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INTRODUCTION 
 

On November 13-15, 2012, Todd Barman, senior program officer with the National Trust Main 
Street Center, conducted an Economic Restructuring Technical Assistance Visit for Culpeper Renaissance 
Inc. (CRI). The service was designed to provide CRI 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: 
 
November 13 
 Barman explored downtown Culpeper’s business mix on his own 
 
November 14 
7:00 a.m. – 9:00 a.m. Barman met with CRI’s Economic Restructuring Committee to discuss priorities 

and desired outcomes for the visit and to facilitate a market position discussion 
(downtown’s best product/service, best customer) 

9:15 a.m. – 10:15 a.m. Barman met with CRI’s Promotion Committee and staff to facilitate a market 
position discussion 

10:30 a.m. – 11:15 a.m. Barman explored more of downtown Culpeper’s business mix on his own 
11:30 a.m. – 1:00 p.m. Barman facilitated an informal Q&A with a cross section of local/regional 

economic development players 
2:00 p.m. – 2:30 p.m. Barman attended the Reel LOVE unveiling 
2:30 – 5:30 p.m. Barman facilitated a downtown clustering/leasing work session with CRI’s 

Economic Restructuring Committee and others interested/involved 
 
November 15 
11:00 a.m. – 1:00 p.m. Barman presented initial observations and recommendations for next steps to 

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

1:30 p.m. – 2:30 p.m. Barman toured the State Theatre 
2:30 p.m. – 3:30 p.m. Barman explored more of downtown Culpeper 
 

In addition to the crucial input provided by local Culpeper experts during the scheduled 
meetings, Mr. Barman examined background materials provided by CRI, the Town of Culpeper and 
available online. This report includes the foundation for a Downtown Culpeper Development Plan. 

CRI 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. They 
are also encouraged to not be overwhelmed and to look at the recommendations as good ideas that 
they are free to implement or not implement, now or in the future, depending on their priorities and 
resources. CRI 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. CRI is the organizer and conduit for 
sustaining downtown revitalization and can help find resources and lend organizational strength to 
projects. 
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ECONOMIC DEVELOPMENT PHILOSOPHY 
 

This service was designed around the National Trust 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 a sense-of-
ownership/buy-in). While each Point within the Four-Point Approach ideally makes use of all four assets, 
each Point takes the lead in leveraging one of the four assets. 
 

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

• Human assets 
o Economic Restructuring takes the lead on leveraging entrepreneurs. 
o Organization takes the lead on leveraging an engaged public. 

 
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 leveraging built 
history and other related local assets; 

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

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

• The organization committee or team must take the lead on developing partners by 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 
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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 CRI 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: 

• 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. 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 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 
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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 district 
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. 

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/.) 

Finally, 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 diagrams or schematics. 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. 

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/


 
Economic Restructuring Technical Assistance Visit Report – Culpeper, Virginia – November 2012 

5 

ABOUT TODD BARMAN 
 

Todd Barman is a senior program officer for the National Trust Main Street Center who has 
more than 21 years of experience in the development field and more than 16 years of firsthand Main 
Street experience. With a background in landscape design and urban planning, Mr. Barman served as 
the assistant state coordinator for the Wisconsin Main Street Program from 1999 until 2006, where he 
provided comprehensive technical assistance in the field of downtown revitalization to Wisconsin’s Main 
Street communities. He has continued that role nationally since 2006. He is a leader at the Center in the 
area of Economic Restructuring, including research and applications in the area of entrepreneurship and 
market position. Mr. Barman coordinated the market analysis technical support service in Wisconsin and 
led efforts to develop the nationally recognized Downtown and Business District Market Analysis 
Toolbox. 
 
 

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

• Downtown Culpeper is listed in both the National Register of Historic Places and the Virginia 
Landmarks Register 

• State Theatre rehabilitation (in progress) 
• See “In & Around Culpeper: Walking and Driving Tours of a Virginia Piedmont Town” for more 

built history (and some of the cultural history/stories too) 
 
Cultural history 

• Revolutionary War Story 
• Civil War Story (including story of how General George Armstrong Custer had his horse shot out 

from under him outside the Depot). Culpeper reportedly saw more action during the Civil War 
than any other place in the nation. 

• Young George Story 
• Story of the Virginia Piedmont, “something special in the foothills” (Culpeper is the center of the 

Piedmont) 
o Story of wine and moonshine (Belmont Farm Distillery) 

• Story of first fluorescent street lights south of the Mason Dixon-Line 
o Operation Skyglow (1953) with “Longest Supper Table In The World” (sat 600 people) 

• Packard Campus of the National Audio-Visual Conservation Center (Library of Congress) 
• State Theatre 
• Museum of Culpeper History 
• Traditional events; particularly: 

o Wintertainment/Snow Much Fun 
o Downtown Culpeper Carnival 
o 3rd Thursday Concerts 
o 4th of July Car & Bike Show (13th annual in 2012) 
o The Taste of Culpeper (8th annual in 2012) 
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o Downtown Restaurant Week (4th annual in 2012) 
o Downtown Holiday Open House 
o Sunday Art Walk 
o Farmers Market 
o Bluemont Concert Series 

 
Entrepreneurs 

• Downtown Culpeper’s business mix is predominantly independently owned and operated. 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: 

o Susan Bernhardt, owner of the Cameleer 
o John Yarnall, owner of the Thyme complex 
o Lisa Stewuart, owner of the Frost Café 
o Claude Minnich, owner of Clark Hardware 
o Dwayne and Beth Whitt, owners of Knakal’s Bakery 
o Jessica Hall, owner of Raven’s Nest Coffee House 
o Sharon Clark, owner of Pepperberries 

• Low vacancy rate. 
 
Engaged public 

• “Heartened by this sense of community, residence began patronizing their merchants and 
volunteering time to CRI. This spirit continues with more than 26,000 volunteer hours to date.” 
(CRI Great American Main Street Award application) 

 
CRI staff 

• Jessica Brewer, Manager 
• Melissa (Missy) Vesuna, Special Events Coordinator 

 
Other assets 

• Terremark Worldwide, Inc. 
• Amtrak 
• Culpeper Regional Hospital 
• 2012 Great American Main Street Award (GAMSA) from the National Trust for Historic 

Preservation 
• Davis Street designated as a Great Street (1 of 11 in 2011) by the American Planning Association 

(APA) 
 
Recommendation: CRI volunteers and staff need to define the market that downtown Culpeper will go 
after; proactively, confidently, and aggressively. Don’t settle for downtown Culpeper’s existing trade 
area; current and future downtown businesses may not be able to survive, let alone thrive, on that 
market alone. Based on a zip code survey (see Downtown Market Assessment and Marketing Plan for 
Culpeper, Virginia - September 12, 2007) downtown Culpeper’s primary retail trade area was defined as 
the following five zip codes: Woodville 22749, Boston 22713, Mitchells 22729, Culpeper 22701, Brandy 
Station 22714, and Reva 22735. 

• Note: The referenced zip code survey shows where downtown Culpeper customers came from 
during the month of February, 2007 (a limited sample). 
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• Note: In total, one-half of the customers (50%) that visited the participating shops were from 
the Culpeper zip of 22701. 

