.
"Low-cost financing for storefront/façade improvements" was tied
for receiving the most interest of any potential assistance listed in
the Business Survey, with 34% of respondents interested.
Furthermore, respondents to the survey expressed more
dissatisfaction with the "Condition of Private Buildings, Facades,
Storefronts, Signage" than with any other option offered, with 31%
dissatisfied and 3% very dissatisfied. Half (50%) of survey
respondents identified "Renovation of Storefronts/Building
Facades" as important or very important, with an additional 25%
identified the strategy as moderately important.
Low cost loans or grants for storefront and signage improvements
would allow more businesses and property owners to implement
improvements and could have a significant positive impact on the
district's appearance. Furthermore, site improvements that reduce
asphalt and add landscape, if allowed by the fund, can address
public health issues by reducing the heat island effect, planting
trees can improve air quality, and using low impact design can help
to manage stormwater.

Action Items

Create a program that provides funding in the form of grants, loans
and/or forgivable loans for commercial property owners and
tenants to finance façade improvements, signage improvements
and replacements, landscaping, and other storefront items
including lighting.

Process

• Research existing sign and storefront improvement
programs in other communities along with their guidelines,
application forms and program management structure.
• Contact local banks and other community development
financial institutions to learn about their interest and
capacity to participate in such a program.
• Engage businesses, property owners and the community
to build buy-in for the program.
• Determine if the municipality or a third party will
administer the program.
• Establish eligibility requirements, allowed and disallowed
uses of the funds, and minimum and maximum loan and
grant amounts.
• Determine appropriate level of design guidelines, if any. In
lieu of design guideline requirements, consider developing a
non-binding design handbook, guide or other guidance to
offer building owners and businesses ideas and concepts
for storefront improvements. A design charrette as part of
the design guidance/guideline development process can
provide property owners with ideas for their storefronts and
create buy-in.
• Develop the criteria for application and approval. Ensure
that the process of awarding funding is transparent. Create
a scoring system or other system with clear rules and
determine who will be doing the scoring. A group or
committee performing the scoring is recommended over a
single individual.
• For grants, if any, determine the length of time that
improvements must be maintained. Maintenance
requirements could be tied to the length of the tenant's
lease.

Potential Funding Sources

Costs include capitalizing a Revolving Loan Fund (RLF)
and or grant program, development of design criteria for
sign and storefront improvements, and program
management.
EDA Revolving Loan Fund Grant Program
This program provides grants to communities to capitalize
a Revolving Loan Fund. As part of the Economic
Adjustment Assistance Program, EDA regional offices
award competitive grants to units of local government to
establish RLFs.

Local Banks and other Community Development
Financial Institutions
Consortiums of local banks have funded RLFs for façade
improvements in other Massachusetts communities and
are a potential source of funding for Tyngsborough. In
addition, local banks with a community development
financing program for small businesses may be able to
provide low or no interest loans directly to small
businesses for a storefront or sign upgrade. The focus of
the program at each bank is different; contact local
bank(s) to learn how they could participate in investing in
the community.
DHCD Massachusetts Downtown Initiative
(Community One Stop for Growth)
MDI staff will assign a consultant to assist the community
with the technical services, which could include
developing the sign and storefront program.
Municipal Funding
If other sources for funding are not available, municipal
funds could also be used to capitalize the RLF and/or
grant program. Depending on the structure and size of the
fund, program management for the RLF may be covered
by Town staff.
American Rescue Plan Act (ARPA) - Coronavirus
Local Fiscal Recovery Fund (CLFRF)
CLFRF provides funding to local governments to respond
to the public health emergency caused by COVID-19.
CLFRF funds can be used to address economic impacts
of COVID-19 including small business assistance and
nonprofit assistance.

* Adapted from “Develop a façade/storefront/site improvement program” by Emily Keys
Innes, AICP, LEED AP ND, Innes Associates Ltd.

Pre-Program Development
1. Identify who will manage the program.
2. If the municipality does not already have design guidelines for the area that are
suitable for this program, and design guidelines will be part of the program, decide
how those guidelines will be developed.
3. Discuss the potential focus of the program: components of a storefront, the entire
storefront, the entire façade, all façades, the site? Will signage, lighting, awnings and
other smaller elements be included? Will interior improvements to address
accessibility be included? Will the program fund the design, all or some of the
improvements, or both?
4. Discuss what will not be eligible. Eligibility may also be determined by the funding
source (for example, CDBG funds).

