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INTRODUCTION 
 

On June 25-27, 2013, Todd Barman, senior program officer with the National Main Street 
Center, conducted an Economic Restructuring Technical Assistance Visit for Waynesboro Downtown 
Development, Inc. (WDDI). The service was designed to provide WDDI with specific direction on how to 
be a more effective economic development organization and how to develop their dream marketplace. 
The schedule was as follows: 
 

June 25 
Evening Barman walked downtown Waynesboro on his own. 
 

June 26 
7:30 am – 9:00 am Barman met with Kimberly Watters, WDDI Executive Director, and Brad Belo, 

Virginia Main Street, to discuss WDDI’s staff priorities and desired outcomes for 
the visit. Watters then took Barman and Belo on a guided walking tour of 
downtown Waynesboro. 

9:00 am – 10:15 am Barman met with WDDI’s Economic Restructuring and Promotion Committees 
to discuss priorities and desired outcomes for the visit and to facilitate a market 
position discussion (downtown’s best product/service, best customer). 

10:15 am – 11:30 am Barman and Belo then further explored downtown Waynesboro’s business mix; 
chatting with a number of business owners and managers. 

11:30 am – 1:30 pm Barman facilitated an informal Q&A with a cross section of local/regional 
economic development players 

2:30 pm – 5:30 pm Barman facilitated a downtown clustering/leasing work session with WDDI’s 
Economic Restructuring Committee and others interested/involved. 

Evening Barman drove the outer edges of the downtown and met with Belo to compare 
notes. 

 

June 27 
Later Morning Barman presented initial observations and recommendations for next steps to 

WDDI’s Board of Directors, Economic Restructuring Committee, Promotions 
Committee, and other stakeholders and provided an opportunity for feedback. 

 
Todd Barman has worked more than 20 years in the development field and has more than 16 

years firsthand Main Street experience including three years as a local Main Street program Executive 
Director, six years as a State Main Street Coordinator, and seven years as a National Main Street Center 
Program Officer. With a background in landscape design and urban planning, Mr. Barman is a leader 
nationally in the areas of historic commercial district design and economic restructuring. His primary 
activities include the development, coordination and delivery of issue specific technical services and 
training. His areas of expertise include capacity building and evaluation of local Main Street programs 
and statewide/regional Main Street coordinating programs, organizational and community planning, 
entrepreneurship, targeted market research, historic commercial district market position, and market 
based promotions. 

WDDI is encouraged to share this report with its board of directors, committee members, 
partners, and other downtown stakeholders, and to use it to guide future discussions and action 
planning. WDDI is asked to consider these recommendations with the same care and open-mindedness 
that went into their development. These recommendations are not offered lightly and are based on Mr. 
Barman’s experience and expertise. They are also based on crucial input provided by local Waynesboro 
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experts during the scheduled meetings, and Mr. Barman’s examination of background materials 
provided by WDDI, the City of Waynesboro (especially the Planning Department and Office of Economic 
Development and Tourism), Augusta County, Virginia Main Street, and available online. There is proven 
power in the combination of local expertise (to understand local context and issues) with outside 
expertise (for a fresh perspective and new ideas). 

That said, WDDI is free to implement or not implement these recommendations, now or in the 
future, depending on their priorities and resources. WDDI staff and volunteers know their community 
best and should adapt the recommendations made in this report to best fit their vision and goals. Allow 
these projects to be ‘owned’ by the stakeholders/stakeholder groups that support and define the 
individual projects. The prospect of ‘ownership’ will be attractive to many potential volunteers. WDDI is 
the organizer and conduit for sustaining downtown revitalization and can help find resources and lend 
organizational strength to projects. 

 

REPORT REVIEW 
 
Reports Reviewed: 

 Office of Economic Development FY2014 Budget Presentation [comments below] 

 Blue Ridge Parkway/Skyline Drive Gateway Studies - Study #2: Augusta County and the City of 
Waynesboro [comments below] 

 Augusta County Economic Development Strategic Plan Executive Summary January 2009 
[comments below] 

 Waynesboro Virginia Economic Development Five Year Strategic Plan 2011 (& Executive 
Summary) [comments below] 

 An Economic Assessment Report For Downtown Waynesboro, VA 

 Waynesboro, Virginia - Community Branding Guide 

 Casco Cold Storage Building - Architectural Assessment and Feasibility Report 

 Market Feasibility Analysis: Waynesboro Ice Plant 

 Waynesboro Wayfinding Assessment and Schematic Design 

 Downtown Waynesboro Design Guidelines 

 Waynesboro Brownfields Assessment & Redevelopment Planning Project: Public Kick-Off 
Meeting 

 Market Analysis and Museum Feasibility Study: Phase 1 

 Feasibility and Economic Impact Analysis of a Branch Museum of VMNH in Waynesboro: Phase 
2-Executive Summary 

 
Review Summary: 

 Office of Economic Development FY2014 Budget Presentation [Comment: Excellent!] 
o Goals [Comment: Good to see] 

 Review current incentives 
 Review requirements/restrictions 
 Create a pathway for entrepreneurship 

 For the small business owner/entrepreneur-insuring they have the tools 
and access to resources 

 Business visitation 
o Tourism 

 Waynesboro Visitors Guide [Comment: Good] 
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 Tagline “Virginia’s Trailhead” [Comment: Good] 

 Shopping 
o West End Shopping 
o Historic Downtown Shopping [Comment: Good to see 

“Downtown Shopping” showcased here, but “Historic” may not 
be part of future branding/messaging (see below)] 

o Comment: Symbols hard to track, downtown symbols move 

 Comment: Event calendar pretty descriptive but could better at 
communicating brand 

 Comment: Smart phone app (hiker resource) good idea that may be a 
good feature for Main Street Weekly 

 Question: GW Ambassador Program? 

 Fields of Gold AgriTourism 
 Recommendations 

 Define target market 

 Track results 

 Blue Ridge Parkway/Skyline Drive Gateway Studies - Study #2: Augusta County and the City of 
Waynesboro 

o “There is a lack of defined entry sequence” 
 Comment: Script visitor’s experience 
 Comment: Not sure I agree with screening all industrial areas 

 Augusta County Economic Development Strategic Plan Executive Summary January 2009 
o VISION STATEMENT FOR THE STRATEGIC PLAN: The Vision Statement provides a sense 

of direction for economic development for the next 10+ years. Key aspects of the vision 
include: 

 Economic Diversity: Provide a diverse and vibrant economy that offers a broad 
range of job opportunities while supporting the delivery of high quality 
government services to its residents and includes manufacturing, services, 
tourism and agriculture. 

 Organizational Collaboration: Collaborate on all levels (local, region, and state) 
to maximize the economic opportunities for the area in a cost-effective manner. 
[Comment: Excellent] 

 Resource Development: Make available, in a timely manner, the resources 
necessary to support the growth of existing and prospective businesses (e.g., 
developed sites, utilities) within prudent financial constraints. 

 Entrepreneurship: Create an environment that encourages, values and supports 
entrepreneurship. [Comment: Important overlap with WDDI’s Economic 
Restructuring efforts – see Economic Development Philosophy below] 

 Build Awareness of Local Opportunities: Build a strong level of awareness 
amongst students and young adults of the availability of local career and 
economic opportunities. [Comment: potential for collaboration] 

 Respect for Heritage and Environment: Promote a quality of life that embraces 
our heritage, preserves the environment and effectively manages the resources 
we have been given. [Comment: Important overlap with WDDI’s Four Point 
Economic Development efforts – see Economic Development Philosophy below] 
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o GOALS FOR THE STRATEGIC PLAN: The Goals provide a focus on what is important for 
the County should be doing to meet the Vision for strategic plan. Five key goals were 
identified: 

1. Improve Organizational Effectiveness and Communications 
2. Support Existing Businesses 
3. Stimulate New Business Activities 
4. Enhance Labor Resources 
5. Enhance Physical Infrastructure and Site Readiness 

 Waynesboro Virginia Economic Development Five Year Strategic Plan 2011 (and Executive 
Summary) 

o Goals 
1. Establish and market Waynesboro as a preferred location for business growth. 
2. Create a business climate in which existing businesses are globally competitive 

and new businesses can be attracted and supported. 
3. Create and sustain economic prosperity through collaborative partnerships, 

with federal, state, and local public and private agencies; local and regional 
commercial real estate brokers and developers; and local property owners. 

4. Plan and develop business parks and buildings for existing and new businesses 
to locate and expand. 

5. Establish Waynesboro as a regional tourist destination taking full advantage of 
the natural and historic resources of the Shenandoah Valley. 

6. Develop a highly skilled workforce fully capable of contributing to employer 
needs in a technology driven 21st Century business / industry environment. 

7. Create a rich and inviting central business district characterized by unique 
shops, specialty restaurants, a full range of cultural resources and events, and a 
range of housing options appealing to young professionals and engaged older 
adults. [Comment: Excellent] 

 
 

ECONOMIC DEVELOPMENT PHILOSOPHY 
 

This service was designed around the National Main Street Center’s reassertion that all of Main 
Street’s Four Points (Design, Promotion, Economic Restructuring, and Organization) play an economic 
development role. The Main Street Four-Point Approach® is an asset-based economic development 
strategy. The assets common to historic commercial districts are heritage assets and human assets. 
Heritage assets encompass both built and cultural history. Human assets encompass both entrepreneurs 
(local/independent owner operators) and an engaged public (locals with emotional and financial buy-in). 
While each Point within the Four-Point Approach ideally makes use of all four assets, each Point takes 
the lead in strengthening and leveraging one of the four assets. 
 

 Heritage assets 
o Design takes the lead on strengthening and leveraging built history. 
o Promotion takes the lead on strengthening and leveraging cultural history. 

 Human assets 
o Economic Restructuring takes the lead on strengthening and leveraging entrepreneurs. 
o Organization takes the lead on strengthening and leveraging an engaged public. 
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In this way, a Main Street program can operate as a nonprofit commercial developer. Private, 
for-profit commercial developers often structure their operations around four development tasks; 
property development/management, marketing, leasing, and human/financial resource management. 
Here again, while each Point within the Four-Point Approach ideally assists with all four development 
tasks, each Point takes the lead on one of the four tasks. 

 

 Design takes the lead on property development and management; 

 Promotion takes the lead on marketing; 

 Economic Restructuring takes the lead on leasing; and 

 Organization takes the lead on human and financial resource management. 
 

A Main Street program is a grassroots, volunteer-driven nonprofit business. Its volunteers are 
mobilized through committees or teams that reflect the Main Street Four-Point Approach®. For 
successful asset-based economic development, each committee or team must embrace its development 
role. 

 

 The design committee or team must take the lead on developing space by strengthening and 
leveraging built history and other related local assets; 

 The promotion committee or team must take the lead on developing markets by strengthening 
and leveraging cultural history and other related local assets; 

 The economic restructuring committee or team must take the lead on developing businesses by 
strengthening and leveraging entrepreneurs and other related local assets; and 

 The organization committee or team must take the lead on developing partners by 
strengthening and leveraging an engaged public and other related local assets. 

 
The focus on entrepreneurs rather than business owners is intentional. Entrepreneurs by 

definition are never satisfied and forever working on their businesses (tinkerers). Business owners may 
be satisfied simply working in their businesses Monday-Friday from 9-5 or less. To be successful in an 
ever-changing market, historic commercial districts need more entrepreneurs. It takes a concrete and 
compelling vision of a fully functioning future downtown marketplace (see Downtown Development 
Plan Philosophy below) to attract the entrepreneurs and investors who will eventually realize that 
vision. 

The recommendations that follow reflect this Economic Development Philosophy. In other 
words, the recommendations are intended to help WDDI and each committee embrace and fulfill their 
development role. That said, it is understood that Virginia Main Street prefers a broader community 
development approach over a more narrowly focused economic development approach. The reader is 
welcome to expand their own philosophy and strategies to encompass asset-based community 
development and to operate as a nonprofit community developer. 

 
 

DOWNTOWN DEVELOPMENT PLAN PHILOSOPHY 
 
The Downtown Development Plan Philosophy picks up where the Economic Development Philosophy 
leaves off; with the concrete and compelling vision of a fully functioning future downtown marketplace. 
Successful private, for-profit commercial developers attract investors and tenants by helping them see a 
vision of themselves making money as part of a successful place. That vision is founded on: 
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 A sound market position and marketing plan;  

 Well-developed and managed leasable space; and 

 A well-designed clustering/leasing plan. 
It also helps if the private, for-profit commercial development company is a credible, trusted, 

and well-run business with a solid business plan. Similarly, a Main Street program can be a credible, 
trusted, and well-run nonprofit business operating as a commercial developer, and can attract 
entrepreneurs and investors by understanding how its own marketplace functions and proactively 
designing its own dream marketplace. 

Successful private, for-profit commercial developers define a market to go after, and use 
numbers (e.g. demographics) to inform their decision-making. They position their developments within 
regional and local markets and do targeted market research to gauge if there are enough of the right 
customers available to support the amount of leasable space. They don’t do business-specific market 
research; leaving each potential business tenant and investor to run his or her own numbers to inform 
their own decision-making. Similarly, a Main Street program should use numbers to inform its decision-
making and shape how they: 

 

 Develop space (design); 

 Develop markets (promotion); 

 Develop businesses (economic restructuring); and  

 Develop partners (organization)  
 

Main Street programs can use the numbers along with local experience and a little gut intuition 
to settle on a market position — a commercial district specialization or niche based on a primary 
consumer segment served and/or a primary set of goods and services offered (what the district is best at 
selling and to whom). The goal is to differentiate; to be memorable and remarkable so consumers 
consistently choose your commercial district over the competition. 

Successful private, for-profit commercial developers develop their space to meet the 
expectations of and appeal to their target market, to visually communicate a brand message, and to 
encourage exploration. They attempt, through science and art, to script people’s movement into and 
through their development to their advantage; script the “theater” of their space. Think about a mall, 
for example. Its floor plan includes commercial spaces on the edge of the development that serve as 
points-of-entry and accommodate anchor businesses. Parking is concentrated near those points-of-
entry. The majority of interior commercial spaces (called inline spaces) are arranged between those 
anchor spaces. The goal is for potential customers to find (or, really, be exposed to) as many businesses 
as possible through a sequence of storefronts that is interesting and uninterrupted. Research shows that 
breaks in the sequence will cause a person to lose interest, stop, and turn around. People won’t find 
businesses beyond that point, so won’t shop those businesses. Therefore inline storefronts are designed 
to be narrow, frequent, with proximity to and lots of visibility from the pedestrian traffic flow (just like 
the way historic commercial districts originally developed). 

Likewise, Main Street programs need to develop space that stimulates strolling so that 
customers shop the district and not just a single destination business. Single destination shopping misses 
opportunities to share customers and strains on-street parking spaces. With a strong commercial brand 
and space that stimulates strolling, customers and parking can be shared and parking can work well 
located near the gateways to the district. For downtowns, anchors can be a little further removed (e.g. 
residential units, employers), so proactively designing for multimodal transportation is also key. If I can 
walk or bike between where I live and work, and if that path takes me past downtown storefronts, I am 
a downtown customer waiting to happen. 
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Successful private for-profit commercial developers also use science and art to lease their space 
to create not only a critical mass, but an effective combination of businesses to attract the available 
customers. The collective – all of the businesses in the district together – determines commercial district 
success. It’s not just design that makes a storefront interesting (and keeps a person strolling/shopping), 
it’s the business visible through the storefront. 