• Note: Zip codes adjacent to 22701 or nearby accounted for an additional 31.4% of the customers 
that visited the participating shops. 

• Note: The only primary zip code (above) not covered by advertising in the Greater Piedmont 
Group is Brandy Station 22714 

The secondary retail trade area was defined as the following nineteen zip codes: Unionville 22567 
(Orange), Locust Grove 22508 (Orange), Sperryville 22740, Amissville 20106, Castleton 22716, 
Jeffersonton 22724, Rhoadesville 22542 (Orange), Richardsville 22736, Rapidan 22733, Aroda 22709 
(Madison), Rochelle 22738 (Madison), Brightwood 22715 (Madison), Syria 22743 (Madison), Rixeyville 
22737, Elkwood 22718, Flint Hill 22627, Stevensburg 22741, Etlan 22719 (Madison), Lignum 22726 
(Culpeper) 

• Note: 10-11 of the 19 secondary zip codes are covered by advertising in the Greater Piedmont 
Group (highlighted in bold above). Those in Orange and Madison Counties are not covered. 

• Note: The trade area as defined within the Downtown Market Assessment and Marketing Plan 
approximates where CRI has been advertising (more below). 
It is recommended here that CRI define downtown Culpeper’s trade area/target market based 

on competitive advantage and then test the effectiveness of their targeting using a zip code 
analysis/survey (rather than the other way around). This is a program responsibility (see 
recommendation below for CRI to be market driven and perform targeted market research). The 
industry standard trade area for regional shopping centers, which downtown Culpeper should strive to 
be, is a 30 minute drive time (see trade areas promoted by Culpeper shopping centers below). 
Downtown Culpeper could target a smaller or larger geographic area, but 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 Culpeper’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). 

• Note: The State Theatre has plans to market to a 9 county region and to appeal to all ages and 
all means. They are currently planning on 40,000 visitors (35,000 in ticket sales). Also, 85% of 
programming will be live performances, average ticket price will be $25, and evening shows will 
let out around 9:30 PM-10:00 PM. There will also be Saturday and Sunday matinees. 
Downtown Culpeper’s dream marketplace has the potential to capture a higher percentage of 

potential customers from a larger trade area than currently captured. However, casting the net further 
or deeper will only be possible if downtown Culpeper collectively can achieve the right combination and 
critical mass of businesses. DC and Northern Virginia, Charlottesville, and Fredericksburg are “just an 
hour” away (www.visitculpeperva.com). These markets appear to be and should be part of downtown 
Culpeper’s target market. In particular, the DC and Northern Virginia market could be fruitful based on 
the location of competition (e.g. Culpeper’s primary competition, Charlottesville, is further to the south). 
Furthermore, if Culpeper residents can travel to Richmond to shop (and they reportedly do), than 
Richmond residents can travel to Culpeper. As for deeper, it was mentioned above that consumer 

http://www.visitculpeperva.com/
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segmentation is necessary. Improving downtown Culpeper’s appeal for specific consumer segments 
should result in a higher percentage of consumers within those segments being captured. However, 
according to Culpeper’s Downtown Market Assessment and Marketing Plan, “Market segmentation 
indicates that downtown Culpeper must cater to a wide variety of age and income segments to be 
successful.” The trick appears to be specializing without becoming too specialized. 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 Culpeper or outside the 
community (50% of Culpeper residents reportedly commute to work). 
 
Recommendation: CRI staff and volunteers need to shop downtown Culpeper’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 
Culpeper’s competition was identified as follows (in no particular order): 

• Local 
o Culpeper Colonnade: “Largest and most dominant center in the area” multi anchored by 

Target, Martin’s Food, PetSmart and Staples. Tenants include Capital One, Tropical 
Smoothie Cafe, Glory Days Grill, IHOP, Ledo Pizza, Chick-Fil-A, Hair Cuttery and SunTrust 
Bank. 
 Promote a trade area population of 97,590 (15-20 mile trade area) 
 Culpeper’s newest center, owned by Regency Centers, reportedly doing well 

o Centre at Culpeper: Regional center/mall adjacent to Lowe's Home Improvement 
Center. Tenants include Aldi, Five Guys, Starbucks, H&R Block, Mattress Warehouse, 
Maximum Nutrition, Carpet One, Gold Etc., Cloud 9 Amusements, and UPS Store. 
 Promote a trade area population of 132,873 
 New space available at $18 /SF/Year 

o Culpeper Marketplace: Neighborhood center anchored by Kohl's with many national 
tenants including Famous Footwear, Maurices, GameStop, Anytime Fitness, and Buffalo 
Wild Wings. 
 Owned by the Shopping Center Group, reportedly doing well 
 Space available at $20- $26 /SF/Year 

o Dominion Square: Anchored by Belk, TJ Maxx, Big Lots 
 Reportedly doing well 
 Promoted trade area: “Dominion Square draws from numerous surrounding 

counties of the upper Piedmont region of Virginia” 
o Culpeper Town Square: Major tenants are Food Lion Supermarket, Tractor Supply 

Company, Mountain Run Bowling, Goodwill. 
 Promoted market position: “Culpeper Town Square is positioned to serve the 

needs of the entire population of Culpeper County. Culpeper Town Square 
offers a wide variety of shops and services. Located in the heart of Virginia's 
Piedmont, just an hour from Richmond, VA and Washington DC, Culpeper 
County has a diverse economy that has experienced steady growth with a trade 
area extending 15 miles.” www.brixmor.com/LeasingBrochures/4022.pdf  

o Meadowbrook: Neighborhood center anchored by Food Lion. 
 Space available at $12 - $14 /SF/Year 

http://www.brixmor.com/LeasingBrochures/4022.pdf
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o Southgate: Neighborhood center anchored by CVS and Safeway. Key tenants are 
Safeway, Wachovia, Verizon, Mt Kim Martial Arts, Dragon Chef, Radio Shack, Magic 
Nails, One Main Financial, CitiFinancial, Papa Johns. 
 Space available at $10 /SF/Year 
 Promote a primary trade area of 3 miles; 25,624 people; average household 

income $68,357 
o Westside Side Village Center: No anchor. 

 Space available at $17 /SF/Year 
o Willow Shade Square: No anchor. 

 Space available at $16.50 - $17.50 /SF/Year 
o North Point 
o Lowe’s and Walmart 

• Regional (Culpeper’s population = 16,379) 
o Charlottesville (population = 43,475) 

 Identified by local Culpeper experts as downtown Culpeper’s toughest 
competition for restaurant, specialty food, home furnishing, and arts related 
business. 

 Downtown Charlottesville (Historic Downtown Mall) 
www.downtowncharlottesville.net - “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.” 