5. Discuss the length of time that improvements must be maintained, if any, and the
enforcement process for ensuring that improvements are maintained. Maintenance
requirements could be tied to the length of the tenant's lease.
6. Consider the funding structures. The program can provide grants or loans to
property owners/businesses for the improvements. Grants may provide a greater
incentive to participate while loans (no or low interest) provide a revolving fund to
assist more properties. Forgiving loans after a certain time if the improvement are
maintained is another option.
7. If the property owners are less interested in the program, the municipality might
consider offering grants to the first 3-5 to sign up (depending on resources) or
through a lottery process and transitioning later applicants to a loan program. This
method would also allow the municipality to assist specific properties as catalysts for
the rest of the target area. This would need to be a highly transparent process.

Category

Location

Origin

Budget

Timeframe

Risk

Administrative Capacity
The focus of a district management organization’s feasibility would be on
the commercial district. A less formal business association’s feasibility
would be examined town-wide.
Northern Middlesex Council of Governments

Low Budget (Under $50,000 range)
Short Term (Less than 5 years)
Low Risk - Lack of interest from businesses is the largest
threat to the feasibility of forming a business organization.
For the creation of a Business Improvement District, support
from a majority of property owners would also be required.

Key Performance Indicators

Establishment of a sustainable organization with a defined program;
number of businesses joining the organization.

Partners & Resources

Town of Tyngsborough; Greater Lowell Chamber of Commerce;
Greater Merrimack Valley Convention and Visitors Bureau; Northern
Middlesex Council of Governments

Diagnostic

As described in the Diagnostic Key Findings above, 69% of Business
Survey respondents reported a decline in revenue due to COVID-19, and
81% reported experiencing a reduced operating hours or capacity.
Similarly, 59% of Business Survey respondents had fewer on-site
customers in January and February of 2021 than before COVID, with 53%
of businesses reporting a reduction in on-site customers of 25% or more.

A district management organization or town-wide business association
could coordinate collaborative marketing, implement a branding and
marketing plan, and organize events to draw more visitors. A
subcommittee of the Greater Lowell Chamber of Commerce consisting of
Tyngsborough businesses could serve as an alternative to creating a new
organization. The organization could also provide a collective voice for
businesses in Tyngsborough. Recognizing the value of a business
organization, 75% of the Business Survey respondents identified
“Creation of a District Management Entity (Business Improvement District
or other organization)” as “Moderately important”, “Important” or “Very
important”.

Diagnostic (continued)

Furthermore, "Participating in shared marketing/advertising"
was tied for the assistance with the most interest from
businesses responding to the Business Survey, and a business
association or district organization could lead shared marketing
efforts. Similarly, 69% of Business Survey respondents
identified "Implementing Marketing Strategies for the
Commercial District" as "important" or "very important”, the
highest ranked strategy on the survey.
Tyngsborough's 2015 Economic Development SelfAssessment Tool (EDSAT) report completed by Northeastern
University's Dukakis Center for Urban and Regional Policy
includes these recommendations to encourage private
investment:

Action Items

•

"Establish a volunteer economic development organization
to craft an updated economic development strategy.
Engage local businesses to assist in marketing the
community and targeting specific industries.“

•

"Establishing a volunteer economic development
organization that works closely with both the Greater Lowell
Chamber of Commerce and the Northern Middlesex Council
of Governments would help the town to develop a strategy
that aligns with regional development goals and caters to
the specific potential contributions.“

•

"Existing firms and local business organizations can work
together with public officials to attract targeted industries
through cross-marketing efforts. The business community
can greatly improve a town’s ability to tailor its marketing
plan and development strategy."

Determine business owner interest in establishing a district
management organization, a less formal business association,
or a subcommittee of the Greater Lowell Chamber of
Commerce consisting of Tyngsborough businesses. If feasible,
initiate the establishment of the organization, association or
Chamber subcommittee to coordinate collaborative marketing,
implement the branding and marketing plan, and organize
events to draw more visitors. The organization would also
provide a collective voice for businesses in Tyngsborough.