In today’s global economy, downtowns rarely become strong marketplaces when thinking about 
one property at a time, one lease at a time, or one business at a time. Independent and impulsive 
leasing results in weaker marketplaces than cooperative and strategic leasing. The axiom for real estate 
has always been location, location, location. The fact is that locating a business downtown is simply not 
enough; its placement on the street strongly affects its chances of success. Businesses need to be 
clustered and should consider paying more rent to locate closer to complementary businesses. 
Remember, customers are often attracted to a commercial development by an anchor and look for 
parking near that anchor, but will stroll from that anchor all the way to another anchor if they find each 
business and attraction they pass interesting. Part of the challenge is that different consumer segments 
will find different businesses and attractions interesting.  

While Main Street programs won’t likely be able to actively cluster businesses through lease 
management (they don’t own or control the properties), they can indirectly inspire owners to cluster by 
communicating (selling) the downtown development plan. Three-way communication among the Main 
Street Program, property owner, and business owner about the financial benefits of following a 
clustering plan is the key to success. (For more information see http://fyi.uwex.edu/downtown-market-
analysis/putting-your-research-to-work/building-usage/.) 

Successful private, for-profit commercial developers are good at communicating their 
development vision and selling their development proposals to potential reviewers, funders, and 
tenants by using verbal descriptions, architectural renderings, and site plans. That is why they are able 
to get approval, attract investors, and lease space even before they break ground. Main Street programs 
need to use similar tools to attain similar results. The downtown development plan should communicate 
a vision for the physical development of the district as well as a strategy for leasing; the more specific, 
the more useful. The leasing plan should include strategies for arranging or locating current and future 
businesses within the mix to positively impact foot traffic and sales. The clustering/leasing work session 
included in the visit was designed as a participatory process involving creative brainstorming and 
hypothetical rearrangement and addition of businesses within the district to visually map out or model 
the ideal business district. 

Finally, successful private, for-profit commercial developers strategically invest in marketing 
their commercial district to their target market. Main Street programs need to similarly develop a 
commercial brand, tailor a brand message for their target audience and effectively communicate that 
message through a branding campaign. In short, craft and implement a marketing plan. 
 
 

MARKET POSITION 
 
As mentioned within the Economic Development Philosophy, WDDI’s economic development strategy 
will be based on downtown Waynesboro’s unique assets, which are many and include: 
 
Built history 

 Buildings and districts listed in the National Register of Historic Places, as well as the Virginia 
Landmarks Register: 

o Waynesboro Downtown Historic District 

http://fyi.uwex.edu/downtown-market-analysis/putting-your-research-to-work/building-usage/
http://fyi.uwex.edu/downtown-market-analysis/putting-your-research-to-work/building-usage/
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o Fishburne Military School 
o Plumb House 
o Coiner-Quesenbery House 
o Tree Streets District (outside district but potentially part of gateway) 

 Wayne Theatre building 

 Mill at South River 
 
Cultural history 

 P. Buckley Moss Museum 

 Shenandoah Valley Art Center 

 The Gateway Theatre/Wayne Theatre 

 Plumb House story 

 Waynesboro African-American Heritage Museum 

 Waynesboro Heritage Museum 

 Events (some long standing) 
o Virginia Chili, Blues n’ Brews (contracted out) 

http://www.virginiachili.com/  
 Most recently Saturday, Sept. 21, 2013 3 p.m. – 10 p.m. 

o Waynesboro (Main Street) Motorsports Show (different committee) 
o Taste of the Town, 14th annual (WDDI Organization Committee, signature fundraiser) 
o River City Wine & Jazz Festival (WDDI staff driven) 
o Waynesboro takes the Runway (WDDI Business promotion with James Madison 

University students) 
o Trick or Treat (Kiwanis with WDDI input) 
o Waynesboro Farmers' Market  

 “A producer's only market serving Waynesboro and Augusta County, Held under 
the Pavilion at Constitution Park, downtown near the Greenway. Open April 
through October. Wednesday afternoons, 2:30 - 6:00 pm Saturday mornings, 
8:00 am - 12:00 noon” 

o Virginia Fall Foliage Festival Art Show (42nd Annual) 
 Saturday October 12 10:00am-5:00pm and Sunday October 13, 2013 noon-

5:00pm 
o Christmas in the River City 

 
Entrepreneurs 

 Downtown Waynesboro’s business mix is predominantly independently owned and operated 
(highest concentration of entrepreneurs in Waynesboro). Many of those business owners are 
clearly entrepreneurial and some of their businesses are downtown anchors (more on anchors 
below). The following are worth special mention: 

 Tim Spears (Tim Spear’s Music City) 
 Don Morris (Valley Frame Studio) 
 Deb Henshaw (Under the Roof/Ann Arden) 
 The Payne Family (Waynesboro Florist) 
 Chris Hollinger (Green Leaf Grill) 
 Mandisa Fullwood (Heritage on Main Street) 
 Cindy Doyle and Barbara Stratton (Stella, Bella & Lucy’s) 
 Stone Soup Books & Café 

http://www.virginiachili.com/
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Engaged public 

 For WDDI and downtown Waynesboro, this is largely a potential asset. Revamping the Friends 
Campaign, as planned by the Organization Committee, will help strengthen and leverage this 
asset. 

 
WDDI staff 

 Kimberly Watters, Executive Director 
 
Other assets 

 A plethora of good plans and studies (see reports reviewed above) 

 South River – a “spring creek” – fresh, spring fed, cold water 

 Appalachian Trail (4 miles to the top of the Mountain) 
o There is a spot where you clearly come off the trail (Skyline Drive), some parking near 

there and near Howard Johnsons 

 Outdoors from www.visitwaynesboro.net/outdoors-your-way/ 
o Appalachian Trail 
o Camping 
o Blue Ridge Parkway & Skyline Drive 
o Shenandoah National Park 
o South River 
o Parks & Gardens 
o Agritourism 
o Biking 
o Hunting & Fishing 
o Hiking 
o Geocaching 
o Golfing 
o Winter Sports/Activities 

 Waynesboro Tourism Asset Sampling from Market Analysis and Museum Feasibility Study Phase 
1 (page 15) 

o Attractions 
 Area Historical Markers 
 Farmer’s Market 
 Fishburne Military School 
 P. Buckley Moss Museum 
 Shenandoah Valley Art Center 
 The Gateway Theatre 
 Tree Streets District 
 Wayne Theatre 
 Waynesboro Eagles Nest 
 Waynesboro Generals 
 Zeus Digital Theaters 

o Museums 
 Plumb House 
 Waynesboro African-American Heritage Museum 
 Waynesboro Heritage Museum 

http://www.visitwaynesboro.net/outdoors-your-way/
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o Events/Festivals 
 Apple Blossom Days 
 Apple Days 
 British Car Show 
 Chili Blues N’ Brews 
 Coyner Springs Music Festival 
 Dooms Carnival 
 Extreme Fest 
 Fall Foliage Festival 
 Fly Fishing Festival 
 Garden Symposium 
 Kite Day 
 Mad Anthony Mud Run 
 Main Street Motorsport 
 Mustang Show 
 Park to Park half Marathon 
 River City Wine Festival 
 Riverfest 
 Rocking ‘n Ridgeview 
 Soap Box Derby 
 Summer Extravaganza 
 Taste of the Town 
 Tri for the Y 

o Lodging 
 Affordable Corporate Suites 
 Belle Hearth Bed & Breakfast 
 Best Western Plus Waynesboro Inn & Suites Conference Center 
 Budget Inn 
 Comfort Inn 
 Days Inn 
 Holiday Inn Express 
 Quality Inn 
 Residence Inn 
 Royal Inn Motel 
 Super 8 Motel 
 The Iris Inn 
 The Speckled Trout Bed & Breakfast 
 Tree Streets Inn 

o Outdoor Recreation 
 Appalachian Trail 
 Blue Ridge Parkway 
 Botanical Garden 
 Serenity Garden 
 Shenandoah National Park 
 Sherando Lake 
 Skyline Drive 
 South River 
 South River Greenway 
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Recommendation: WDDI volunteers and staff need to define the market that downtown Waynesboro 
will go after; proactively, confidently, and aggressively. Don’t settle for downtown Waynesboro’s 
existing trade area; current and future downtown businesses may not be able to survive, let alone 
thrive, on that market alone. 

It is recommended here that WDDI define downtown Waynesboro’s trade area/target market 
based on competitive advantage. Over time, they can test the effectiveness of their targeting using zip 
code analyses (see recommendation below for WDDI to be market driven and perform targeted market 
research). The industry standard trade area for regional shopping centers, which downtown 
Waynesboro should strive to be, is a 30 minute drive time. WDDI needs to make the case that 
downtown is a shopping center (including on marketing websites such as www.visitwaynesboro.net, 
www.visitaugustacounty.com). Downtown Waynesboro does get shopping center billing from the 
Greater Augusta Regional Chamber of Commerce (https://augustava.com/visitors-guide/shopping/). 
“Downtown Staunton and Downtown Waynesboro offer many unique boutiques, antiques shops and 
those selling accessories, mens’ and womens’ clothing, fine jewelry, arts and crafts... Both downtowns 
also offer barber and beauty shops, banks, and other professional services.” Downtown Waynesboro 
could target a smaller or larger geographic area, but should go in knowing they will not draw all 
residents within any chosen geographic area equally, so consumer segmentation will also be necessary. 

There are two aspects to the local market; the collective marketplace of the commercial district 
as a whole and the unique market of any particular business. To illustrate the difference, every business 
within a commercial district is going to have a unique trade area from which it targets and draws the 
majority of its customers. Convenience businesses may target and draw almost exclusively from the 
neighborhood while destination businesses may target and draw from a large region. Their individual 
trade areas will be impacted by the location of their nearest and strongest competition as well as their 
marketing strategies. To further illustrate, two businesses drawing from the same geographic trade area 
may be targeting and attracting completely different customers from within that area. Like for an 
individual business, downtown Waynesboro’s targeted trade area will be impacted by the location of its’ 
nearest and strongest competition, as well as its’ marketing strategies (more on these later). 

Downtown Waynesboro’s dream marketplace has the potential to capture a higher percentage 
of potential customers from a larger trade area than currently captured. Reilly's Law of Retail 
Gravitation (trade area breaking point = distance from Waynesboro to neighbor/(1+population of 
neighbor/population of Waynesboro) alone would tell you that downtown Waynesboro’s primary trade 
area should be more compact than a 30 minute drive time except maybe to the southwest. Based on the 
populations of and distances to the following neighboring communities, Waynesboro’s primary trade 
area would extend approximately 10 minutes to the west, 9-11 minutes to the east, approximately 13 
minutes to the north, and approximately 37 minutes to the southwest. Further analysis is necessary to 
understand the primary trade area breaking point to the north and southwest since many travelers from 
the north and southwest would need to travel close to Staunton on their way to Waynesboro; giving 
downtown Staunton the chance to capture those travelers. 

 Waynesboro 2010 population = 21,006 

 Staunton 2010 population = 23,746 (22 minutes to the west) 

 Harrisonburg 2010 population = 48,914 (43 minutes to the north) 

 Charlottesville 2010 population = 43,475 (35 minutes to the east) 

 Lexington 2010 population = 7,042 (50 minutes to the southwest) 

 Richmond 2010 population = 204,214 (100 minutes to the east) 
However, Waynesboro experts believe the primary trade area to be larger. The secondary trade 

area certainly could be and has been argued to extend all the way to Staunton in the west (22 minutes), 
Harrisonburg in the north (43 minutes), Charlottesville in the east (35 minutes), and Lexington in the 

http://www.visitwaynesboro.net/
http://www.visitaugustacounty.com/
https://augustava.com/visitors-guide/shopping/
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south (50 minutes). The tertiary trade area may even stretch further to Roanoke (95 minutes) in the 
south and Richmond in the east if those markets are targeted effectively. Local Waynesboro experts 
were asked to identify downtown Waynesboro’s potential trade area (the market the district could go 
after if its’ position was strong). The following were listed: 

 Staunton (14 miles), Crozet (15 miles), Charlottesville (27 miles), Blue Ridge Parkway, 
Harrisonburg (38 miles), Richmond (94 miles), Roanoke (95 miles) 

 Western Albermarle Co & Nelson Co within a 10-15 mile radius. Looking West to Augusta Co and 
growth around AMC in Fishersville & Staunton within 10 miles 

 Harrisonburg, 30 miles, Staunton, 12miles, Charlottesville, 25 miles, Crozet, 15 miles, Lexington, 
30 miles, Blue Ridge parkway/ Skyline drive, 4 miles 

 One downtown business reports drawing from Harrisonburg, Staunton, Lexington, and 
Charlottesville 

 Can’t make it on local customer alone 
Improving downtown Waynesboro’s appeal for specific consumer segments should result in a 

higher percentage of consumers within those segments being captured. However, casting the net 
further or deeper will only be possible if downtown Waynesboro collectively can achieve the right 
combination and critical mass of businesses. The right combination and critical mass of businesses will 
also be necessary to draw more local residents; much of whose spending is currently not taking place in 
downtown, but elsewhere in Waynesboro or outside the community. 
 
Recommendation: WDDI staff and volunteers need to shop downtown Waynesboro’s primary 
competition. A commercial district’s position within the market can only be understood relative to its 
competition. When shopping the competition, make note of what they are best at selling and to whom 
and their competitive advantage; in other words, judge their market position. During the Economic 
Restructuring Technical Assistance Visit and through a review of planning documents and websites, 
downtown Waynesboro’s competition was identified as follows (in no particular order): 

 Local competition 
o West End of Waynesboro 
o Willow Oak Plaza “Shopping from A to Z” www.willowoakplaza.com. 50% vacancy? Mix 

of some independents. 
 Major Tenants: 

 Roses Discount Dept. Store - 52,550 sq. ft. 

 Peebles Dept. Store - 27,286 sq. ft.  

 CVS Drug Store - 10,817 sq. ft. (lost CVS) 

 Advance Auto Parts - 9,700 sq. ft. 
 Other Stores / Services  

 Allstate Insurance 

 Approved Cash Advance 

 Barnwell & Jones Realtors 

 Ciro's Pizza 

 Edward Jones Investments 

 Elevations All-Star Cheering & Gymnastics 

 Martin's Barber Shop 

 Next Generation Electronics - nTelos Wireless, Dish Network, Direct TV 

 Pro-Tax 

 Quality Cleaners 

 Sun Tan City 

http://www.willowoakplaza.com/
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 The Hot Spot - Live Music Venue 

 Window World 

 Regional Competition (Waynesboro’s 2010 population = 21,006) 
o Staunton and Harrisonburg (they have established Main Street districts) 
o Crozet (it is a rapidly growing community beginning to develop alternative commercial 

district) 
o Charlottesville 
o Downtown Charlottesville/Historic Downtown Mall www.downtowncharlottesville.net 

(35 minutes away. Charlottesville population = 43,475) 
 “A dynamic place where history is intertwined with a thriving city center. This 

vibrant historic district is replete with live theater, music and cinema. Enjoy the 
limitless dining choices and specialty shops for every taste, all located along 
seven blocks on brick- and tree-lined streets once walked on by Jefferson, 
Madison and Monroe.” 