• Shopping: Antiques, Apparel, Bookstores, Fabrics, Gifts & Specialty 
Retail, Handcrafts, Jewelers, Rugs & Carpets 

• Dining 
 The larger Charlottesville community/urban area. For example, Barracks Road 

Shopping Center - “Our shopping center offers the finest boutique shopping and 
restaurants near UVA.! Okay, so getting to Barracks Road is easy. And you’ll be 
amazed at the fabulous fashion and one-of-a-kind accessories you can find. The 
collection of stores and boutiques at Barracks Road is truly unusual—seemingly 
handpicked for discerning shoppers—with all the latest styles for this season.” 
(www.barracksroad.com)  

o Fredericksburg (population = 24,286): “Timeless,” “The Greatest Vacation in History” 
 Identified by local Culpeper experts as competition for home furnishing 

business. 
 “The more modern influences of shopping, arts and culture, wineries, golf, 

culinary expertise and outdoor adventure blend with the region’s rich heritage 
to create a distinctive escape, unique to Fredericksburg. Come to the 
Fredericksburg Area for the TIMELESS experience that awaits you.” 
www.visitfred.com/listings/things-to-do/shopping  

 “Set foot into some of the most interesting periods in America's past with a 
stroll among more than 350 original 18th and 19th century buildings in 
Fredericksburg's 40-block National Historic District. While here, visitors can also 
step into over 100 shops, chef-owned restaurants and boutiques, concentrated 
in the downtown area and along a four-block ‘antique row’ near the river.” 
www.virginia.org/Listings/Shopping/HistoricDowntownFredericksburg   

http://www.downtowncharlottesville.net/
http://www.barracksroad.com/
http://www.visitfred.com/listings/things-to-do/shopping
http://www.virginia.org/Listings/Shopping/HistoricDowntownFredericksburg
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o Richmond 
 Carytown “A Mile of Style” – “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)  

 Malls in general – Competitive edge is selection and variety, especially for 
women’s clothing. 

o Warrenton – competition for restaurant, specialty food, and antique business 
o Sperryville – competition for home furnishing and antique business 
o Winchester – competition for restaurant business 
o Northern Virginia – competition for home furnishing business 
o Middleburg – competition for specialty food (“Market Salamander is a true working 

chef’s market.” Reportedly Culpeper’s specialty food businesses compare favorably) 
o Leesburg – competition for tourists (attracted to horses) 
o Staunton – competition for tourists 

Even this incomplete list would be tough competition if downtown Culpeper were competing 
head to head with all these commercial districts. The good news for CRI is that comparing downtown 
Culpeper with these local commercial districts is really comparing an apple to a bunch of oranges. The 
bad news is that while downtown Culpeper 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 
expenditures within downtown Culpeper’s current and potential trade area. 

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

The fact is, no matter how strong downtown Culpeper becomes, local residents will still choose 
to take shopping trips to Culpeper Colonnade, Centre at Culpeper and other local and regional shopping 
centers featuring chains and franchises because what they offer is distinct and desirable. Downtown 
Culpeper 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 CRI to explore the role the commercial districts above play as 
competition to downtown Culpeper, it is also important for CRI to explore ways to collaborate. As just 
mentioned, many of these commercial districts are more alternatives than competition. CRI should 
cooperate rather than compete were possible, especially with other historic commercial districts. 
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 
(Culpeper’s shopping centers appear to have very similar market positions). 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: CRI staff and volunteers need to define Downtown Culpeper’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 

http://www.carytownrva.com/
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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. 

Downtown Culpeper’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 Culpeper’s market strengths. Over time, and with the strategic efforts of CRI 
(developing businesses, partners, space, and markets), the reality of the market position statement will 
move closer to the ideal of a vision statement. 

The Downtown Market Assessment and Marketing Plan for Culpeper describes downtown 
Culpeper’s current commercial identity as “sophisticated shopping and dining.” 

Question: Is “sophisticated” consistent with the idea that downtown Culpeper 
must cater to a wide variety of age and income segments? (as suggested in 
Downtown Market Assessment and Marketing Plan) 

Downtown Culpeper’s current commercial identity is still strongly tied to government and professional 
services due in no small part to the Culpeper County Courthouse and Town Hall (although there are 
many other businesses within this niche including financial, insurance, real estate, legal, and accounting 
services). However, that commercial identity is evolving based on the recent growth of home 
décor/antiques, and restaurant/specialty food (with a potential tie in to culinary tourism and the 
region’s wineries) and the future expansion of arts & culture (anchored by the renovated State Theater 
and supported by the Arts and Cultural District designation and incentives). Personal care services also 
can’t be counted out. All these downtown products and services may share a common element in that 
they are delivered with a high level of customer service. 

Comment: Customer service could be even more of a competitive advantage if 
more downtown businesses emphasize experience (e.g. Experience-based retail) 

Based on the fact that downtown Culpeper is best at selling government and professional 
services, downtown’s Culpeper’s primary customers are likely to be drawn from residents of the Town 
and County of Culpeper. Culpeper’s growing population (69.5% from 2000 to 2010) makes this a good 
market to target. Based on its assets and its evolving commercial identity (see above), downtown 
Culpeper has the potential to draw visitors from a much larger geography. The fact that Culpeper is 
surrounded by the five most affluent counties in the state makes this a good market to target. 

Weighing all the currently available market information, downtown Culpeper’s primary goods 
and services (what they are and can be best at selling) could arguably be defined in order of strength as 
1) government and professional services, 2) home décor/antiques, 3) restaurant/specialty food, 4) 
personal care services, and 5) arts and culture. 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, arts and culture could easily move up. Downtown Culpeper’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 town and county of Culpeper; 2) residents of the counties of 
Rappahannock, Fauquier, Orange, and Madison; 3) visitors from DC and Northern Virginia, 
Charlottesville, Fredericksburg, and even Richmond. These three segments together represent the 
market that downtown Culpeper could go after; proactively, confidently, and aggressively. Based on 
these assumptions, the following DRAFT market position statement for downtown Culpeper is offered:  
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Downtown Culpeper specializes in offering one-of-a-kind/unmatched products, services, and 
experiences; particularly government and professional services, home décor products (including 
art and antiques) and culinary experiences; primarily to residents of the town and county of 
Culpeper and secondarily to the counties of Rappahannock, Fauquier, Orange, and Madison and 
daytrippers from DC and Northern Virginia, Charlottesville, Fredericksburg, and Richmond (need 
to further segment). 

 
It must be emphasized that this is only a DRAFT and some people have already questioned whether 
downtown Culpeper’s primary customer is visitors rather than residents. Settling on a working market 
position will likely require more debate and more targeted research. However, the reader is reminded 
that downtown Culpeper’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: CRI, 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 CRI’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. 

The Downtown Market Assessment and Marketing Plan was a start, but ongoing targeted 
market research should become part of your whole organization’s operations. CRI’s economic 
development strategy should be based on downtown Culpeper’s unique heritage and human assets. So 
start by having each CRI committee help research what they are (expanding on the list provide above). 