Process

• Identify required staff and financial resources. Determine if
Massachusetts Downton Initiative technical assistance will be
sought, a consultant or temporary staff person will be hired, or
if the work will be done in house. If a consultant or temporary
staff will be hired, identify funding. Apply for Massachusetts
Downton Initiative technical assistance or hire temporary staff
or consultant, as determined.
• Work on the feasibility analysis should coincide with the
commencement of work on the branding and marketing plan,
and should build on that plan to create an organization that
plays a lead role in marketing of the commercial district.
• Establish a broad-based steering committee for the branding
and marketing plan and the wayfinding system. The steering
committee should include business owners, property owners,
community representatives, and municipal staff. Eventually the
organizational leadership may transition to entirely private
sector, but in the early stages municipal staff and community
representatives can help to initiate the process.
• Review case studies illustrating different types of business
associations, district management organizations, and
downtown/main street organizations.
• Develop a comprehensive database of businesses within the
Town and the commercial district.
• Perform community outreach including forums for business
owners and a survey to gauge interest in various options for
district management organization options and a less formal
business association. A subcommittee of the Greater Lowell
Chamber of Commerce consisting of Tyngsborough businesses
could serve as an alternative to creating a new organization.
• Support consensus building among stakeholders,
development of final recommendations, and identification of
next steps.
• If practical, transition leadership to a private sector steering
committee or similar structure.

Potential Funding Sources

Because of the value a business association would
have in guiding and implementing the branding and
marketing plan recommended above, establishing a
steering committee and gauging the business
community's interest in an association could be a
component of that project. Municipal funds could cover
a portion of Tyngsborough staff time to support the dual
role of this steering committee.
Technical assistance from the Massachusetts
Downtown Initiative (MDI) for consultant services is
available for up to $25,000, as described below. If the
determination is made to hire a temporary staff person
or consultant separately from the MDI technical
assistance, Coronavirus Local Fiscal Recovery Fund
(CLFRF) are a potential funding source, also described
below. Development of a Business Improvement District
would require additional administrative costs for the
organization and management.
DHCD Massachusetts Downtown Initiative (MDI)
(Community One Stop for Growth)
This grant program can provide consultant services to
determine the most appropriate management model for
Tyngsborough's commercial district, including a
Business Improvement District or a volunteer-based
organization. Technical assistance is available for the
development of a local strategy for implementation of a
district management option.
American Rescue Plan Act (ARPA) - Coronavirus
Local Fiscal Recovery Fund (CLFRF)
CLFRF provides funding to local governments and can
be used to address economic impacts of COVID-19
including small business assistance and nonprofit
assistance. CLFRF are a potential funding source for a
temporary staff person or consultant for the feasibility
analysis and early staffing for a steering committee.

* Adapted from “Determining a District
Management Model for Downtown Reading”
provided to DHCD by Ann McFarland Burke.
Funding
A Massachusetts Downtown Initiative grant
provided Technical Assistance. The Town
provided staff support and early coordination.
Background

Economic Development Plans for downtown
Reading had included the recommendation
to establish a sustainable downtown
organization to support the economic and
social health of the downtown.
The Town of Reading spearheaded activity
to launch the process of community and
property owner engagement to explore what
model would be appropriate for downtown
Reading. This included:
• Identification of staff and financial
resources
• Creating a Community Outreach and
Engagement Strategy
• Research to identify community priorities /
recommendations
• Peer learning from other communities
• Consensus building among stakeholders
• Transition of leadership to private sector

Process
The process included extensive outreach
and community education to explore program
priorities, financial sustainability,
organizational models and champions from
both the private and public sector.
• A large broad-based community advisory /
working group was formed to provide input
and feedback
• A survey was widely distributed to
community residents, businesses and other
stakeholders
• Community Outreach Event - A Pizza / Ice
Cream Social brought over 150 residents to
provide input
• 3 Community Forums – Panels featuring
executive directors of different types of
downtown organizations described their
programs, challenges and models
• Working sessions with the Advisory
Committee to discuss specific model
alternatives / cost and benefits

• One on one conversations with key
stakeholders
• Consensus building with stakeholders and
recommendation of the preferred model and
next steps
• Transition from city-led effort to steering
committee comprised of property owners,
businesses, and other stakeholders to lead
organizational effort. City staff continued staff
support. Technical assistance support
continued through additional MDI grant.
• BID organizational process underway
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