 Highlight shopping: antiques, apparel, bookstores, fabrics, gifts & 
specialty retail, handcrafts, jewelers, rugs & carpets 

 Also highlight dining 
o Lexington 
o Downtown Roanoke www.downtownroanoke.org (95 minutes away. Roanoke 

population = 97,032).  
o Carytown “A Mile of Style” (95 minutes away. Richmond population = 204,214) 

 “With hundreds of locally owned shops, boutiques, restaurants and specialty 
stores, there's something for everyone in Carytown… The whole family is 
welcome to the many Carytown festivals and events. In fact, Carytown hosts 
some of the largest festivals in the state! From the Watermelon Festival to the 
Food & Wine Festival "A Taste of Carytown", Carytown has an event for you.” 
(www.carytownrva.com) 

o Other Richmond historic commercial districts such as River District (Shockoe Slip and 
Shockoe Bottom) http://richmondriverdistrict.com/index.html - “Find everything from 
children's books to handmade jewelry to international home furnishings in the River 
District.” 

 Virtual competition 
o Online retail 

Local Waynesboro experts were asked if there are primary sets of goods and services offered or niches 
where the competition dominates. The following were listed: 

 West End 
o Our biggest shopping competition is the same-as-everywhere-else shopping mall on the 

west end of Waynesboro. The city also has several chain restaurants towards the west 
end of town. 

o Retail with big box with big PARKING LOTS and low prices 
o Restaurant - chains where consumer knows what they're getting and will even pay a 

higher price for it 
o Shopping and restaurant chains 

 Online - RETAIL - why you don't even have to think about parking 

 Staunton - retail with more concentrated walkable unique shopping 
Local Waynesboro experts were also asked about the competition’s competitive advantage when it 
comes to selling those sets of goods and services. 

http://www.downtowncharlottesville.net/
http://www.downtownroanoke.org/
http://www.carytownrva.com/
http://richmondriverdistrict.com/index.html
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 The West End is easily accessible from I-64. Name brands are attractive to travelers. 

 Marketing 

 Low price 

 Diversity of product offering 

 Parking & ease of acquisition 

 Consumer anonymity 

 I-64 proximity, mall format, name brand stores and dining facilities 

 Location, access, branding 

 Location and brand recognition 
Even this incomplete list would be tough competition if downtown Waynesboro were competing head 
to head with all these commercial districts. The good news for WDDI is that comparing downtown 
Waynesboro with these local and regional commercial districts is really comparing an apple to a bunch 
of oranges; with the possible exception of downtown Staunton and Harrisonburg. The bad news is that 
while downtown Waynesboro isn’t and shouldn’t be competing head to head with most of these local 
commercial districts, these districts are attracting a high percentage of consumer spending within 
downtown Waynesboro’s current and potential trade area (since downtown Waynesboro‘s heyday, 
growth in local supply has exceeded growth in local demand). 

WDDI will need to refine the list of downtown Waynesboro’s apples to apples competition, and 
what commercial districts are defined as competition may vary depending on the target customer. For 
example, if downtown Waynesboro decided to target visitors from Staunton and Harrisonburg, each of 
their respective downtowns would appear to be apples to apples competition (they are historic 
downtowns). Downtown Waynesboro would need to be distinct from and attractive relative to that 
competition. Refining the list of downtown Waynesboro’s competitors will also be easier after drafting a 
market position statement (see below). 

The fact is, no matter how strong downtown Waynesboro becomes, local residents will still 
choose to take shopping trips to the West End, and other local and regional shopping centers featuring 
chains and franchises because what they offer is distinct and desirable. Downtown Waynesboro just 
needs to be equally distinct and desirable so they can capture a higher and healthier share of shopping 
trips and expenditures. 

While it is important for WDDI to explore the role the commercial districts above play as 
competition to downtown Waynesboro, it is also important for WDDI to explore ways to collaborate. As 
just mentioned, many of these commercial districts are more alternatives than competition. WDDI 
should cooperate rather than compete were possible, especially with other historic commercial districts 
like downtown Staunton and Harrisonburg and with Willow Oak Plaza. Cooperation will be easier if each 
district has a distinct market position, and is not attempting to sell the same products/services. This 
applies to shopping centers featuring chains and franchises as well. By differentiating, they all could 
actually sell to the same trade area and create a stronger daytrip draw for visitors planning trips; using 
regional cooperative marketing ventures (sample itineraries and package deals). 
 
Recommendation: WDDI staff and volunteers need to define Downtown Waynesboro’s market 
position. At the time of the Economic Restructuring Technical Assistance Visit, downtown’s market 
position had yet to be defined. As explained with the Downtown Development Plan Philosophy above, 
market position is a commercial district specialization or niche based on a primary consumer segment 
served and/or a primary set of goods and services offered; what the district is best at selling and to 
whom. It used to be that if you had a business it was downtown, and if you needed or wanted to do 
business, including to shop, you went downtown. Back in its heyday, downtown could probably be all 
things to everyone, but not today. As a shopping center downtown needs a strength/focus. 
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Downtown Waynesboro’s working market position (which can change over time) must 
represent reality so that downtown lives up to expectations; expectations shaped by efforts of the 
Economic Restructuring Committee (with help from the Promotion, Design, and Organization 
Committees) based on that market position. In other words, they will want to be able to deliver what 
they promise as relates to downtown Waynesboro’s market strengths. Over time, and with the strategic 
efforts of WDDI (developing businesses, partners, space, and markets), the reality of the market position 
statement will move closer to the ideal of a vision statement. 

Downtown Waynesboro’s current commercial identity is still tied to government and 
professional services due in no small part to the City Hall (although there are many other businesses 
within this niche including financial, insurance, real estate, legal, and accounting services). However, 
based upon current marketing materials, that commercial identity has been superseded by dining and 
outdoor (particularly river) recreation based businesses. An art and entertainment identity may also be 
on the rise. Local Waynesboro experts were asked if there are primary sets of goods and services 
offered or niches where downtown dominates. The following were listed: 

 An “eclectic useful” downtown with mix of art/culture/history & essential services like 
groceries/food, Postal, automotive, education with library/high school. You can get to 
everything one needs by walking our downtown within a 10 block radius and refresh yourself 
with the natural beauty of our cool water South River! 

 We are developing a dining cluster over the past year. We also have a relatively new fly fishing 
shop (South River Fly Shop) which is one-of-a-kind. We have been making a concerted effort to 
focus on the South River as an asset and to attract tourism/recreation related businesses. 

 Grocery and restaurant - the recent rise of 4-5 new eateries 

 Unique retail experiences offering artisan goods & services - Initial Impressions, Mariah's, 
Shenandoah Valley Arts Center (SVAC), River City Art & Wine, Stone Soup Books 

 Dining dominate. South River Fly Shop niche 

 We are developing a dining niche. We dominate in entertainment venues. We are trying to 
develop a river-related sporting goods niche. 

 Niche - services like grocery, postal, legal/dental/dr., automotive 

 Entertainment and dining 
Local Waynesboro experts were also asked what downtown’s competitive advantage is when it comes 
to selling the sets of goods and services listed above. Why are they strong sellers? The following positive 
characteristics commonly shared by businesses selling those sets of goods and services were shared: 

 Our restaurant mix is varied. The Gateway's performances are very different from the 
Blackfriar's theatre in Staunton. We have the South River and now a partial Greenway. We are 
now an Appalachian Trail (AT) city and known amongst the hiking circuit as one, if not THE, 
friendliest cities on the AT. 

 Ease of access 

 Unique offering 

 Better price point than Charlottesville 

 Authentic "experience" for the consumer/tourist 

 Proximity to Blue Ridge Parkway & Skyline Drive 

 Green space & river 

 Parking, ease of access, South River development, Gateway Theater, Appalachian Trail linkage, 
diverse dining options. 

If downtown Waynesboro was best at selling government and professional services, downtown 
Waynesboro’s primary customers would likely be drawn generally from residents of the City of 
Waynesboro. Waynesboro’s growing population (up 7.6% from 19,520 in 2000 to 21,006 in 2010 with 
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762 new homes built during that 10 year span) would make this a good market to target. However, 
based on its assets and its current commercial identity (see above), downtown Waynesboro’s customer 
base is likely more specific, but still needs to be researched. Waynesboro experts were also asked about 
primary consumer segments served or niches where downtown dominates. This turned out to be a 
challenge, with answers more accurately readdressing primary sets of goods and services offered or 
niches where downtown dominates (see above). The nature/makeup of downtown’s customer mix and 
clientele is not recognized/has not been identified. There was mention of and older/aging demographic, 
and retirees out of DC. 

Waynesboro and downtown lost traffic generators with the loss of industry/employers and loss 
of passenger rail. Waynesboro experts were asked what is strong about downtown Waynesboro’s 
current and potential customer base. The following positive characteristics about the 
customers/consumer segments available within the trade area were listed: 

 We get many folks from Crozet/Charlottesville who don't want to deal with the Charlottesville 
traffic. Our West End development (shopping mall) also pulls folks from Staunton. 

 Growth of target area 

 Downtown and West End are gaining customers from Staunton and Crozet. Staunton's shopping 
edge has been softened by newer, more relevant stores in Waynesboro. Customers from west 
of the Blue Ridge are escaping the traffic and congestion in Charlottesville. 

Finally, Waynesboro experts were asked about downtown’s competitive advantage when it comes to 
attracting those consumer segments listed above. Why are they attractive? The following positive 
characteristics commonly shared by businesses that attract those consumer segments were shared: 

 We have a concentration of good quality dining/entertainment venues within a small area. We 
are close to the South River and our streetscape/park plans are to make that connection more 
prominent. 

 Close to interstate 

 Ease of access, proximity to consumer 

 Wayne Theater Gateway Performances, varied dining options 
Weighing all the currently available market information, downtown Waynesboro’s primary goods and 
services (what they are and can be best at selling) could arguably be defined in order of strength as 1) 
local resident serving (government, professional, and personal care services along with convenience 
retail highlighted by the grocery store); 2) affordable independent restaurants; 3) Outdoor recreation 
products and services; and 4) arts and entertainment. All of these niches represent reality, but all can be 
strengthened. The strength and order of these primary goods and services are likely to evolve over time. 
For example, with continued investment in the Greenway, outdoor recreation products and services 
could move up. Also with independent restaurant competition from downtown Staunton and 
Harrisonburg, restaurants could (without distinguishing themselves) move down. Downtown 
Waynesboro’s primary consumer segment served (to whom they are best at selling) is the most unclear, 
but could arguably be defined in order of strength as 1) residents of the City of Waynesboro and 
Augusta County (about a 10 minute drive time from downtown); 2) daytrippers from Crozet, Staunton, 
Harrisonburg, and Charlottesville (possibly first attracted to Waynesboro by the West End); 3) 
daytrippers and potential overnighters from Richmond and Roanoke; and 4) Overnight and pass through 
visitors from further afield using Waynesboro as a stopping point along the Appalachian Trail. These four 
segments together represent the market that downtown Waynesboro could go after; proactively, 
confidently, and aggressively (although further segmentation in the future would be helpful). Based on 
these assumptions, the following DRAFT market position statement for downtown Waynesboro is 
offered:  
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Downtown Waynesboro primarily offers convenient professional and personal care services and 
retail products to local residents (within a 10 minute radius) and users of the Appalachian Trail; 
and secondarily offers outdoor recreation products and services to those same customers plus 
daytrippers from Crozet, Staunton, Charlottesville, and Harrisonburg. In the future Waynesboro 
could expect more daytrippers and overnighters from Roanoke and Richmond attracted to 
Waynesboro due to regional (including downtown Staunton and Harrisonburg) outdoor 
recreation and arts and entertainment offerings. Downtown Waynesboro independent and 
affordable restaurants form the perfect complement. 

 
Settling on a working market position will likely require more debate and more targeted research. 
However, the reader is reminded that downtown Waynesboro’s working market position is expected to 
change over time but must represent reality so that downtown lives up to expectations. 
 
 

SCOPE OF WORK 
 
PROGRAM 
 
Recommendation: Pursue a Four Point Approach to Economic Development. 

 Asset-based (see above) 
 
Recommendation: WDDI, the whole program and all four committees, needs to be market driven and 
perform targeted market research. Market information has an important role to play within WDDI’s 
entire Main Street program. It provides each of the committees with knowledge that guides smart 
decision making. By understanding the market, each committee can act strategically. Therefore, 
targeted market research is a program initiative crossing all committees. 

Ongoing targeted market research should become part of your whole organization’s operations. 
WDDI’s economic development strategy should be based on downtown Waynesboro’s unique heritage 
and human assets. So start by having each WDDI committee help research what they are (expanding on 
the list provide above). 

 What are downtown Waynesboro’s built history (Design) assets? 

 What are downtown Waynesboro’s cultural history (Promotion) assets? 

 What are downtown Waynesboro’s entrepreneur (Economic Restructuring) assets? 

 What are downtown Waynesboro’s engaged public (Organization) assets? 
Understanding the collective marketplace of the commercial district as a whole is the 

responsibility of the Main Street organization; defining and refining the district’s market position (see 
above). Business District Market Analysis Toolbox at http://fyi.uwex.edu/downtown-market-analysis/, 
provides an overview of how to collect market data and analyze it. There have also been many useful 
articles on this topic in Main Street News over the years, many of which are available online at 
www.mainstreet.org. However, you should be sure to first assemble your community’s past market 
research efforts, including those that were part of larger planning efforts. For each, digest and distribute 
useful knowledge such as benchmarking of economic conditions, key conclusions, and identified market 
opportunities (this important step may not have been done before). Be sure to acknowledge the 
strengths and limitations of each effort. Being knowledgeable about your downtown or neighborhood 
district’s market will help you strengthen your assets and focus your efforts on revitalization work that 
enhances your position in the regional and local market. 

http://fyi.uwex.edu/downtown-market-analysis/
http://www.mainstreet.org/
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Secondary data on the demographics and psychographics (buying personality) of customers 
within your targeted trade area can be purchased a la carte from vendors like ESRI 
(www.esri.com/data/find-data.html) and Nielsen Claritas (www.claritas.com/sitereports/demographic-
reports.jsp).  

A good way to keep a finger on the pulse of the local economy is by following the “health-of-
district indicator” businesses. Choose a few businesses that you could argue “as they go, so goes the 
district”; these are often your anchor businesses (see below). They must be willing to share information 
that can indicate the relative health of your district, such as how their sales changed from the same time 
last year and by what percent (given a range), how foot traffic in the district changed, and if they are 
seeing a shift in the makeup of customers. Track trends throughout the community related to property 
values, prevailing rents, space availability, and sales tax revenues. Don’t be discouraged if businesses 
aren’t immediately willing to share the data they collect on their customers. It will help to clarify what 
information (e.g. just zip codes not customer names and addresses) WDDI is requesting, and how they 
as business owners would benefit. 

Communicate what you find with local businesses; respecting the confidentiality of your 
sources. But don’t stop there. Teach business owners how to collect and analyze market information on 
their own so they can act strategically, too. Your district-wide market research cannot replace business-
specific market research. Understanding the unique market of any particular business is the 
responsibility of each respective business. You really need a detailed understanding of a business’s 
concept and marketing strategies before you are able to understand, research, or test its market 
through targeted research. Through capacity building, you can help existing businesses identify ways to 
sell more products and services to existing customers, respond to market trends, and identify new 
customers and ways to attract them. Downtown Waynesboro has a lot to gain simply by having each 
and every business in the downtown more in tune with their market. 