• What are downtown Culpeper’s built history (Design) assets? 
• What are downtown Culpeper’s cultural history (Promotion) assets? 
• What are downtown Culpeper’s entrepreneur (Economic Restructuring) assets? 
• What are downtown Culpeper’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 The Downtown Market Assessment and Marketing Plan and those that were 
part of larger planning efforts (e.g. Community Design Plan, Comprehensive Plan). 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 (for example, The Downtown Market 
Assessment and Marketing Plan’s zip code survey’s limited sample – the month of February, 2007). 
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) CRI 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 Culpeper 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 Culpeper’s market position. Each CRI 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 
government and professional services district differently than for an arts and cultural 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 Town and County of Culpeper 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 Distinguishing/differentiating the region’s shopping centers 
o Developing local products and tourism assets 
o Developing higher density downtown residential 

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

These targeted market research strategies are designed to be well within the capabilities of CRI 
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 Culpeper’s unique heritage and human assets 
• Assemble Culpeper’s past market research efforts. Digest and distribute useful knowledge. 
• Draft Culpeper’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 Culpeper’s primary competition. Judge their market position. 
• Define Culpeper’s existing trade area 
• Define the market that Culpeper will go after (target trade area) 
• 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 CRI committee ask questions about the market to inform their scope of work 

 
Recommendation: CRI should consider adjusting and/or expanding their district boundaries. The goal 
would be to include important contiguous areas that are under development pressure or are ripe for 
revitalization/infill. For example, key nearby businesses and properties and entrance corridors. 
 
Recommendation: CRI should consider adding staff. To undertake the strategic initiatives found in this 
report, CRI will likely need more staff. They may also need more “seed” funds. Virginia Main Street, 
either through in house staff or through an outside consultant, can provide CRI with technical assistance 
to develop a long range fundraising plan. 
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ORGANIZATION 
As mentioned above, within Main Street’s Economic Development Philosophy, the Organization 
Committee or Team must take the lead on developing partners by leveraging an engaged public and 
other related local assets. CRI’s board of directors and Organization Team (Committee) should explore 
ways that they can personally develop partners on behalf of CRI. Partnership development and 
relationship building should not be centered on staff. As great as Jessica and Missy are, partnerships 
need to be tied to CRI. CRI should communicate opportunities to volunteer in the area of organization. 
 
 
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 leveraging 
entrepreneurs and other related local assets. 
 
Current CRI Economic Restructuring Purpose: Strengthening the district’s economic base while finding 
ways to meet new challenges from outlying development (from current work plan) 
 

Recommendation: Revise the stated Economic Restructuring Purpose. For example, “Taking the lead 
on developing businesses by leveraging entrepreneurs and other related local assets.” 
 
Current CRI Economic Restructuring Project: Provide assistance to new and existing businesses. (from 
current work plan) 
 

Recommendation: Support entrepreneurs (complementing local partners/resources). Independent and 
local owners (of property and businesses) are a key downtown Culpeper 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 
Culpeper. 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 Culpeper as the center of commerce, culture, and community life. Developing 
entrepreneurs, particularly small ventures, is a way to connect CRI’s Economic Restructuring Committee 
or Team with regional economic development players; namely: 

• Town of Culpeper (www.culpeperva.gov)  
• Culpeper Department of Tourism (www.visitculpeperva.com)  
• County of Culpeper (http://web.culpepercounty.gov 
• Culpeper County Department of Economic Development (www.culpeperusa.com) 
• Lord Fairfax Small Business Development Center (LFSBDC) at Culpeper 

(www.lfsbdc.org/culpeper/index.cfm)  
• Culpeper County Public Schools (www.culpeperschools.org)  
• E Squared (Entrepreneurial Energy) www.esquaredculpeper.com  
• Culpeper County Chamber of Commerce (www.culpeperchamber.com)  

CRI’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: 

http://www.culpeperva.gov/
http://www.visitculpeperva.com/
http://web.culpepercounty.gov/
http://www.culpeperusa.com/
http://www.lfsbdc.org/culpeper/index.cfm
http://www.culpeperschools.org/
http://www.esquaredculpeper.com/
http://www.culpeperchamber.com/
http://www.dhcd.virginia.gov/MainStreet/TrainingArchive/default.htm
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• Plant the seed for entrepreneurship and grow Culpeper’s entrepreneurial spirit/culture.  
o Continue to provide Ribbon Cuttings to new businesses entrepreneurs with press 

release (from current work plan) 
o Work with the partners listed above, and the following in particular: 

 E Squared. “The purpose of the E Squared Competition is to expose high school 
students to real-life business situations both through training by local business 
people and through the team experience of creating a business venture in a 
competitive environment.” 

• CRI could facilitate downtown entrepreneurs as E Squared trainers. 
• CRI could advocate for expansion of E Squared to also include individual 

entrepreneur competitions (which may be more “real-life” for current 
and future downtown entrepreneurs) 

 Culpeper County Public Schools 
• CRI can advocate for and assist in the creation of youth entrepreneur 

curricula and clubs in the high school (and later in other grades) 
• Eastern View High School (Home of the Cyclones) 

o CRI could connect with the following Marketing courses: 
 Marketing II (Co-op); Marketing III 

(Supervision/Entrepreneurship Co-op); Sports, 
Entertainment, And Recreation Marketing; Advanced 
Sports, Entertainment And Recreation Marketing 

o CRI could connect with the DECA chapter (Distributive 
Education Clubs of America an International Association of 
marketing students) 
 “Leadership is taught through participation in the DECA 

organization.” 
 “DECA offers students further opportunities to develop 

an understanding of competition, social poise, group 
relationships and leadership ability.” 

• Culpeper County High School (Home of the Blue Devils) 
• Culpeper Middle School FBLA 

 Culpeper Civic Organizations. CRI can partner with the following 
clubs/organizations to plant the seed for entrepreneurship and grow Culpeper’s 
entrepreneurial spirit/culture in their members and in those they serve. 

• The Rotary Club of Culpeper http://rotaryclubofculpeper.org  
• Warrenton-Fauquier Jaycees www.warrentonfauquierjaycees.com  

o CRI could also sponsor/host an entrepreneur networking series similar to Staunton’s 
Confessions of an Entrepreneur. Entrepreneurs from vision and start up to seasoned 
have been able to tell their stories; share successes, anecdotes, lessons learned, and/or 
funny and bazaar tales of business. Since Staunton is 90 minutes away, Culpeper 
shouldn’t be seen as a competitor for entrepreneurs, which should make it easier to 
approach this with a spirit of collaboration/cooperation. CRI could either partner with 
Staunton to coordinate a similar series with an effort to help entrepreneurs 
evaluate/understand the unique market positions and brands of the two districts, or 
develop a similar event with a uniquely Culpeper spin. The two Main Street Programs 
(and maybe even Waynesboro and Harrisonburg) could publicly and visibly partner on 

http://rotaryclubofculpeper.org/
http://www.warrentonfauquierjaycees.com/
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helping prospective entrepreneurs not only select the best location in any district, but 
select the best district for their business concept. 