Targeted market research will help business owners understand their competition and sharpen 
their own market position. It will also help them understand the motivation and rationale behind their 
customers’ purchasing decisions so they can better work their business concept to meet those needs. 
Every downtown business should make an ongoing practice of posing and answering questions about 
their own customers and market in order to make more informed decisions; from how to design and 
locate their businesses to which products and/or services to offer. For example, focus groups could help 
a business uncover what product or service features are important to current and potential customers 
right now and why those customers are or aren’t purchasing from them. In the least, businesses should 
maintain a detailed customer database or zip code/area code tally of their customers. 

Being market driven and performing targeted market research shouldn’t stop with defining 
downtown Waynesboro’s market position. Each WDDI committee can ask questions about the market 
to drive its asset-based economic development work. 

 The Design Team/Committee should ask, “What kind and how much space do we need?” For 
example, before advocating for upper-floor and other downtown housing, answer questions 
about the housing market and housing demand (e.g. the demand for more “urban” housing or 
the demand for rentals versus condos). Also, “Should we design public improvements for a 
convenience district differently than for a green district (to communicate the brand)?” 

 The Economic Restructuring Team/Committee should ask, “What kind of businesses do we need 
and how many?” For example, determining which businesses will strengthen the district’s 
market position and have the best chance of survival. 

 The Promotion Team/Committee should ask, “What are customer perceptions, preferences, and 
brand awareness?” For example, before developing a new event, answer questions about how 

http://www.esri.com/data/find-data.html
http://www.claritas.com/sitereports/demographic-reports.jsp
http://www.claritas.com/sitereports/demographic-reports.jsp
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events appeal to the district’s target market. Do existing events meet demand? Where and how 
is the best way to market to customers? 

 The Organization Team/Committee should ask, “Who else is developing space, businesses, and 
customers and how?” Before trying to partner with everyone, answer questions to strategize 
and prioritize partnerships and make successful pitches to potential sponsors. For example, 
strategically partnering with the City of Waynesboro (Office of Economic Development/Tourism) 
and Augusta County on a mutually agreeable asset-based economic development strategy. 
Based on this Economic Restructuring Technical Assistance Visit, the following strategies would 
appear to be jointly beneficial. 

o Strengthening outdoor recreation assets 
o Supporting/growing entrepreneurs especially local youth 
o AgriTourism (especially if it is sustainable/organic agriculture) 
o Facilitating investment in downtown Waynesboro 

WDDI should also use targeted market research strategies to define their own market position 
as a nonprofit business. What is WDDI best at “selling” and to whom? WDDI’s primary customers are not 
the same as downtown Waynesboro’s primary customers. 

These targeted market research strategies are designed to be well within the capabilities of 
WDDI volunteers and staff since the goal is to make targeted market research part of operations. The 
targeted market research work load should also be well within the tolerance of staff and volunteers 
since that load is spread between all committees. 
 
SUMMARY OF THIS RECOMMENDATION 

 Research downtown Waynesboro’s unique heritage and human assets 

 Assemble downtown Waynesboro’s past market research efforts. Digest and distribute useful 
knowledge. For example: 

o An Economic Assessment Report For Downtown Waynesboro, VA 
o Casco Cold Storage Building - Architectural Assessment and Feasibility Report 
o Market Feasibility Analysis: Waynesboro Ice Plant 
o Market Analysis and Museum Feasibility Study: Phase 1 
o Feasibility and Economic Impact Analysis of a Branch Museum of VMNH in Waynesboro: 

Phase 2-Executive Summary 

 Draft downtown Waynesboro’s working market position statement. It can change over time but 
must represent reality so that you deliver what you promise and downtown lives up to 
expectations. 

 Shop downtown Waynesboro’s primary competition. Judge their market position. 

 Define downtown Waynesboro’s existing trade area. 

 Define the market that downtown Waynesboro will go after (target trade area). Test the 
effectiveness of targeting efforts through zip code analysis. 

 Purchase secondary data 

 Follow the health of “district indicator businesses” 

 Teach business owners how to collect and analyze market information on their own 

 Have each WDDI committee ask questions about the market to inform their scope of work 
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PROMOTION 
 
As mentioned above, the Promotion Committee or Team must take the lead on developing markets by 
strengthening and leveraging cultural history and other related local assets. Those assets are many and 
are worth repeating here: 

 P. Buckley Moss Museum 

 Shenandoah Valley Art Center 

 The Gateway Theatre/Wayne Theatre 

 Plumb House story 

 Waynesboro African-American Heritage Museum 

 Waynesboro Heritage Museum 

 Events (some long standing) 
o Virginia Chili, Blues n’ Brews (contracted out) http://www.virginiachili.com/  

 Most recently Saturday, Sept. 21, 2013 3 p.m. – 10 p.m. 
o Waynesboro (Main Street) Motorsports Show (different committee) 
o Taste of the Town, 14th annual (WDDI Organization Committee, signature fundraiser) 
o River City Wine & Jazz Festival (WDDI staff driven) 
o Waynesboro takes the Runway (WDDI Business promotion with James Madison 

University students) 
o Trick or Treat (Kiwanis with WDDI input) 
o Waynesboro Farmers' Market  

 “A producer's only market serving Waynesboro and Augusta County, Held under 
the Pavilion at Constitution Park, downtown near the Greenway. Open April 
through October. Wednesday afternoons, 2:30 - 6:00 pm Saturday mornings, 
8:00 am - 12:00 noon” 

o Virginia Fall Foliage Festival Art Show (42nd Annual) 
 Saturday October 12 10:00am-5:00pm and Sunday October 13, 2013 noon-

5:00pm 
o Christmas in the River City 

 
Promotion Observations: 

 Most festivals have been moved off Main Street because merchants didn’t want them. 
o Future festivals in new rec/green space 

 Fly fishing event is the biggest along East Coast 

 Local interest in having Virginia Main Street help entrepreneurs market (like chain/franchise 
leverage, critical mass) 

 WDDI dropped events because they weren’t raising money (primary purpose of events now is to 
raise money to pay salary) 

 $20,000 annually goes into joint tourism (e.g. www.virginiavalley.com)  

 Hotel front line staff do not receive incentives for referrals/no hospitality training or concierge 
incentives 

o Tourism Development has done hospitality broadly (“give them a pickle”), not good 
attendance 

 
Promotion Scope of Work (from WDDI 2013-2014 Work Plan) 

 Street projects – Help businesses survive the streetscape work and bridge replacements 
o Agreed priority. 

http://www.virginiachili.com/
http://www.virginiavalley.com/
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o With Planning Dept., strategize communications plan 
o Find creative ways to bring people downtown during construction period 

 Emerging outdoor, green business – promote our uniqueness in that realm 
o Agreed 

 Organize appropriate training and/or networking events with current CBD businesses 
o Promotion Recommendation 1: Turn this over to Economic Restructuring unless 

training is to build marketing capacity and networking is to build merchant 
cooperation. 

 
Promotion Recommendation 2: Develop and communicate a downtown Waynesboro commercial 
brand. Downtown Waynesboro needs a clear commercial brand. Creating a commercial brand starts 
with identifying commercial assets. Out of those assets comes a “promise” – a brand statement 
declaring what downtown Waynesboro will deliver (products/services) to its customers. What kinds of 
products, services, and experiences can I spend my money on? Furthermore, downtown Waynesboro’s 
promise to the consumer should be distinct from the City of Waynesboro’s collective promise to the 
consumer and distinct from competing commercial districts; especially downtown Staunton and 
downtown Harrisonburg (see competition discussion under Market Position above). Positive commercial 
brand awareness will increase the probability that customers will choose downtown Waynesboro when 
selecting a shopping or tourist destination. Before communicating the chosen brand, be sure downtown 
Waynesboro is prepared to fulfill the promise and expectations created (to avoid an unhappy customer). 

WDDI can work on branding with its partners including the City of Waynesboro and the Office of 
Economic Development and Tourism (www.VisitWaynesboro.net), the Greater Augusta Area Chamber 
of Commerce (https://augustava.com/visitors-guide/), and others. The City of Wayneboro’s current 
marketing and communication materials include the tagline/slogan “Where Good Nature Comes 
Naturally.” The City’s tagline is likely intended to convey a whole community brand for the purpose of 
attracting new residents, new visitors, and new businesses to the City of Waynesboro. It does not 
convey much about the essence of what kinds of products, services, and experiences I can spend my 
money on in downtown Waynesboro. WDDI currently uses the primary brand tagline/slogan “Where 
Good Experiences Come Naturally;” a spin on “Where Good Nature Comes Naturally.” The fact is that 
downtown Waynesboro is a commercial district that needs a strong commercial brand/identity for it to 
be a choice that is on the consumer’s radar screen (both nearby residents and distant visitors). “Where 
Good Experiences Come Naturally” has a lot of potential as a branding tagline/slogan, especially if it 
leveraged through the use of a brand statement. 

Brand taglines/slogans are intended to be succinct, catchy, and memorable. Brand statements 
on the other hand are intended to convey a little more depth and detail (especially when accompanied 
by effective pictures). A brand statement (external audience) is different from a market position 
statement (internal audience), but the two must be compatible. As a reminder, the following DRAFT 
market position statement was proposed above: 

 
Downtown Waynesboro primarily offers convenient professional and personal care services and 
retail products to local residents (within a 10 minute radius) and users of the Appalachian Trail; 
and secondarily offers outdoor recreation products and services to those same customers plus 
daytrippers from Crozet, Staunton, Charlottesville, and Harrisonburg. In the future Waynesboro 
could expect more daytrippers and overnighters from Roanoke and Richmond attracted to 
Waynesboro due to regional (including downtown Staunton and Harrisonburg) outdoor 
recreation and arts and entertainment offerings. Downtown Waynesboro independent and 
affordable restaurants form the perfect complement. 

 

http://www.visitwaynesboro.net/
https://augustava.com/visitors-guide/
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WDDI needs to collectively settle on a single brand in which you will invest volunteer and 
financial resources to strengthen and promote and to establish a commercial brand that is uniquely or 
distinctly downtown Waynesboro. A strong brand will be necessary for downtown Waynesboro to have 
a strong presence within regional collaborations and cooperative marketing ventures with the City of 
Waynesboro and the Office of Economic Development and Tourism, the Greater Augusta Area Chamber 
of Commerce, and others. The downtown Waynesboro brand should be both compatible with and 
integral to the larger community brand established by those partners. 

Among its partners, WDDI should request ownership of messaging related to downtown. WDDI 
should work with other nearby downtown commercial districts (e.g. Staunton, Harrisonburg, etc.) to 
develop a stronger regional identity and solidify Waynesboro’s Main Street district within that 
framework. 

 
THOUGHTS ON www.VisitWaynesboro.net: 

 Nice website 
o Unique to Waynesboro. Good to see that the unique (in bold) is clustered downtown. 

 Blue Moon Galleries  417 West Main St 
 Bonsai Market  504 West Main St 
 Healthy Habits  510 West Broad St 
 Gassman Automotive Products www.gassmanautomotive.com 184 North 

Bayard Ave 
 G & W Motorwerkes www.gandw.com 518 West Main St 
 Initial Inspiration www.initialinspriation.com 412 West Main St 
 It’s a Country Thing  2014 Goose Creek Road 
 Mariah Amine Couture www.mariahamine.com 112 South Wayne Ave 
 Market on Main  407 West Main St 
 Rockfish Gap Outfitters www.rockfishgapoutfitters.com 1461 West Main St 
 Silver Gallery www.silvergallery.com 417 West Main St 
 South River Fly Shop www.southriverflyshop.com 317 West Main St 
 Stone Soup Books & Cafe www.stonesoupbooks.net 908 West Main St 
 The Warehouse www.waynesborowarehouse.com 2640 West Main St 
 Under The Roof www.undertheroof.com 409 West Main St 
 Virginia Framing  328 West Main St 
 Waynesboro Florist  325 West Main St 

 Would like to see downtown more visible 
o Downtown not showcased on Shopping page 
o Downtown not showcased on Dining Page 

 Precedence is set with Willow Oak Plaza (they are showcases and a shopping 
center) 

 Other websites WDDI should monitor and request ownership of messaging related to downtown 
o www.virginiavalley.com  
o www.visitaugustacounty.com  
o https://augustava.com/visitors-guide/  

 
A commercial brand for downtown Waynesboro is different than a 

corporate identify for WDDI. WDDI has a corporate logo. It will help if 
WDDI makes a clear separation between a brand for downtown 
Waynesboro and a corporate image for WDDI. The two are very different 

http://www.visitwaynesboro.net/
http://www.virginiavalley.com/
http://www.visitaugustacounty.com/
https://augustava.com/visitors-guide/
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and should have different logos. Branding is communication and communication should speak to a 
particular audience; message and method. WDDI’s target audience is largely downtown stakeholders 
(insiders if you will). Downtown Waynesboro’s commercial brand needs to target downtown’s 
customers who are largely not WDDI insiders. To further complicate the logo discussion, WDDI will want 
complementary logos for each of their events. The event logo for Virginia Chili, Blues n’ Brews Festival 
for example doesn’t contain ties to WDDI’s corporate logo or each other. If they did, it would 
communicate the fact that these events are all put on by WDDI. 

WDDI should invest more human (volunteer and staff) and financial resources in advertising that 
brands the district. Commit for the long haul. All of WDDI’s promotional materials, marketing 
campaigns, logo, messaging, social media/website presence, design aesthetic, and business 
development efforts should be consistent, of high quality, and reflect and reinforce the brand. All of 
WDDI’s committees should strengthen this brand through their projects and tasks. WDDI’s investment in 
establishing a strong and effective brand will be a valuable service to downtown Waynesboro’s 
merchants. Coach those businesses on co-branding themselves with downtown Waynesboro’s brand 
and show them how to benefit from collective promotions. 
 
BRANDING/MESSAGING (from www.VisitWaynesboro.net): 

 Where Good Nature Comes Naturally (this is a definite step up from “Hospitality in the Valley”) 
o Where Heritage Comes Naturally 
o Where Getting Hooked Comes Naturally 
o Where Adventure Comes Naturally 
o Where Views Come Naturally 
o Where Leisure Comes Naturally 
o Where Relaxation Comes Naturally 
o A Natural Place to Explore a Stunning Landscape. 

 Roll down the windows and savor the breeze as you enjoy a leisurely pace along 
the Skyline Drive or Blue Ridge Parkway. Enjoy the magnificent vistas from over 
100 overlooks or spend some time on the 682 miles of hiking trails. Enter the 
Plumb House and step back in time to the Civil War era as you wander through 
one of Waynesboro’s oldest dwellings. Satisfy your inner artist with a tour of the 
P. Buckley Moss Museum. Get caught up in the activity of one of the many 
yearly events or relax by the fireside at a restful bed & breakfast. [this is a brand 
statement] 

o Where Good Experiences Come Naturally (WDDI’s spin for branding downtown) 
 Note: Shop/Dine/Discover can be an effective web site organizational structure, 

but is really not an effective tagline. 
 
PROMOTION POSSIBILITIES AS AN OUTGROWTH OF “Where Good Nature Comes Naturally” BRAND: 

 Nature focused/themed events 
o Current WDDI events (do these events and titles communicate the brand?): 

 Taste of the Town 
 The Virginia Chili, Blues ‘N Brews Festival 
 The Waynesboro Motorsports Show 
 The River City Wine Festival 
 Waynesboro Takes the Runway (1st year in 2012) 

o Other Waynesboro events (see above) 

 Good (to great) hospitality 

http://www.visitwaynesboro.net/
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 Local vendors and talent 
 
BRAND/MESSAGING AND “HISTORIC” 

 Downtown Waynesboro has developed organically over many years. Historic materials and 
craftsmanship (key assets) should be leveraged. However, “historic” may not be the choice for 
branding downtown Waynesboro (e.g. with the brown Historic Downtown signs). 

 
Promotion Recommendation 2A: Test the brand through an application 
 
Promotion Recommendation 3: Create a downtown Waynesboro marketing plan. The goal of the plan 
must be to market the downtown as a commercial district, not to raise funds for WDDI. A requirement 
of one major event per year may not fit the marketing plan. WDDI should invest in strategically 
marketing to downtown Waynesboro’s target customers (in partnership with the City of Waynesboro 
and the Office of Economic Development and Tourism, the Greater August Area Chamber of Commerce, 
and others). Business and district sustainability requires finding ways to continue promoting and 
building brand awareness 365 days a year. WDDI needs to ramp up their marketing plan efforts (see 
attachment) and make their promotions even more market-driven; tailoring promotional activities 
(types and timings) to attract target customer segments. The WDDI Promotion Committee and staff 
need to take the lead on this kind of high altitude view; refining the who, what, when, where, why, and 
how of their advertising (branding/image campaigns) and their events (special events and business 
promotions). WDDI should also help existing and future downtown Waynesboro businesses do the 
same. 

 
Promotion Recommendation 4: Transition/reposition existing downtown Waynesboro promotions 
and add new promotions to serve the marketing plan and communicate the commercial brand 
message (e.g. “Where Good Experiences Come Naturally”). WDDI needs to be very strategic with 
respect to downtown Waynesboro’s annual promotion calendar; targeting new promotions and 
retargeting existing promotions. Promotions have a way of taking on a life of their own. There is a 
phrase “run your promotions, don’t let them run you.” This is particularly dangerous if the primary 
purpose of events is to raise money to pay salary. Repositioning downtown Waynesboro’s 
promotions/events calendar to communicate downtown Waynesboro’s brand will not only improve the 
overall effectiveness of downtown Waynesboro’s marketing, but may free up human and financial 
resources. Ask the tough questions like “Which events, if any, communicate the brand?” (both in name 
and in nature). WDDI’s promotion/marketing efforts are largely event based. Unfortunately, the current 
event list communicates a weak/incomplete (e.g. downtown is about food and drink?) and mixed 
message (e.g. downtown is about fashion and motorsports). Missing from WDDI’s event message is the 
message the downtown is about nature and experience. Strive for events that not only generate foot 
traffic but are a downtown Waynesboro brand experience. Transitioning/repositioning existing events 
may involve changing the nature of the event, but may more simply involve renaming the event. Make 
sure some of the events are business promotions that sell products/ring cash registers.  

 Evaluate each downtown Waynesboro event. Does each name reflect the brand? Does each 
event really target and reach a regional audience (as believed) and is that necessary/a good 
thing? 

 Establish a true signature event that is the flagship brand communicator 

 Add new promotions to serve the marketing plan and communicate the commercial brand 
message (e.g. “Where Good Experiences Come Naturally”) 
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Promotion Recommendation 5: Consider a merchants subcommittee or forum. 
 
Promotion Recommendation 6: Community wide Hospitality Program. 
 
 
ORGANIZATION 
 
As mentioned above, within Main Street’s Economic Development Philosophy, the Organization 
Committee or Team must take the lead on developing partners by strengthening and leveraging an 
engaged public and other related local assets. WDDI’s board of directors and Organization Team 
(Committee) should explore ways that they can personally develop partners on behalf of WDDI. 
Partnership development and relationship building should not be centered on staff. As great as Kimberly 
is, partnerships need to be tied to WDDI. WDDI should also communicate opportunities to volunteer in 
the area of organization. 
 
Organization Observations: 

 WDDI sent out a survey a year ago (30 returns then face to face); top issues flooding and red 
tape 

 
Organization Scope of Work (from WDDI 2013-2014 Work Plan) 

 Fundraising – revamp Friends campaign (see Organization Recommendation 3 below) 

 Event management 
o Explore new event or ways to make current events more profitable 
o Produce 2014 Taste of the Town 
o Organization Recommendation 1: Reconsider event rationale/philosophy. “The events 

are necessary to provide operating capital to the organization as well as to showcase 
downtown” is not the right rationale/philosophy. Events should be first and foremost 
part of marketing plan. Events are normally a subcommittee of the promotion 
committee. 

 Meet monthly with City Manager 

 Create Annual report 
o Organization Recommendation 2: This is great! Keep it up. 

 
Organization Recommendation 3: Develop a long range plan for sustainable funding. The more diverse 
the income streams the better. The following are typical sources of funding for Main Street Programs: 

 Annual appeals/pledge drives (this is the bread and butter fundraising strategy for Main Street 
programs nationally). The Friends Campaign included in the WDDI 2013-2014 Work Plan could 
either fall under this fundraising category or under membership dues depending on how it is 
structured. 
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 Targeted appeals 
o Public sector target 
o Corporate target 
o Alumni target 
o Planned giving/endowments 

 Membership dues (require member benefits and may impact nonprofit status) 

 Earned income 
o Special event revenue 
o Product sales revenue 
o Business ventures - This Economic Restructuring Technical Assistance service did not 

include indepth exploration of earned income opportunities, but WDDI is encouraged to 
focus on this category of fundraising for no other reason than to set an entrepreneurial 
example (to walk the walk while they talk the talk). 

 Sponsorships (require sponsor benefits). It is best to market all sponsorship opportunities 
together one time annually (e.g. before businesses finalize their annual marketing budgets). 

o Special events 
o Public improvements 

 Grants (for funding projects not operations although some grants will provide some 
administration dollars) 

o Government (e.g. state or federal) 
o Private foundations 

 Property development & management (accepting/acquiring property, making improvements, 
and then selling or leasing the property for revenue). Any activity in this area would need to set 
a good example for private property owners and advance WDDI’s mission. 

 Special assessment districts 
o Nationally, many Main Street programs receive funding from special assessment 

districts such as business improvement districts (BIDs). Once created, they are an 
equitable way for groups of stakeholders (e.g. property owners) to share the cost of 
revitalization. However, they are difficult to establish. Virginia’s Arts & Cultural District 
legislation was specifically designed to provide targeted tax benefits as well as special 
tax districts, which may be another way to get a BID like function without having to 
specifically create a BID and all that entails. If the City of Waynesboro and WDDI are 
serious about strengthening downtown Waynesboro’s arts, culture, or tourism they 
should explore the creation of either an Arts and Cultural or Arts and Tourism District. 
With that designation, they could create either a small additional tax that goes to arts & 
cultural/tourism business promotions and administration by WDDI, or designate part of 
the tax revenue created by arts & cultural/tourism businesses (meals, lodging, sales 
and/or increase in property/BPOL revenues) specifically for promotion and management 
of the district. This may be a more targeted and less controversial way of getting to the 
same point, but also adds a layer of accountability to the process. 

 Tax increment financing (TIF) 

 Development impact fees (collected off development outside downtown and used to support 
downtown revitalization). 

 Hotel/motel tax (usually used to fund Main Street’s marketing/Promotion efforts) 

 Contract for services 
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Organization possibilities as an outgrowth of “Where Good Nature Comes Naturally” brand: 

 Nature-missioned partners 

 No artificial colors, flavors, or preservatives (honest, open, and sustainable business practices) 

 Financial sustainability plan 
 
 
ECONOMIC RESTRUCTURING 
 
As mentioned above, within Main Street’s Economic Development Philosophy, the Economic 
Restructuring Committee or Team must take the lead on developing businesses by strengthening and 
leveraging entrepreneurs and other related local assets. 
 
Economic Restructuring Observations: 

 Waynesboro possesses positive economic development structure. WDDI, the City Waynesboro; 
the Economic Development/Tourism, Planning, and Parks & Recreation Departments; and the 
Redevelopment & Housing Authority have been working collectively to establish downtown as a 
green business, recreational, entertainment-based destination embracing the South River (e.g. 
fly fishing) as their greatest asset. They are beginning Phase II of their streetscape, recently 
completed Phase I of their Greenway, built their Fish-Deck and completed 8 major façade 
improvements. Park renovation will happen in the next couple years. They are trying to establish 
a branch of the Museum of Natural History in downtown as part of the Center for Coldwaters 
Restoration. 

 WDDI desires assistance in how to motivate entrepreneurs who are already here; best business 
practices aren’t being followed 

o WDDI realizes downtown can use more entrepreneurs 
o WDDI/Waynesboro is not seeing a lot of entrepreneurial activity 
o Don’t have access to mentoring/technical assistance; the Staunton Creative Community 

Fund (SCCF) has a contract with the city and has been involved with the events 
 WDDI does partner on Ignite and hOUR (resource exchange/barter program, 

national tool) 
o Expressed need for access to capital (e.g. bigger checks for bigger projects) 
o Awareness and education of tools is paramount issue 

 Waynesboro experiences brain drain, promising kids leave Waynesboro 

 No WiFi downtown 

 WDDI/Waynesboro desire to get more people to live downtown 
o The downtown business/residential mix offers an appreciated quality of life 
o Separate housing study (Market Feasibility Analysis: Waynesboro Ice Plant) 

 Businesses/property owners are competing rather than cooperating 

 Opportunity to develop new buildings along park 

 Augusta County Economic Development’s focus is on value added agriculture 

 The Brownfield effort is setting clear goals for specific properties ($400,000 – 2/3 environmental 
analysis, 1/3 warm and fuzzy) 

o More precise flood model 
o Reducing risk, what can work at any particular location, vision 
o May involve some interiors 
o Federal funds could be targeted for implementation  
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 Brownfield Charrette from Monday, September 23rd thru Thursday the 26th 
(http://www.revitalizingdowntownwaynesboro.com/brownfields/brownfield-charrette/)  

 
Economic Restructuring Scope of Work (from WDDI 2013-2014 Work Plan) 

 With Dept. of Economic Development, seek and actively recruit businesses interested in locating 
downtown 

o Economic Restructuring Recommendation 1: Seek to actively attract entrepreneurs 
instead. 

o Develop business opportunities for entrepreneurs 
 Economic Restructuring Recommendation 2: Change wording or eliminate to 

avoid unreasonable and unhealthy expectations. 
o Foster leasing opportunities for property owners 

 Focus on micro-loan program and finding good matches for loans 
o Economic Restructuring Recommendation 3: Continue marketing existing financial 

resources/incentives. Consider other strategies for providing capital. 

 Recruitment of green and recreation based businesses 
o Economic Restructuring Recommendation 4: Use the word attraction rather than 

recruitment. 
o Continue programs like Green Drinks, Business Toolkit, Ignite, hOUR Economy, Funding 

brochure 
o Economic Restructuring Recommendation 5: Develop a guerilla marketing campaign to 

promote downtown Waynesboro as the best place for green and recreation based 
businesses to locate/relocate. 

 Disseminate market study results to businesses when complete 
o Agreed 
o Help businesses make the best use of info for recruitment and retention 

 Study the Center for Coldwaters Restoration’s work 
o Economic Restructuring Recommendation 6: Do more than study. Begin leveraging 

natural resources to grow agriculture and tourism. Secure a site. 

 Maintain a database of downtown properties and vacancies 
o Agreed 

 Track new business inquiries via the City’s retention/expansion record keeping system 
o Agreed 

 
Economic Restructuring Recommendation 7: More active/proactive entrepreneurial development. 
(complementing local and regional resources and partners such as SCCF, WISE, Ignite Waynesboro, and 
Waynesboro High School). As discussed above, independent and local owners (of property and 
businesses) are a key downtown Waynesboro asset. To be successful in an ever-changing market, 
historic commercial districts need more entrepreneurs. Developing entrepreneurs will not only 
reestablish the economic health but also the social health of downtown Waynesboro. More locally-
owned properties and businesses, more family owned and operated businesses, and more independent 
owned businesses will translate into more civic minded owners. It will also reinforce downtown 
Waynesboro as the center of commerce, culture, and community life. Developing entrepreneurs, 
particularly small ventures, is a way to connect WDDI’s Economic Restructuring Committee or Team with 
existing and potential regional economic development partners for supporting entrepreneurs; namely: 

 City of Waynesboro 
o Office of Economic Development and Tourism 

http://www.revitalizingdowntownwaynesboro.com/brownfields/brownfield-charrette/
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o Planning Department 

 Greater Augusta Regional Chamber of Commerce 

 Small Business Development Center (SBDC) and Service Corp of Retired Executives (SCORE) 
o SBDC offices in Harrisonburg (Shenandoah Valley SBDC www.valleysbdc.org) and 

Charlottesville 
o Shenandoah Valley Chapter 427 www.scorevavalley.org  

 Regional Colleges & Universities: 
o Blue Ridge Community College (Weyers Cave) 
o Bridgewater College (Bridgewater) 
o James Madison University (Harrisonburg) 
o Mary Baldwin College (Staunton) 
o National College (Charlottesville and Harrisonburg) 
o University of Virginia (Charlottesville) 

 Waynesboro City Schools 

 Waynesboro Civic Organizations 
WDDI’s Economic Restructuring Committee is encouraged to follow the entrepreneurial 

development strategies that are the standard roles for Economic Restructuring Committees as part of 
the Main Street Four Point Approach®. A recent Virginia Main Street Essentials was focused on this topic 
so the strategies will not be repeated in detail here. The session presentations and supplemental 
handouts are posted on the Virginia Main Street training archive webpage 
(www.dhcd.virginia.gov/MainStreet/TrainingArchive/default.htm). Those strategies can be summarized 
as: 

 Plant the seed for entrepreneurship and grow Waynesboro’s entrepreneurial spirit/culture 
o Work with the partners listed above on new projects (entrepreneurial development 

projects would be eligible for a Virginia Main Street Downtown Improvement Grant), 
and the following in particular: 

 City of Waynesboro (Office of Economic Development and Tourism and Planning 
Departments) 

 Partner with the Waynesboro Innovative Student Entrepreneur (WISE) 
Competition 

o Funded in 2012 through an Innovation Grant from the Virginia 
Enterprise Initiative. Funds received were used for a student 
entrepreneurial business proposal competition. 

o Goal was to “foster business and job creation and engage the 
community by identifying, funding, and mentoring a new 
generation of business people committed to revitalizing 
Downtown Waynesboro.” 

o  

 Partner with the Ignite Waynesboro program 
www.waynesborobusiness.com/Local-Business-Services-IGNITE-
Waynesboro.aspx  

o Follows the national format of ignite events 
o Entrepreneurs can present a program they’d like to launch, a 

new initiative they’d like to see adopted in Waynesboro, etc. 
o The audience can give feedback; vote on their favorite ideas; 

and provide constructive suggestions, resources, and networks 
to the presenters 

http://www.valleysbdc.org/
http://www.scorevavalley.org/
http://www.dhcd.virginia.gov/MainStreet/TrainingArchive/default.htm
http://www.waynesborobusiness.com/Local-Business-Services-IGNITE-Waynesboro.aspx
http://www.waynesborobusiness.com/Local-Business-Services-IGNITE-Waynesboro.aspx
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o “people’s choice awards will be selected each night, with fun 
local prizes. the City of Waynesboro will also give away a $7,000 
1st place prize and a $4,000 2nd place prize to help launch 
ignite inspired projects.” 