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

o Continue to provide Downtown Business Welcome Packet (from current work plan) 
o Continue to offer Secret Shopper Program, but add secretly shopping the competition 

(from current work plan) 
o Reconsider plans to offer free educational seminar(s) - continuing education in best 

business practices (from current work plan). Entrepreneurs typically don’t prefer to 
learn through classroom settings. 

o Help businesses align their position with downtown Culpeper’s working market position 
(once it is defined, e.g. one-of-a-kind/unmatched) 

o Work with the partners listed above on new projects (entrepreneurial development 
projects would be eligible for a Virginia Main Street Downtown Improvement Grant) 
 The Town of Culpeper. Leverage the Arts and Cultural District – Chapter 23 - 

TAXATION >> ARTICLE X. - ARTS AND CULTURAL DISTRICT >> 
http://search.municode.com/html/12290/level3/PTIITHCO_CH23TA_ARTXARCU
DI.html. Once issued the certificate, the organization is exempt from payment of 
the following taxes and fees until the certificate is revoked or expires. 

• (a) Business, professional, and occupational license taxes and fees. 
Qualified arts or cultural organizations shall be exempted from the 
payment of the business, professional and occupational license (BPOL) 
taxes and fees imposed by chapter 10, article II of the Code of the Town 
of Culpeper for the first three (3) full license years after the organization 
begins operation in the district or receives its certification as a qualified 
arts or cultural organization, whichever comes second.  

• (b) Zoning permit fees. Qualified arts or cultural organizations shall be 
exempt from any applicable fees for zoning permits as outlined in 
section 27-352 of the Code of the Town of Culpeper for a period of 
three (3) years (i.e., until the third anniversary of the issuance of the 
certificate to the qualified arts or cultural organization).  

• (c) Partial exemption for certain rehabilitated, renovated or 
replacement residential and commercial structures. In addition to the 
partial exemption provided under section 23-9 of the Code in the Main 
Street Program and Community Development Block Grant area, real 
estate within the arts and cultural district that is either owned or 
substantially leased by a qualified arts or cultural organization for use as 
an arts or cultural venue may also be eligible for the partial exemption. 
"Substantially leased," as used in this subsection (c), means fifty (50) 
percent or more of the total interior square footage of the structure or 
structures is under lease for a period of at least five (5) years. To obtain 
the partial tax exemption under this subsection (c), the property must 
also meet the other requirements of section; 23-9 of the Code, except 
that it need not be in the district defined in that section. No exemption 
shall apply where rehabilitation is achieved through demolition and 
replacement of a structure that is a registered Virginia landmark or 
determined by the department of historic resources to contribute to the 

http://search.municode.com/html/12290/level3/PTIITHCO_CH23TA_ARTXARCUDI.html
http://search.municode.com/html/12290/level3/PTIITHCO_CH23TA_ARTXARCUDI.html
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significance of a registered historic landmark. 
The tax exemption provided by this subsection (c) shall be an amount 
equal to one hundred (100) percent of the increase in assessed value 
resulting from the rehabilitation of the structure as determined by the 
commissioner of revenue. This amount shall only be applicable to any 
subsequent assessment or reassessment. The exemption shall 
commence on January 1 of the year following completion of the 
rehabilitation and shall run with the real estate for a period of five (5) 
years. 

• 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. 

o Continue to refer prospective tenants to property owner (from current work plan) 
o Continue to identify appropriate marketing strategies (from current work plan) 
o Develop a pop-up-store program. For more information on pop-ups see the following: 

 A New Take on Pop Ups: Store Giveaway Contest Takes Aim at Downtown 
Vacancies by Jim Duffy (From Main Street Story of the Week, January-February 
2011) www.preservationnation.org/main-street/main-street-
now/2011/january-february/a-new-take-on-pop-ups.html  

 Pop-Ups Bring New Life to Old Oakland, CA by David Garber (Posted on 
PreservationNation Blog, March 22nd, 2012) 
http://blog.preservationnation.org/2012/03/22/pop-ups-bringing-new-life-to-
old-oakland-california/  

 Pop Ups on Main Street: Three Real-World Tests of a Business Development 
Strategy (2012 National Main Streets Conference Session Handouts) 
www.preservationnation.org/main-
street/training/conference/2012baltimore/program-and-schedule/session-
handouts/wednesday-sessions/E07-PopUpsOnMainStreet.pdf  

• Continue growing entrepreneurial ventures (Phase 2). 
o Develop community owned and supported businesses. In her book Locavesting: The 

Revolution in Local Investing and How to Profit From It, Amy Cortese writes about the 
importance of community capital. One way community capital manifests for Main Street 
districts is through community owned and supported businesses. That ownership can 
take the form of prepaid shares, interest-paying loans, and equity shares. Though also a 
community owned and supported business, she considers cooperatives a category all its 
own. For more information see 1) Community Owned Businesses: How Communities 
Become Entrepreneurs, Main Street News; 2) Community-Owned Stores: New Anchors 
for Older Main Streets, Forum; and 3) How to Launch a Community-Owned Store, 
www.ilsr.org/rule/financing-local-businesses/community-owned-stores/. 
 Community supported restaurant (CSR) examples. 

• Bobcat Café (www.bobcatcafe.com) in Bristol, VT (has designated MS 
program). 

• 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/  

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

http://www.preservationnation.org/main-street/main-street-now/2011/january-february/a-new-take-on-pop-ups.html
http://www.preservationnation.org/main-street/main-street-now/2011/january-february/a-new-take-on-pop-ups.html
http://blog.preservationnation.org/2012/03/22/pop-ups-bringing-new-life-to-old-oakland-california/
http://blog.preservationnation.org/2012/03/22/pop-ups-bringing-new-life-to-old-oakland-california/
http://www.preservationnation.org/main-street/training/conference/2012baltimore/program-and-schedule/session-handouts/wednesday-sessions/E07-PopUpsOnMainStreet.pdf
http://www.preservationnation.org/main-street/training/conference/2012baltimore/program-and-schedule/session-handouts/wednesday-sessions/E07-PopUpsOnMainStreet.pdf
http://www.preservationnation.org/main-street/training/conference/2012baltimore/program-and-schedule/session-handouts/wednesday-sessions/E07-PopUpsOnMainStreet.pdf
http://www.ilsr.org/rule/financing-local-businesses/community-owned-stores/
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.clairesvt.com/
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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. 
 Community supported bakery (CSB) example. 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. 

 Case Example: 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. 

 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 for 75 participants and got 200 and raised $1047. The 
winner of the cash prize was Glass City Pedicabs, a new bicycle taxi company. 

• Proactively recruit entrepreneurs. 
 
Current CRI Economic Restructuring Project: Maintain an inventory/data base of occupied and vacant 
properties in downtown 
 

Recommendation: Share this responsibility with Design Committee and CRI staff. 
 
Current CRI Economic Restructuring Project: Be A Culpeper Local campaign www.beaculpeperlocal.com 
 

Recommendation: Move this responsibility to Promotion Committee along with cooperative 
advertising opportunities. 
 
Recommendation: Complement, cooperate, and coordinate with Culpeper County Chamber of 
Commerce offerings (don’t compete). CRI’s and the Chamber’s stakeholders may perceive the two 
organizations (and others) as being involved in similar activities (e.g. CRI has a downtown coffee 
connection). The Chamber currently promotes the following services (those in bold appear to have 
strong connections to entrepreneurial support): 

• Membership Mixers 
• Networking Lunches 

http://www.backdoorbakeryvt.com/csb
http://www.laughingmoonchocolates.com/index.cfm?page=15
http://www.beaculpeperlocal.com/
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• CulpeperFest (business expo) - “CulpeperFest is a community, fun-filled event that provides an 
excellent opportunity to promote and showcase your business or organization to over 1500 
attendees.” 

• The Annual Meeting & Awards Banquet 
• Culpeper LeadShare Exchange Group 
• The Young Professionals Group 
• Non-Profit Council 
• The PEPPER OPEN Golf Tournament 
• Small Business Seminars/Round Tables 
• Candidate Forums 
• A Legislative Breakfast 
• The Community Lead Culpeper Program 
• The Business Industry and Education Day 

 
Recommendation: Complement, cooperate, and coordinate with Culpeper County Department of 
Economic Development (www.culpeperusa.com). Their mission/role is understood to be primarily 
industrial development. 
 
Recommendation: Complement, cooperate, and coordinate with Lord Fairfax Small Business 
Development Center. 
 
Recommendation: Follow Economic Restructuring recommendations provided in Culpeper 
Renaissance, Inc. Program Tune Up Report (with some further fine tuning). 

• Help define the market position for downtown (see above) 
• Conduct the zip code survey and analyze the data (to test target marketing efforts, see above) 
• Promote extended hours. CRI has established downtown Culpeper as a destination location. The 

State Theatre will be adding more evening and weekend activity to the streets; and that the next 
logical developments will include market rate residential (new downtown residents who will 
likely work 9 to 5). Downtown Culpeper businesses will need extended hours to serve these 
customers. 

• Survey attendees at special events (best done by the Promotion Committee) 
• Use QR Codes to help Build on “Be a Culpeper Local” (again, best done by the Promotion 

Committee) 
• Consider how Cash Mobs might work in Culpeper (may also be best done by the Promotion 

Committee) 
 
Recommendation: Develop business guidelines for downtown Culpeper and incentives to inspire their 
use. Business guidelines would “set the bar” for business greatness downtown. Business guidelines are 
particularly important for districts catering to visitors/tourists. They could include six key business 
practices that have been shown to increase the value of a business that is for sale (because businesses 
that follow the practices make more money): 

• Write down the business processes 
• Set financial goals (cleanup financial statements)  
• Have a marketing budget, document past promotional efforts (last 3-5 years)  
• Keep track of customer information 
• Engage employees 
• Do a literal housekeeping, cleanup 

http://www.culpeperusa.com/
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Other best business practices worth considering for your business guidelines include: 
• Ideal hours of operation 
• Ideal frequency of window display turnover 
• Ideal level of investment in marketing 
• Ideal customer service policies 
• Ideal hospitality policies 
• Ideal parking practices 
• Ideal referral policies including knowledge of neighbors 
• Ideal cleanliness and maintenance standards 
• Ideal attitude (positive and appreciative) 
• Ideal level of buy-in to the Downtown Culpeper Development plan 

It is in the best interest of property owners and the businesses themselves to make adhering to business 
guidelines part of any lease (as is done with most shopping center leases). Agreeing to follow best 
business practices increases the probability of business survival and has been shown to improve chances 
for getting a business loan. Business guidelines, like design guidelines, are not mandated; but should be 
used as a tool for educating and encouraged through incentives. In fact, receipt of business incentives 
should be tied to business guideline adherence. 

As an extension of business guidelines, CRI is encouraged to develop a downtown Culpeper 
Business Pledge (or Promise or Guarantee) and get business to adopt and prominently display the 
pledge in their front windows. Run ads marketing the pledge and the businesses that are participating. 
During initial “sign up” ensure business owners that you will only hold them to the pledge if you get at 
least 25% of the businesses signed up. Of course strive for 100%. Possible components to a downtown 
Culpeper Business Pledge: 

• [insert business name] pledges to join our business neighbors in opening no later than ___ and 
closing no earlier than ___ during the week, opening no later than ___ and closing no earlier 
than ___ on Saturday, and opening no later than ___ and closing no earlier than ___ on Sunday. 

• We pledge to reserve (or leave) the best parking spaces for our customers and our neighbor’s 
customers. 

• We pledge to refer you to our neighbor businesses, if you can’t find everything you need with 
us. 

• We pledge to positively promote our progress toward achieving our shared vision for downtown 
Culpeper. 

• We pledge to personally (or graciously) welcome any and all potential customers, including 
youth. 

Develop a Business Improvement Grant Program, such as a small specialty training grant to help 
businesses who want to improve on one or more of the key or best businesses practices identified in 
your guidelines/pledge. Variations on this kind of grant can also be helpful in the area of design and 
promotion (see below). The purpose of this type of business grant is to help businesses keep up to date 
in their sector and access professional consultants. The grant could be designed to cover part or all of 
the cost of the initial consultation/visit (e.g. $250 or $500) or as a 50/50 match. The grant application 
could be as simple as the qualifications/expertise of the consultant to be hired, along with a couple 
short paragraphs by the applicant describing their need and what they expect to gain. A condition of the 
grant should be that the recipient document the return on their (and your) investment and share their 
story in order to serve as a role model for others. This could be done through a newsletter article or a 
short presentation at a business gathering. Also, check out Jackson (TN) Downtown Development 
Corporation’s Marketing Incentive Program for New Businesses www.downtownjackson.com/Business-
Incentives.asp. 

http://www.downtownjackson.com/Business-Incentives.asp
http://www.downtownjackson.com/Business-Incentives.asp
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PROMOTION 
As mentioned above, the Promotion Committee or Team must take the lead on developing markets by 
leveraging cultural history and other related local assets. Those assets are many and are worth repeating 
here: 

• Revolutionary War Story 
• Civil War Story (including story of how General George Armstrong Custer had his horse shot out 

from under him outside the Depot). Culpeper reportedly saw more action during the Civil War 
than any other place in the nation. 

• Young George Story 
• Story of the Virginia Piedmont, “something special in the foothills” (Culpeper is the center of the 

Piedmont) 
o Story of wine and moonshine (Belmont Farm Distillery) 

• Story of first fluorescent street lights south of the Mason Dixon-Line 
o Operation Skyglow (1953) with “Longest Supper Table In The World” (sat 600 people) 

• Packard Campus of the National Audio-Visual Conservation Center (Library of Congress) 
o Although the facility is not open to the general public for tours, visitors can enjoy weekly 

movies on Mt. Pony when the Packard Campus hosts a regular series of film and 
television programming in its 204 seat theater. There are usually three shows a week: 
Thursdays and Fridays at 7:30 pm and Saturday at either 7:30 pm or a 2:00 pm matinee. 