 Waynesboro City Schools 

 WDDI can advocate for and assist in the creation of youth entrepreneur 
curricula and clubs in the high school (and later in other grades) 

o Partner to promote the 2013 NFIB (National Federation of 
Independent Business) Young Entrepreneur Awards 

 WDDI could research and connect with Waynesboro High School 
courses and clubs with a connection to business and entrepreneuership 

 Be aware of and consider the possibilities for partnering with The Waynesboro 
Project http://waynesboroproject.com/ “a non-profit formed for the purpose of 
teaching entrepreneurship to young people who are either juniors or seniors in 
high school or recently graduated within the last two or three years.” 

 Waynesboro Civic Organizations. 

 WDDI can partner with local clubs/organizations to plant the seed for 
entrepreneurship and grow Waynesboro’s entrepreneurial spirit/culture 
in their members and in those they serve. 

 Grow entrepreneurial ventures (Phase 1). Growing includes starting, improving, expanding, 
spinning-off, and transitioning. 

o WDDI should create one or more new entrepreneurial networks. 
o WDDI should help promote the availability of existing grants, loans, and other economic 

restructuring resources. www.waynesborobusiness.com/Local-Business-Services-
Incentives-and-Financing.aspx  

 Enterprise Zone: Local, state and federal tax and cash grant incentives to 
property owners and businesses investing within the zone boundaries. 
Currently, Waynesboro has two Enterprise Zones. Zone 1 includes the 
downtown district. 

 Facade Grant: The City of Waynesboro Facade Improvement Grants are 
reimbursement grants, available for 50% of the total project cost, up to a 
maximum of $5,000. There are also CDBG facade grants available ranging from 
$2,000 to $20,000 based on each structure's condition and level of need. A 
dollar for dollar owner match is required. 

 Sidewalk and Landscaping Grant: Qualifying applicants may receive 50% of 
landscaping or sidewalk improvement costs, up to a maximum of $4,000. 

 Historic Tax Credits: For buildings contributing to the Waynesboro Downtown 
Historic District, tax credits up to 25% of qualified expenditures through the 
Virginia Department of Historic Resources and up to 20% of qualified 
expenditures through the National Park Service. 

 Revolving Loan Fund: You may apply for a loan of up to $15,000, for a maximum 
of 3 years. The interest rate is Prime less .25% (currently 3%). 

 Staunton Creative Fund http://stauntonfund.com/programs/  

 Free, no-obligation coaching. 

 Locally serviced loan funds for startup and expanding businesses. 

 Individual Development Accounts: matched funds for job training and 
businesses. 

http://waynesboroproject.com/
http://www.waynesborobusiness.com/Local-Business-Services-Incentives-and-Financing.aspx
http://www.waynesborobusiness.com/Local-Business-Services-Incentives-and-Financing.aspx
http://stauntonfund.com/programs/
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 Training and other development programs, including Food Education for 
Entrepreneurial Development (F.E.E.D.). 

o WDDI should help businesses align their position with downtown Waynesboro’s working 
market position (e.g. help business shift retail floor strategies, products, and services to 
offer a little more outdoor recreation products and services). 

 Attract entrepreneurs to the Main Street district and field entrepreneur inquiries. The best way 
to find today’s and tomorrow’s entrepreneurial property and business owners is to let the world 
know how attractive you are and let them find you. 

 Continue growing entrepreneurial ventures (Phase 2). 
o Create new, more accessible, and more flexible sources of capital. Lack of capital is a 

reason many entrepreneurial ventures never open. Undercapitalization is a reason 
many that do open don’t succeed. Existing Waynesboro grants, loans, and other 
economic restructuring resources (see above) may not address every need for capital. 
Where there is unmet need, WDDI can work on their own and with partners to fill the 
gap. For example, the above resources may not address the business growth needs of 
small retail and service entrepreneurs. The possible strategies included here build upon 
exciting efforts in the area of local investing. Readers of this report are encouraged to 
also read Locavesting: The Revolution in Local Investing and How to Profit From It by 
Amy Cortese and Local Dollars, Local Sense: How to Shift Your Money from Wall Street 
to Main Street and Achieve Real Prosperity--A Community Resilience Guide by Michael 
Shuman. 

 Definition: Unaccredited investing. Investment by individuals with a net worth 
of less than $1 million and an annual incomes less than $200,000 ($300,000 for 
couples). 98% of individuals are unaccredited. This distinction is important 
because Waynesboro entrepreneurs are limited in their abilities to raise capital 
from unaccredited investors. Local Waynesboro unaccredited residents are also 
limited in their ability to invest in local entrepreneurial ventures. These 
limitations are the result of SEC “protections.” 

 Definition: Security. A security is any financial instrument (debt, equity, royalty) 
sold for financial gain and must be registered with the SEC (see A Guide for 
Small Businesses on Raising Capital and Complying with the Federal Securities 
Laws www.sec.gov/info/smallbus/qasbsec.htm). There are four exemptions. 

 Private offerings to a limited number of persons or institutions; 

 Offerings of limited size; 

 Intrastate offerings; and 

 Securities of municipal, state, and federal governments 
See also Capital Formation Alternatives for Small Business in Virginia, The 
Securities Regulation and Offering Process 
www.scc.virginia.gov/srf/bus/smbusalt.aspx#process  

 Definition: Crowdfunding. Raising funds through aggregate small sums from 
many individuals. Crowdfunding can take the form of loans (crowdfunded 
business loans are not yet common), presales, equity shares, etc. 

 Goal: Make debt financing more accessible. 

 Strategy: Start a Waynesboro Move Your Money Campaign. Supporting 
Waynesboro’s credit unions or starting a new community bank (a bank 
that is locally owned and rooted in the community) in turn supports 
local businesses beyond those financial institutions. Get local residents 

http://www.sec.gov/info/smallbus/qasbsec.htm
http://www.scc.virginia.gov/srf/bus/smbusalt.aspx#process
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to move some or all of their deposits to a Waynesboro credit union or a 
new community bank. 

o Resource: Main Street Organizations and Community Banks: 
Natural Allies by Andrew Farrell in MainStreetNOW, MAY/JUNE 
2012. “Why should Main Street programs be concerned with 
community banks? They invest in your community, support your 
local businesses, serve as important stakeholders in the 
community – and are huge fans of Main Street revitalization…In 
Batesville (AR), the Citizens Bank and the Main Street program 
formed a partnership connected to the bank’s low-interest loan 
program.” 

o Resource: See http://moveyourmoneyproject.org/ for campaign 
development resources. 

o Resource: See also Tools for Starting a Local Move Your Money 
Campaign www.ilsr.org/resources-starting-local-banking-
campaign-your-community/  

o Resource: The websites www.moveyourmoney.info, 
www.creditunion.coop/cu_locator/quickfind.php, and 
www.icba.org/consumer/banklocator.cfm identify the following 
Waynesboro credit unions, but no community banks. 

 Waynesboro Employees Credit Union 
 DuPont Community Credit Union 
 Valley Community CU 

 Strategy: Take full advantage of all local financial institutions. Build upon 
the Commercial Lender Pool identified above. 

o Work with any and all willing Waynesboro financial institutions 
to create additional lending platforms while also facilitating 
local investment (e.g. linking local deposits with local loans). 
Help investors put money on deposit in community 
development banks and credit unions to stimulate commercial 
lending (both accredited and unaccredited investors). See the 
SHARE (Self-Help Association for a Regional Economy) 
http://neweconomicsinstitute.org/publications/authors/witt/su
san/local-currencies and Alternatives Federal Credit Union 
programs www.alternatives.org/cpl.html for examples. 

o Help increase the investor confidence of Waynesboro loan 
officers. “John Dews, president and CEO of the Citizen’s Bank in 
Batesville, Arkansas, says it plainly: ‘Small business lending is 
the core of community banking, and I have confidence in my 
local merchants in part because of the local Main Street 
program’s ability to provide structure and guidance to them.’” 
(Main Street Organizations and Community Banks: Natural Allies 
by Andrew Farrell) 

 Create local loan guarantees. “In essence, another 
institution guarantees that, should a loan made through 
the loan guarantee program fail, it will pay off all or part 
of the loan. Guarantees are funded by setting aside 
monies from a public source, a foundation or other 

http://moveyourmoneyproject.org/
http://www.ilsr.org/resources-starting-local-banking-campaign-your-community/
http://www.ilsr.org/resources-starting-local-banking-campaign-your-community/
http://www.moveyourmoney.info/
http://www.creditunion.coop/cu_locator/quickfind.php
http://www.icba.org/consumer/banklocator.cfm
http://neweconomicsinstitute.org/publications/authors/witt/susan/local-currencies
http://neweconomicsinstitute.org/publications/authors/witt/susan/local-currencies
http://www.alternatives.org/cpl.html
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charitable source, or a corporation in an amount equal 
to a percentage of the total pool of loans for which 
guarantees will be provided.” (Public-Private 
Development Finance by Kennedy Smith, Main Street 
News, May 2007) 

 Create targeted low-interest loan pools/programs. 
“Low-interest loan programs are usually capitalized by 
local and regional lenders, with low- or no-interest 
money from a public source, a foundation, or another 
entity blended in to lower the overall interest rates the 
fund can offer.” (Public-Private Development Finance by 
Kennedy Smith, Main Street News, May 2007). Another 
approach is to “buy down” interest rates with cash from 
another source. (Cool Economic Development Tools by 
Kennedy Smith, Main Street Now, November/December 
2010) 

 Case example: Downtown Hays Development 
Corporation and the City of Hays have created 
an interest buydown program for façade 
improvements. The program, funded with a 
$15,000 appropriation from the city 
government, will effectively reduce façade 
improvement loans of up to $20,000 by several 
basis points. (A basis point is one percent of the 
amount of the loan.) 
www.chestnutstreetdistrict.com/business/mres
ources/incentives.html  

 Strategy: Create alternative, gap, or secondary sources of debt financing 
such as additional loan funds (revolving, low-interest, and micro loans 
not serviced by banks or credit unions). Microlending is usually funded 
by large corporations, state/federal government, and foundations. 

o Case example: Burke Business Loan Program, Morganton (NC), 
http://burkedevinc.com/business-resources/entrepreneurs-
small-businesses/, mentioned because working capital is 
eligible.  

o Case example: Main Street Gardnerville (NV) low-
interest/revolving loan program (USDA funded). “The revolving 
loan program managed by Main Street Gardnerville, however, 
provides loans that carry a 2 percent interest with repayment 
spread over five to 10 years. Loans generally total $1,500 to 
$10,000, although they may go higher.” 
www.nnbw.com/ArticleRead.aspx?storyID=20547  

o Case example: Federal Hill Microloan Program 
www.preservationnation.org/main-street/main-street-
news/story-of-the-week/2011/111207/main-street-takes-the-
white.html (scroll down to second story). First, the Board of 
Directors allocated $5,000 from its annual gala and raised an 
additional $4,600 in contributions to fund the program. Later, 

http://www.chestnutstreetdistrict.com/business/mresources/incentives.html
http://www.chestnutstreetdistrict.com/business/mresources/incentives.html
http://burkedevinc.com/business-resources/entrepreneurs-small-businesses/
http://burkedevinc.com/business-resources/entrepreneurs-small-businesses/
http://www.nnbw.com/ArticleRead.aspx?storyID=20547
http://www.preservationnation.org/main-street/main-street-news/story-of-the-week/2011/111207/main-street-takes-the-white.html
http://www.preservationnation.org/main-street/main-street-news/story-of-the-week/2011/111207/main-street-takes-the-white.html
http://www.preservationnation.org/main-street/main-street-news/story-of-the-week/2011/111207/main-street-takes-the-white.html
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the organization announced that a portion of proceeds from its 
major yearly fund-raising gala, the 2011 Annual Fest-of-All: A 
Celebration of Everything Federal Hill, would be earmarked for 
the program. The event was sold out for the first time. Many 
who purchased tickets expressed a desire to support the 
microloans and small business assistance in general. Initially, the 
revolving fund provided loans of $500 to $3,000 at an interest 
rate of about 5 percent for periods of six months to three years. 
Sample program documents are available in the National Main 
Street Center Solution Center 
www.preservationnation.org/main-street/resources/sample-
documents/members-only/federal-hill-microloan.html.  

o Case example: Ronceverte Development Corporation revolving 
loan program for small business assistance 
http://mainstreetronceverte.com/about/main-street/revolving-
loans/. Program was funded with $50,000 from the USDA. Loans 
range from $1,000 to $10,000. “says Hylton... ‘For the first time 
ever, our regional USDA wanted to bring all of its available 
programs into Ronceverte.’ They included the Rural Business 
Enterprise Grant, the Community Facilities Grant and the 
Guaranteed Loan programs for entrepreneurs. By October 2006, 
RDC had been awarded $300,000 for the purchase and 
renovation of three buildings and $50,000 for revolving loans to 
provide small business assistance.” (Ronceverte Redevelopment 
Renaissance by Tom Neeley and Andrea L. Dono, from Main 
Street Story of the Week, October 3,2011 
www.preservationnation.org/main-street/main-street-
news/story-of-the-week/2011/11104/ronceverte-
redevelopment.html)  

o Case example: Louisville’s (KY) Downtown Commercial Loan 
Fund 
www.downtowndevelopmentcorp.org/EconomicDevelopment/D
owntownCommercialLoanFund/tabid/5798/Default.aspx and 
Downtown Housing Fund 
www.downtowndevelopmentcorp.org/EconomicDevelopment/H
ousing/tabid/4090/Default.aspx#DHF  

 Strategy. Create a local investment club that offers interest paying loans 
(contingent upon Virginia laws in this area). 

o Case example: No Small Potatoes 
www.slowmoneymaine.org/investment-club/  

 Strategy: Create a local vehicle for facilitating individual interest paying 
loans. 

o Case example: Local Investment Opportunity Network (LION) 
Port Townsend (WA) (https://l2020.org/LION). See also Portland 
(OR) LION (http://lionpdx.com/). This example is included here 
and not under local investment club because loans are not made 
by the network but by the individuals in the network. This 
strategy facilitates investing by relying on the private offering 

http://www.preservationnation.org/main-street/resources/sample-documents/members-only/federal-hill-microloan.html
http://www.preservationnation.org/main-street/resources/sample-documents/members-only/federal-hill-microloan.html
http://mainstreetronceverte.com/about/main-street/revolving-loans/
http://mainstreetronceverte.com/about/main-street/revolving-loans/
http://www.preservationnation.org/main-street/main-street-news/story-of-the-week/2011/11104/ronceverte-redevelopment.html
http://www.preservationnation.org/main-street/main-street-news/story-of-the-week/2011/11104/ronceverte-redevelopment.html
http://www.preservationnation.org/main-street/main-street-news/story-of-the-week/2011/11104/ronceverte-redevelopment.html
http://www.downtowndevelopmentcorp.org/EconomicDevelopment/DowntownCommercialLoanFund/tabid/5798/Default.aspx
http://www.downtowndevelopmentcorp.org/EconomicDevelopment/DowntownCommercialLoanFund/tabid/5798/Default.aspx
http://www.downtowndevelopmentcorp.org/EconomicDevelopment/Housing/tabid/4090/Default.aspx#DHF
http://www.downtowndevelopmentcorp.org/EconomicDevelopment/Housing/tabid/4090/Default.aspx#DHF
http://www.slowmoneymaine.org/investment-club/
https://l2020.org/LION
http://lionpdx.com/
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exemption for preexisting relationships. “So far, none of the 
businesses that have entered loan agreements with LION 
members have defaulted… ‘What we’ve seen, because people 
are forming relationships, working with neighbors, and coming 
in every day to support them, even if a business does go under, 
they would continue making payments to make it whole,’ Frazier 
says. (http://lioninvesting.com/2011/11/local-investing-is-a-
growing-option-for-the-dairy-industry/)” From “LION: A 
matchmaker for investors, businesses” 3/7/2012 
www.ptleader.com: 

 Number of current LION investors: 58 
 Number of distinct LION deals: 43 
 Amount invested so far: $2,749,000 
 Median loan: $35,000 
 Interest rate on loan: Varies from 5 to 7 percent with 

some as high as 8 percent 
o Peer-to peer lending crowdfunding examples (Waynesboro 

entrepreneurs should be aware of these sources of capital even 
though they currently don’t facilitate local peer-to-peer 
lending.): 

 Prosper www.prosper.com  
 Lending club www.lendingclub.com 

 Strategy: Offer microlending (small interest paying loans) through a new 
or existing non-profit economic development organization, non-profit 
financial services organization, community development 
corporations/entity (CDC/CDE), or community development financial 
institution (CDFI). Support local or regional community development 
entrepreneurs. For example, work with Staunton Creative Community 
Fund to offer targeted business loans. 

o Case example: Coastal Enterprises, Inc. www.ceimaine.org. CEI 
is a private, nonprofit Community Development Corporation 
(CDC) and Community Development Financial Institution (CDFI) 

o Case example: The Economic and Community Development 
Institute (ECDI) www.ecdi.org/about/index.html 

o Case example: RSF Social Finance http://rsfsocialfinance.org and 
their RSF Social Investment Fund 
http://rsfsocialfinance.org/services/investing/social/. 