• Museum of Culpeper History 
• Traditional events; particularly: 

o Wintertainment/Snow Much Fun 
o Downtown Culpeper Carnival 
o 3rd Thursday Concerts 
o 4th of July Car & Bike Show (13th annual in 2012) 
o The Taste of Culpeper (8th annual in 2012) 
o Downtown Restaurant Week (4th annual in 2012) 
o Downtown Holiday Open House 
o Sunday Art Walk 
o Farmers Market 
o Bluemont Concert Series - Friday evenings on the lawn of the Old County Courthouse, 

July through August 
 
Recommendation: Develop and communicate a downtown Culpeper commercial brand. CRI is 
currently using a brand logo developed by Arnett Muldrow Associates (Downtown Market Assessment 
and Marketing Plan for Culpeper), but have strayed from the brand tagline “the world’s one and only.” 
That brand, which is a good one, is in many ways a community brand. Downtown Culpeper still needs a 
commercial brand. Creating a commercial brand starts with identifying commercial assets. Out of those 
assets comes a “promise” – a brand statement declaring what downtown Culpeper will deliver 
(products/services) to its customers. What kinds of products, services, and experiences can I spend my 
money on? Furthermore, downtown Culpeper’s promise to the consumer should be distinct from the 
Town of Culpeper’s collective promise to the consumer and distinct from competing commercial 
districts (see competition discussion under Market Position above). Positive commercial brand 
awareness will increase the probability that customers will choose downtown Culpeper when selecting a 
shopping or tourist destination. Before communicating the chosen brand, be sure downtown Culpeper is 
prepared to fulfill the promise and expectations created (to avoid an unhappy customer). 
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CRI can work on branding with its partners including the Town of Culpeper, the Culpeper 
Department of Tourism, and others. The Town of Culpeper’s current marketing and communication 
materials include the tag line/slogan “Preserving the Past, Embracing the Future.” This tagline is likely 
intended to convey a whole community brand for the purpose of attracting new residents, new visitors, 
and new businesses to the Town of Culpeper. The Culpeper County Department of Economic 
Development uses the tagline/slogan “Where Growing Firms Discover Greener Pastures” to attract new 
businesses. The Culpeper Department of Tourism’s taglines/slogans include “Perfect, Unexpected, 
Getaway” (www.visitculpeperva.com) and “Still Making History: Renew Your Spirit and Make Some 
History of Your Own” (visitor guide www.visitculpeperva.com/visitorsguide/index.html). It is 
understandable that none of these partner’s taglines conveys much about the essence of what kinds of 
products, services, and experiences I can spend my money on in downtown Culpeper. Although, “Renew 
Your Spirit” shouts for strong spa offerings. 

Brand taglines/slogans are intended to be succinct, catchy, and memorable. Brand statements 
on the other hand are intended to convey and 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 Culpeper specializes in offering one-of-a-kind/unmatched products, services, and 
experiences; particularly government and professional services, home décor products (including 
art and antiques) and culinary experiences; primarily to residents of the town and county of 
Culpeper and secondarily to the counties of Rappahannock, Fauquier, Orange, and Madison and 
daytrippers from DC and Northern Virginia, Charlottesville, Fredericksburg, and Richmond (need 
to further segment). 

 
CRI currently uses the following brand statement: “Welcome to a dynamic downtown where 

history is intertwined with a vibrant town center. This revitalized historic district is a destination town. 
Enjoy the limitless dining choices and specialty shops for every taste, all located along the Main and 
Davis Street footprint of Culpeper Renaissance… Downtown Culpeper has a significant collection of 19th 
and 20th century commercial, industrial and institutional buildings. There is a broad range of 
architectural styles representative of the eclecticism of its historic periods.” CRI’s promise to the 
consumer could be so much more compelling. CRI could, with permission, use one of the Culpeper 
Department of Tourism’s commercial brand statements which are actually stronger. 

• “Just an hour from DC and Northern Virginia, Charlottesville, and Fredericksburg, and a 
short drive to Shenandoah National Park and Skyline Drive, Culpeper is the perfect base for 
your Virginia adventure. Savor fabulous farm-to-fork chef creations and some very cool 
shopping in a beautifully restored historic downtown. Discover award-winning wineries, an 
exciting arts scene, and Virginia's only legal moonshine!... Visit a National Trust 2012 Great 
American Main Street Award winner!” (www.visitculpeperva.com)  

• “You'll love the unique shops in our Downtown area, perfect for finding those one-of-a-kind 
gifts, global treasures, original artisan creations, or nostalgic antiques of yesteryear. When 
you're tired and in need of refreshment, stop by a neighborhood wine, cheese, or culinary 
shop for an evening snack, or enjoy a spa moment to unwind.” 
(www.visitculpeperva.com/shopping.cfm, Downtown Culpeper is not individually listed 
under shopping but dominates the pitch) 

• “For the unique and one-of-a-kind, historic downtown Culpeper offers a wonderful selection 
of antiques, gifts, original arts & crafts, apparel, books, epicurean foods, gourmet wines and 

http://www.visitculpeperva.com/
http://www.visitculpeperva.com/visitorsguide/index.html
http://www.visitculpeperva.com/
http://www.visitculpeperva.com/shopping.cfm
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beers, and other specialties – distinctive items you can’t find in the big box stores, though 
we have those as well. You’ll find special gifts for yourself and other in locally-owned shops 
far from the hustle and bustle of the mall.” (Official Visitors Guide, message under Historic 
Downtown heading) 

The fact is that downtown Culpeper is a commercial district that needs a commercial 
brand/identity for it to be a choice that is on the consumer’s radar screen (both nearby residents and 
distant visitors). For all practical purposes, downtown Culpeper currently doesn’t have a commercial 
brand. It is CRI’s job to establish a commercial brand that is uniquely or distinctly downtown Culpeper 
(with the Town of Culpeper and the Culpeper Department of Tourism’s jobs to establish the larger 
community brand). The downtown Culpeper brand should be both compatible with and integral to that 
larger community brand. CRI needs to collectively settle on a single brand in which you will invest 
volunteer and financial resources to strengthen and promote. A strong brand will be necessary for 
downtown Culpeper to have a strong presence within regional collaborations and cooperative marketing 
ventures with the Town of Culpeper, the Culpeper Department of Tourism, and others. CRI should also 
request ownership of messaging related to downtown. For example: 

• Working to increase and improve downtown Culpeper’s visibility in the attractions section of 
www.visitculpeperva.com (not just as “Culpeper Historic District” under 
www.visitculpeperva.com/attractions_historic_district.cfm) 

• Working to increase and improve downtown Culpeper’s visibility on Culpeper’s large map 
sheet/downloadable map. The “Culpeper Historic District” map doesn’t communicate 
anything about what I can spend my money on downtown and the “Town of Culpeper” map 
doesn’t identify Historic District as a shopping center. 

• Somewhat related, the collection of brochures/guides at the Visitors Center is 
overwhelming. Creating bold headings for the different sections of brochures/guides (staff 
was able to verbally explain organization) and making local brochures/guides more 
prominent would help everyone, not just downtown Culpeper. 

CRI should work with other nearby downtown commercial districts (e.g. Charlottesville, 
Fredericksburg, Warrenton, Sperryville, etc.) to develop a stronger regional identity and solidify 
Culpeper’s Main Street district within that framework. 