 Strategy: Create a local vehicle for facilitating individual interest free 
loans. This is not quite charity since the lender gets their money back 
along with a nonfinancial return on their investment (the fruition of 
something they believe in). 

o Crowdfunding example: Kiva www.kiva.com 
 Goal: Make presale financing more accessible. Build the capacity of local 

entrepreneurs to presell products and/or services to fund growth. Modeled 
after community supported agriculture (CSA). Advantages of this type of 
financing include 1) it doesn’t encumber entrepreneurs with debt, 2) it could 
help build a loyal customer base, and 3) the owner doesn’t give up ownership 
control. 

http://lioninvesting.com/2011/11/local-investing-is-a-growing-option-for-the-dairy-industry/
http://lioninvesting.com/2011/11/local-investing-is-a-growing-option-for-the-dairy-industry/
http://www.prosper.com/
http://www.lendingclub.com/
http://www.ceimaine.org/
http://www.ecdi.org/about/index.html
http://rsfsocialfinance.org/
http://rsfsocialfinance.org/services/investing/social/
http://www.kiva.com/
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 Community supported restaurant (CSR) examples. 
o In June 2011, Baan Thai Cuisine opened up in Newport City, VT, 

thanks to the support of the community. It’s an “edible 
investment” opportunity that allows locals to help open the only 
Thai restaurant downtown. For $500 investors get a prepaid 
diner card that gives them 25% off their bill. They attracted 35 
investors and raised $17,000. The six partners in the project 
include the city’s mayor, an artist, a developer, a financial 
advisor, and the chef. Each partner brings some expertise to the 
mix from setting up the books, to designing the menu, to 
navigating the renovation and permitting process. 

o Bobcat Café (www.bobcatcafe.com) in Bristol, VT (Bristol is a 
designated Main Street community). 

o The Bee’s Knees in Morrisville, VT. 
www.necn.com/Boston/Business/The-Bees-Knees-
Communitysupported-restaurant/1203476198.html, 
www.vpr.net/news_detail/79214/  

o Awaken Café www.awakencafe.com. Preselling story detailed in 
Local Dollars, Local Sense: How to Shift Your Money from Wall 
Street to Main Street and Achieve Real Prosperity--A Community 
Resilience Guide by Michael Shuman. 

 Community supported bakery (CSB) examples. 
o The Cupcake Bar, Durham (NC) http://cupcakebarbakery.com. 

Presold products and services via crowdfunding techniques. 
www.indiegogo.com/The-Cupcake-Bar. Goal of $15,000; raised 
$4,585. 

o Backdoor Bakery (www.backdoorbakeryvt.com/csb) in 
Huntington, VT. 

 Community supported chocolate shop (CSCS) example. Laughing Moon 
Chocolates (www.laughingmoonchocolates.com/index.cfm?page=15) in 
Stowe Village, VT. 

 Goal: Make equity financing more accessible. 

 Strategy: Shared building ownership/equity 
o Case example: In 2010, in Downtown Torrington CT, when 

several historic commercial buildings went into foreclosure, 
three area business men quickly pooled their resources, formed 
a company - Torrington Downtown Partners 
(www.torringtondowntownpartners.com), and bought them. 
When two more properties went into foreclosure, Steve Temkin, 
Steven Roth and David Bender decided to buy them, too. In the 
heart of the downtown – they obtained 120,000 square feet of 
space including shops, offices, apartments, a ballroom and a 
warehouse with the dream of rehabbing and finding new 
economic uses for these properties. But the partners wanted to 
get the community involved. They offered community members 
long frustrated at seeing empty storefronts in the downtown the 
opportunity to invest with $100 memberships that could entitle 

http://www.bobcatcafe.com/
http://www.necn.com/Boston/Business/The-Bees-Knees-Communitysupported-restaurant/1203476198.html
http://www.necn.com/Boston/Business/The-Bees-Knees-Communitysupported-restaurant/1203476198.html
http://www.vpr.net/news_detail/79214/
http://www.awakencafe.com/
http://cupcakebarbakery.com/
http://www.indiegogo.com/The-Cupcake-Bar
http://www.backdoorbakeryvt.com/csb
http://www.laughingmoonchocolates.com/index.cfm?page=15
http://www.torringtondowntownpartners.com/
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them discounts at local businesses and a vote on options 
regarding the development of the properties. So far they have 
173 members. 

 Strategy: Start a local private investment group or other local angel 
investor “club.” The disadvantage of this strategy is that “angels” tend 
to be looking for a high rate of return. 

 Strategy: Start a Business and Industrial Development Corporation 
BIDCO (active managerial assistance, “one of the best options residents 
of any given community might have for creating diversified portfolios of 
local businesses.) 
www.investopedia.com/terms/b/bdc.asp#axzz2NMTzVZWZ  

 Strategy: Assist Waynesboro entrepreneurs with low-cost direct public 
offerings (DPO). In other words, help them raise capital by selling equity 
shares or stock to the public. WDDI could also help market those shares 
since DPOs must be self marketed (IPOs are marketed through the 
major exchanges). Use the 80-80-80 provision to keep costs down (the 
business must reside, sell, reinvest in the state of Virginia). Note that a 
drawback of DPOs is that shares are Illiquid (difficult to trade). 

o Resource http://cuttingedgecapital.com 

 Strategy: Create a local/regional mutual fund like Portfolio 21 
www.portfolio21.com. This is a long range strategy that wouldn’t be 
possible until a critical mass of local/regional entrepreneurs have a DPO. 

 Strategy: Lead by example. Offer community stock ownership in a 
community owned business. While this doesn’t directly help a private 
Waynesboro entrepreneur, it gives WDDI practice in DPOs and in 
behaving entrepreneurially. See Community-Owned Stores: New 
Anchors for Older Main Streets, Forum www.ilsr.org/community-
owned-stores-anchors-older-main-streets/ and How to Launch a 
Community-Owned Store, www.ilsr.org/rule/financing-local-
businesses/community-owned-stores/. For more information see 
Community Owned Businesses: How Communities Become 
Entrepreneurs, Main Street News www.preservationnation.org/main-
street/main-street-now/2010/marchapril-/community-owned-
businesses.html. 

o Note: Cooperatives are an important vehicle for community 
business ownership. While they are a great strategy for filling 
downtown vacancies and addressing market needs, they aren’t 
a way for private entrepreneurs to raise capital (unless they are 
a social entrepreneur who is graciously willing to grow a 
business for the good of the community). However, WDDI could 
create an entrepreneurs co-op (e.g. a cooperative incubator for 
home-based businesses, an entrepreneur’s marketing co-op, 
and entrepreneurs purchasing co-op) 

 Goal: Make royalty financing available.  

 See Royalty Financing www.entrepreneur.com/article/52738  

http://www.investopedia.com/terms/b/bdc.asp#axzz2NMTzVZWZ
http://cuttingedgecapital.com/
http://www.portfolio21.com/
http://www.ilsr.org/community-owned-stores-anchors-older-main-streets/
http://www.ilsr.org/community-owned-stores-anchors-older-main-streets/
http://www.ilsr.org/rule/financing-local-businesses/community-owned-stores/
http://www.ilsr.org/rule/financing-local-businesses/community-owned-stores/
http://www.preservationnation.org/main-street/main-street-now/2010/marchapril-/community-owned-businesses.html
http://www.preservationnation.org/main-street/main-street-now/2010/marchapril-/community-owned-businesses.html
http://www.preservationnation.org/main-street/main-street-now/2010/marchapril-/community-owned-businesses.html
http://www.entrepreneur.com/article/52738
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 See Royalty Financing - An Equity Investment in Future Sales 
http://bizfinance.about.com/od/equityfinancing/qt/Royalty_Financing.h
tm  

 See Royalty Financing Law & Legal Definition 
http://definitions.uslegal.com/r/royalty-financing/  

 See An Alternative Financing Option for Start-ups 
http://online.wsj.com/article/SB10001424052748704679204575646940
403312602.html  

 Goal: Make combinations of debt, presale, equity, and royalty financing more 
available. Facilitate the combination of many of these strategies. 

 Case example: Claire's (www.clairesvt.com) in Hardwick, VT. Claire’s 
exists due to a creative four way partnership: 

o Claire’s LLC owns and operates the restaurant business. 
o Residents provided approximately $80,000 in community capital 

through prepaid shares and interest-paying loans. 
o Hardwick Restaurant Group (HRG) LLC owns the restaurant 

equipment which they lease to Claire’s LLC. HRG will ensure that 
the certified kitchen asset stays with the community even if 
Claire’s doesn’t. 

o Housing VT owns the building which they lease to Claire’s LLC. 

 Case example: Stage Door Cinema 
(http://stagedoorcinema.com/Stage_Door_Cinema/Home.html) in 
Fairfield, IA. 

 Strategy: Start a Virginia Slow Money Chapter www.slowmoney.org  
 Goal: Make charitable financing more accessible. 

 Strategy: Charitably minded venture capital funds. “The Boston 
Community Venture Fund and Pacific Community Ventures, for 
example, invest their equity in businesses that provide needed goods 
and services, like grocery stores, to underserved neighborhoods.” (Cool 
Economic Development Tools by Kennedy Smith, Main Street Now, 
November/December 2010) 

 Strategy: Grants supporting business growth.  
o Case example: Jackson Downtown Development Corporation 

www.downtownjackson.com/Business-Incentives.asp.  
 The New Business Rent Incentive Program is designed to 

help a targeted new business cover a portion of the rent 
while they establish their customer base in a new 
downtown location. 

 The New Business Marketing Program will help a 
targeted new business cover a portion of the marketing 
expense establishing its customer base in the new 
downtown location. 

o Case Example: LaGrange Development Corp. in Toledo, OH. They 
hosted a community investment event called SOUP. Community 
members made a donation at the door and had a meal while 
watching business presentations by local entrepreneurs. At the 
end they voted on their favorite idea. The organization hoped 

http://bizfinance.about.com/od/equityfinancing/qt/Royalty_Financing.htm
http://bizfinance.about.com/od/equityfinancing/qt/Royalty_Financing.htm
http://definitions.uslegal.com/r/royalty-financing/
http://online.wsj.com/article/SB10001424052748704679204575646940403312602.html
http://online.wsj.com/article/SB10001424052748704679204575646940403312602.html
http://www.clairesvt.com/
http://stagedoorcinema.com/Stage_Door_Cinema/Home.html
http://www.slowmoney.org/
http://www.downtownjackson.com/Business-Incentives.asp
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for 75 participants and got 200 and raised $1047. The winner of 
the cash prize was Glass City Pedicabs, a new bicycle taxi 
company. 

 Strategy: Forgivable loans. “The downtown management organizations 
in Mobile, Alabama; Lincoln, Nebraska; and Louisville, Kentucky, all 
offer, or have recently offered, forgivable loans for business start-ups 
and expansions in targeted downtown blocks. The programs vary 
slightly from one another, but their basic characteristics are similar. In 
Mobile, loans have an upper limit of $20,000, and business owners must 
match the loan amount 1:1 with their own funds. The loan term is five 
years, at zero percent interest. Borrowers must make monthly principal 
payments, but if the business remains in operation for five years, the 
loan repayments are refunded to the borrower.” (Cool Economic 
Development Tools by Kennedy Smith, Main Street Now, 
November/December 2010). Note, Mobile’s Retail Forgivable Loan went 
on hiatus www.downtownmobile.org/news.html?detail=184.  

o Case example: Louisville, KY Microenterprise Loan Program 
www.louisvilleky.gov/CSR/Community+Services/CAP-
Enterprise+Program.htm. It is interesting to note here that 
Louisville has other loan programs that may be worth emulating 
www.louisvilleky.gov/economicdevelopment/businessdevelopm
ent/loanprograms.htm. 

o Case example: Historic Downtown Sidney (NE) Retail Incentive 
Program. Up to $500 per month for six months by way of rental 
assistance. The loan is considered forgiven once the business has 
been in operation for two years 
www.cityofsidney.org/index.aspx?NID=327  

 Strategy: Charitable crowdfunding. 
o Crowdfunding example: Kickstarter www.kickstarter.com. 

Backers do not get ownership or equity in the projects they 
fund. Project creators keep 100% ownership of their work. 
Kickstarter cannot be used to offer financial returns or equity, 
or to solicit loans. Some projects that are funded on Kickstarter 
may go on to make money, but backers are supporting projects 
to help them come to life, not financially profit. 

o Crowdfunding example: Indiegogo www.indiegogo.com  

 Proactively recruit entrepreneurs. 
o Inventory and network with Waynesboro entrepreneurs outside the district. Eventually 

prioritize for proactive entrepreneur recruitment. 
 
Economic Restructuring possibilities as an outgrowth of “Where Good Nature Comes Naturally” 
brand: 

 Nature-based businesses (river-oriented and outdoor recreation businesses) 

 Environmentally friendly businesses (Doing Business the Greenway) 

 Locally sourced businesses 

 Good (to great) customer service 
 

http://www.downtownmobile.org/news.html?detail=184
http://www.louisvilleky.gov/CSR/Community+Services/CAP-Enterprise+Program.htm
http://www.louisvilleky.gov/CSR/Community+Services/CAP-Enterprise+Program.htm
http://www.louisvilleky.gov/economicdevelopment/businessdevelopment/loanprograms.htm
http://www.louisvilleky.gov/economicdevelopment/businessdevelopment/loanprograms.htm
http://www.cityofsidney.org/index.aspx?NID=327
http://www.kickstarter.com/
http://www.indiegogo.com/
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DESIGN 
 
As mentioned above, within Main Street’s Economic Development Philosophy, the Design Committee or 
Team must take the lead on strengthening and developing space by leveraging built history and other 
related local assets. 
 
Design Observations: 

 South River floods every 10-15 years (high water/floodplain all the way up to Waynesboro 
Florist) 

o Lots of studies, answer appears to be flood proofing buildings 

 Buildings in poor shape with owners lacking financial resources; space is not good to unusable 

 Brownfield study can address interiors of some properties 

 Looking for building code ideas, “Building Code for Dummies” 

 Don’t have bike racks downtown (tremendous biking area) 

 Very old parking study, parking meeting was held just prior to the Economic Restructuring 
Technical Assistance Visit, the Majestic looked at parking – had enough close 

o No longer teaching/testing parallel parking, need a competition/event 

 Top of the Mountain Gateway is an acknowledged visual problem 
 
Design Scope of Work (from WDDI 2013-2014 Work Plan) 

 Work with ED and Tourism on wayfinding system 
o Design Recommendation 1: Add Gateways to this project. Establish strong downtown 

presence at the Top of the Mountain (begin the script). See Developing a Wayfinding 
Program attachment. 

o Question: Why dark blue background for wayfinding system? That color scheme closely 
resembles Harrisonburg’s. The Waynesboro, Virginia - Community Branding Guide 
would seem to allow other color choices. 

 Serve as CDBG Façade Grant oversight committee 
o Design Recommendation 2: Continue overseeing City’s façade grant program 
o Design Recommendation 3: Uphold quality design standards/guidelines. Revisit 

Downtown Waynesboro Design Guidelines (has Kathy Frazier reviewed?). 
o Design Recommendation 4: Add environmental and commercial elements to Design 

Guidelines 

 Continue 2011 projects 
o Develop a plan for public/private partnership to develop upper level residential housing 

downtown 
o Continue implementation of new city brand 

 Design Recommendation 5: Keep this project under Design if from a graphic 
standpoint; Promotion would more logically take the lead from a messaging 
standpoint. 

 Flood study – Develop a strategy for funding of a comprehensive flood study for the DT district 
o Design Recommendation 6: Work with City Planning Department. Pursue “natural” 

solutions to flooding. Encourage private flood proofing initiatives like Ming Garden. See 
The 1993 Great Midwest Flood attachment. 
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Design Recommendation 7: Improve physical space (public and private) in support of commerce. 
Establish technical and financial incentives to assist property owners with interior building 
improvement-develop space that is good for business. Publish a “Waynesboro Building Code for 
Dummies” 
 
Design Recommendation 8: Establish a building owner forum. 
 
Design Recommendation 9: Work with the City of Waynesboro’s Building & Zoning Department, 
Property Maintenance Division. Facilitate the filing of complaints. “Action by the Property Maintenance 
division is generally prompted by citizen complaint although limited proactive enforcement is utilized.” 
Work with the City on toughening up Chapter 38 of the City Code – Health, Sanitation and Nuisances in 
order to deal with the many buildings downtown that are in poor shape. 
 
Design possibilities as an outgrowth of “Where Good Nature Comes Naturally” brand: 

 Natural materials and environmentally friendly (green/sustainable) buildings and spaces 
o Naturalscape in Constitution Park 

 Bike racks, LED/solar public lighting, recycling receptacles 
o WDDI could take the lead on downtown recycling as part of branding and as a potential 

for profit venture. 

 Local contractors 
 
 

DOWNTOWN DEVELOPMENT PLAN RECOMMENDATIONS 
 
Recommendation A: WDDI, the whole program and all four committees, needs to inspire action. It 
was pointed out in the Downtown Development Plan Philosophy that Main Street programs can 
indirectly inspire owners (properties and businesses) to cluster by communicating/selling the financial 
benefits of following the downtown development plan. WDDI, like nearly all Main Street programs, does 
not own property within the district they are trying to develop. Their development strategies must 
include indirect strategies that target the individuals who own property. WDDI can inspire others to 
implement the Downtown Waynesboro Development Plan by having an inspirational mission statement, 
downtown vision statement, market position statement (see above), and brand (see above). WDDI’s 
mission and vision statements could arguably be more inspirational: 

 WDDI’s current Mission Statement (with suggestions): To create (attract? serve? achieve?) a 
critical mass of people living, working and entertaining (playing? spending? shopping?) in 
downtown Waynesboro that will support a vibrant and sustainable downtown district (district? 
commercial district?). 

o To help downtown Waynesboro property and business owners achieve a critical mass of 
people living, working, and playing in downtown Waynesboro. 

 WDDI’s current Vision Statement (with suggestions): To create a vibrant and sustainable 
downtown district (downtown? district? Commercial district?). 

o But what does that look like here? Vision statements in my opinion need to be richer 
verbal descriptions ideally accompanied by renderings of that vision (see Brief Exercise 
for Developing a Vision Statement attachment). 

 
The Downtown Waynesboro Development Plan itself should also be inspirational. WDDI needs 

to take the lead on developing and advancing a Downtown Development Plan for Waynesboro. Taking 
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the lead doesn’t mean usurping the planning roles and responsibilities of City staff and elected officials. 
However, municipalities often follow the lead of the public, and usually welcome public input and 
participation. Everyone involved with WDDI can and should be leaders. Partnerships (in particular with 
City staff and elected officials) are crucial for implementation of Downtown Development Plans, 
especially since cities have official planning authority. 

 
Recommendation B: WDDI volunteers and staff need to become students of successful marketplaces. 
First, they can read and discuss Paco Underhill’s Call of the Mall. Second, they can study the malls and 
lifestyle centers (including collecting their maps/directories) where they are already shopping, applying 
the lessons learned from Call of the Mall. Third, they can organize group field trips to successful 
downtown marketplaces. 
 
Recommendation C: Identify existing and potential downtown Waynesboro anchors, define niches, 
and brainstorm business concepts that leverage the anchors and fit the niches. Anchors are those 
businesses that define the district’s commercial personality and/or draw the target customer. For more 
on the role anchors play in relation to their neighboring businesses, see Downtown Development 
Philosophy above. However, to summarize, customers will often be drawn to the district by one or more 
of its anchors, want to park near those anchors, and will often visit other neighboring businesses before 
going back to their car if those businesses also interest them (and if downtown design supports their 
stroll). Possible existing downtown Waynesboro anchors identified during the Economic Restructuring 
Technical Assistance Visit (in no particular order): 

 Under the Roof/Ann Arden – owners are engaged stakeholders with distinctive quality product 
offerings/building owner with vision 

 Waynesboro Florist (30 years downtown) 

 Relatively new restaurants and music venues collectively 
o Green Leaf Grill 
o Heritage on Main Street 
o Stella, Bella & Lucy’s 
o Stone Soup Books & Café 
o the Hot Spot 

 Kroger – downtown grocery store (serves significant % of Waynesboro residents) 

 nTelos – Tech infrastructure/Consumer base 

 USPS – downtown busy post office 

 Library/YMCA – End of Greenway walk 

 Shenandoah Art Center/Waynesboro Heritage Museum/Plumb House/ Wayne Theater 
Alliance/Stone Soup Books – Cultural Cluster supporting arts, writers, history 

o The Gateway Theatre – the temporary home of Wayne Theatre Alliance - is a steady 
draw (TH-SA anchor). 

 Jenkins Automotive/Waynesboro Vet/Dentist/Doctors in Tree Streets – Bring in Service 
customers from that Western Albermarle/Nelson co that spill into retail business 

 Waynesboro High School – School traffic, events, performances, sports activities draw from local 
and larger community 

 South River Fly Shop 

 Center for Cold Water Restoration site 

 Tim Spears' Music City 

 Initial Inspiration 

 City Hall 
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 Lumos (employment anchor, over 100 employees up to 500 people) 

 Willow Oak Shopping Center (Roses, Peebles, Advanced Auto, Zeros Pizza, Hot Spot) 

 Greenway 

 The New Ming Garden 

 Anchor development opportunities 
o Mill at South River 
o Rivertown (old industrial facility) 

 Fishburne Military School (50 employees, 190 some students/cadets) biggest industry 
downtown , involved with Taste of the Town 

 
A niche is a market specialization; a clearly defined and tightly focused segment of potential customers 
(consumer niche) or products/services (business niche). A cluster is a niche of businesses that are 
located in close proximity to each other. Downtown Waynesboro can build upon the following niches: 

 Business niches 
o Local resident serving (professional including government/legal/dental/dr, and personal 

care services along with convenience retail highlighted by the grocery store) 
o Essential services (groceries/food, Postal, automotive, education with library/high 

school) 
o Affordable independent restaurants/dining/music venues 
o Arts & culture/arts & entertainment/artisan goods & services 
o Outdoor recreation products and services (particularly river related) 

 Consumer niches 
o Residents 

 City of Waynesboro and Augusta county 
 Downtown residents more specifically 
 High school students (high school nearby) 
 Fishburne cadets 
 about a 10 minute drive time from downtown 

o Daytrippers 
 Crozet, Staunton, Harrisonburg, and Charlottesville (possibly first attracted to 

Waynesboro by the West End) 
 Roanoke, Richmond 

o Overnight and pass through visitors 
 from further afield using Waynesboro as a stopping point along the Appalachian 

Trail 
o Downtown employees 
o Outdoor enthusiasts 

 
During the Economic Restructuring Technical Assistance Visit, current and potential business concepts 
that leveraged one of the above anchors, fit one of the above niches, and/or fit an existing vacancy were 
brainstormed. That original list has been expanded taking into account the DRAFT market position 
statement and possible commercial brand above. Brainstorming lists are an artistic way to explore 
positive combinations of business concepts. The lists are by no means complete, and WDDI should 
continue the brainstorming. Inclusion on these lists does NOT mean the business concepts are 
economically or politically feasible: 

 Boutique Clothing (like the one that went to Colonnade) 

 Coffee Shop with Internet 
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 Like a Cranberries (health food) 

 Healthy Habits 

 Pottery 

 Local Art 

 Something like “the Merk” 

 Home accessory 

 Jewelry Store (midpoint to high) 

 Bike shop (down near fly shop) 

 Huge outdoor store w/ rock wall (i.e. Cabellas) 

 Expanding Rockfish outfitter 

 Microbrewery 

 Trail hospitality/tourist center 

 Script arrival 
o S Wayne to Windsor or Jefferson 
o Scripting Spring Lane 
o Arcade along Spring Lane 
o Market on Spring Lane 

 Electric vehicle (EV) charging station (part of Virginia initiative). A fast charger (Level 2 or better 
yet Level 3 when reliability goes up and price comes down). This forward thinking amenity will 
add to the draw of downtown Waynesboro and fit the brand. While Level 2 might keep them 
shopping downtown longer (1-4 hour charge time), in the future places with Level 2 chargers 
might be bypassed for places with Level 3 (20-60 minute charge time). Installation of Level 3 EV 
chargers requires significant upgrades to the power infrastructure (e.g. dedicated line from the 
power pole), so the best time to install one would be when other streetscape work is being 
done. 

 
Recommendation: WDDI volunteers and staff need to draft a Waynesboro Downtown Development 
Plan. The Plan should communicate a vision for the physical development of the district as well as a 
strategy for leasing; the more specific, the more useful. The leasing plan should include strategies for 
arranging/locating current and future businesses within the mix to positively impact foot traffic and 
sales. The goal should be for downtown to be visually distinct, and for there to be a fit between the 
message delivered through that distinction and the customer focus the downtown is trying to achieve. 

WDDI will need to create a map of downtown Waynesboro in order to communicate effectively 
to customers and investors (including loan officers and potential new business owners). The map will 
need to show building footprints and business mix (like a mall directory). WDDI’s proactive design of 
their dream marketplace should be developed using the art of combination and be consistent with the 
market position statement included above, but must be checked against the science of the market and 
the reality of any given space. Each potential investor will still responsible for running his or her own 
numbers. Actual business concepts will shift with the entrepreneur and detailed market feasibilities, but 
should always connect back to the dream. Don’t settle for just “filling vacancies!” 

Economic development can be defined as providing just enough stimuli to trigger a business 
investment that the community desires. Stimuli can take the form of information such as 
communicating WDDI’s mission, vision, market position, commercial district brand and development 
plans. Architectural renderings showing improved buildings occupied by dream businesses would be 
another powerful tool. WDDI can inspire action by current and future entrepreneurs and help investors 
visualize future possibilities. Entrepreneurs may choose to locate in downtown Waynesboro and 
investors may choose to invest in downtown Waynesboro simply because they buy into the dream.  
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DOWNTOWN DEVELOPMENT PLAN IMPLEMENTATION 
 
The specificity of Downtown Development Plans is new to most Main Street Programs. It is understood 
that there will be a certain level of discomfort and growing pains associated with their use. It may be 
helpful for WDDI to understand the pros and cons; to argue the pros and be prepared to address the 
cons. 
 
Pros 

 Help entrepreneurs evaluate potential locations 

 Help property owners evaluate potential tenants 

 Help investors decide how best to invest 

 Increase investor confidence 

 Tackle the market and downtown revitalization from a confident position of strength, proactive 
not reactive. It does not pay to present downtown as being desperate. 

 
Cons 

 Potential negative response of business owners who are relocated in the dream scenario 
o The Development Plan does not require the relocation, just presents what may be a 

better future location as a means to inform and improve future decisions. 

 Potential negative response of property owners whose tenants are relocated in the dream 
scenario 

o Again, the Development Plan does not require the relocation and does not leave the 
property owner without a tenant. It presents what may be a better future tenant as a 
means to inform and improve future decisions (the potential for a more successful 
tenant who can eventually pay a higher rent and can survive a longer term lease). 

 Potential for the dream scenario to hinge upon investment by individuals who are not able or 
willing to invest 

o We face that con now. The Development Plan may attract investment partners or 
buyers who will be more willing and able to invest. 

 Potential escalation of asking prices for property 
o This is certainly a possibility and would make it harder to assemble properties and could 

hinder individual project feasibilities. However, we want properties values to rise and if 
they rise simply by having a Development Plan, we will have evidence of the power of 
the vision provided by a Development Plan. 

By inviting input and helping others achieve their collective vision, WDDI adds value far in excess 
of its individual power. This is the basis of the Main Street Four-Point Approach®; to coordinate the 
definition of long-term goals, involve local individuals and organizations in determining the near-term 
projects, and find ways/resources to help make those projects happen. 

How can WDDI implement the Downtown Development Plan? Following the recommendations 
found throughout this report is certainly a good place to start. However, in many ways implementation 
is even simpler than that. Drawing from the Downtown Development Plan Philosophy, WDDI can attract 
investors and tenants by helping them see a vision of themselves making money as part of a successful 
downtown Waynesboro. A vision founded on: 

 A sound market position and marketing plan 

 Well-designed and managed leasable space 

 A well-designed clustering/leasing plan 
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ATTACHMENTS 
 
Creating a Marketing Plan 
Developing a Wayfinding Program 
The 1993 Great Midwest Flood 
Brief Exercise for Developing a Vision Statement 