A commercial brand for downtown Culpeper is different than a corporate identify for CRI. CRI 
has been using the logo and tagline developed by Arnett Muldrow & Associates as their corporate logo. 
It may help if CRI makes a clear separation between a brand for downtown Culpeper and a corporate 
image for CRI (see www.culpeperdowntown.com). The two are very different and should have different 
logos. Branding is communication and communication should speak to a particular audience; message 
and method. CRI’s target audience is largely downtown stakeholders (insiders if you will). Downtown 
Culpeper’s commercial brand needs to target downtown’s customers who are largely not CRI insiders. 
To further complicate the logo discussion, CRI has developed logos for each of their events. The event 
logos for Wintertainment (Snow Much Fun), Culpeper Downtown Carnival, Third Thursday Summer 
Concert Series, Holiday Open House (Culpeper Downtown for the Season), and Culpeper Downtown 
Sunday Art Walk all contain strong ties to CRI’s corporate logo (which communicate the fact that these 
events are put on by CRI). The event logos for Beer Fest and 4th of July Car & Bike Show do not. The 
event logos for Taste of Culpeper and Restaurant Week fall somewhere in between. 

CRI should invest more human (volunteer and staff) and financial resources in advertising that 
brands the district. Commit for the long haul. All of CRI’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 CRI’s committees should 
strengthen this brand through their projects and tasks. CRI’s investment in establishing a strong and 

http://www.visitculpeperva.com/
http://www.visitculpeperva.com/attractions_historic_district.cfm
http://www.culpeperdowntown.com/
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effective brand will be a valuable service to downtown Culpeper’s merchants. Coach those businesses 
on co-branding themselves with downtown Culpeper’s brand and show them how to benefit from 
collective promotions. 

Based on this Economic Restructuring Technical Assistance Visit, downtown Culpeper’s 
commercial brand is anticipated to draw upon and be inspired by the following elements: 

• One-of-a-kind/unmatched products and services 
• Culpeper as the center of the Virginia Piedmont 
• Wine and moonshine 
• Operation Skyglow and “Longest Supper Table In The World” 
• Love 

o ‘Reel LOVE.’ 
 This “must see point of interest” is too good an opportunity to pass up. It was 

designed to promote tourism to Culpeper and throughout Virginia (“Virginia is 
for Lovers” and Virginia Tourism's LOVEworks program), and highlights the 
emerging Arts in Culpeper (including local Culpeper artist Roque Castro). 

 Packard Campus of the National Audio-Visual Conservation Center (Library of 
Congress). The source of the “reel,” this unique asset is again too good an 
opportunity to pass up. 

o Culpeper as a wedding destination and lovetown 
 
Recommendation: Write a downtown Culpeper marketing plan. CRI doesn’t have a marketing plan. As 
a result, CRI’s message placement is more reactive than proactive (dictated largely by opportunities 
obtained in trade). CRI is wise to take advantage of what can be obtained in trade, but should also invest 
in strategically marketing to downtown Culpepper’s target customers (in partnership with Culpeper 
Department of Tourism). Business and district sustainability requires finding ways to continue promoting 
and building brand awareness 365 days a year. CRI 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 CRI Promotion Committee and staff 
expressed a primary interest in 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). CRI should also help existing and future downtown Culpeper businesses do the 
same. CRI’s current promotion/marketing strategies include: 

• Website 
• Facebook 
• Twitter 
• Destination Downtown Culpeper – a 16 page Quarterly Downtown News publication, mailed to 

every home in the county 
• Printing of 24,000 Culpeper Downtown Shopping & Dining Guides (recommendations related to 

the Guide below) 
• Printing of 7,500 Culpeper Downtown Service Directories 
• Advertisements in local and regional media (again, dictated by what is obtained in trade) 

including: 
o The Greater Piedmont Group (coverage map attached) 

 Culpeper Times (Circulation of 10,463 in Culpeper County) 
 Fauquier Times-Democrat (Circulation of 13,520 in Fauquier county plus parts of 

Rappahannock, Culpeper, and Prince William counties) 
 Rappahannock News (Circulation of 2,670 in Rappahannock County?) 
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o 92.5 WINC: Adult contemporary; 40 Counties and Washington DC Metro Area; primary 
target is at work professionals, dual income households with disposable income 
(coverage map and profile attached) 

o 105.5 The bone: Target is Men 30-45, gender profile is 60% male & 40% female 
(coverage map and profile attached) 

o Old Town Crier:, free monthly publication (15,000 print run to 450 outlets across 
Alexandria / Northern VA), reported readership 45,000-75,000 

o Rappahannock Electric Cooperative Magazine (state-wide) 
o Virginia Wine Gazette 
o Virginia Wine Festival  
o Free Lance star 
o Lake of the woods – lake currents newsletter 

 
Recommendation: Transition/reposition existing downtown Culpeper promotions and add new 
promotions to serve the marketing plan and communicate the commercial brand message (e.g. “one-
of-a-kind/unmatched”). CRI needs to be very strategic with respect to downtown Culpeper’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.” 
Repositioning downtown Culpeper’s promotions/events calendar to communicate downtown 
Culpeper’s brand will not only improve the overall effectiveness of downtown Culpeper’s marketing, but 
may free up volunteer and financial resources (and eventually staff). Ask the tough questions like 
“Which events, if any, communicate the brand?” (both in name and in nature). CRI’s 
promotion/marketing efforts are largely event based. Unfortunately, the current event list 
communicates a largely generic message. Strive for events that not only generate foot traffic but are a 
downtown Culpeper 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 Culpeper 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? 

o Wintertainment (Snow Much Fun) – A Winter Children’s Event – February & March 
o Downtown Culpeper Carnival – February 
o 3rd Thursday Concert Series, May – August (signature event?) 
o 4th of July Car & Bike Show (4th of July is a big town/ county event) 
o The Taste of Culpeper (signature event?) 
o Downtown Restaurant Week 
o Downtown Trick-or-Treat 
o Downtown Holiday Open House (signature event?) 
o The Community Christmas Tree Lighting 
o Holiday Live Entertainment – November & December 
o Downtown Sunday Art Walk – “Sundays in Culpeper are for art lovers! Stroll through 

shops and galleries displaying, selling, and sometimes hosting artists in their process. All 
participating locations are open (at least) from 1:00 pm - 4:00 pm and include shops, 
boutiques, and artist's dens that are destinations unto themselves.” 

o Downtown Beer Fest – April 
o Farmer Market (38 full and part time vendors) 

• Continue to nurture the Farmers’ Market and look for new opportunities to involve the market 
in the everyday success of the district. 
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• 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. “one-of-a-kind/unmatched”). For example: 
o World’s Longest Supper Table event 
o “Only Legal Moon Shine” event 
o More arts and culture promotions, particularly arts and culture with “one-of-a-

kind/unmatched” flair. 
o A Sip & Shop 

 
Recommendation: Develop and market sample itineraries and package deals for daytrips and 
overnights that include/showcase downtown Culpeper businesses. Focus on one-of-a-kind/unmatched 
products, services, and experiences. Expand on the daytrips found in Culpeper’s Official Visitors Guide 
(e.g. extending the Wine and Moonshine into downtown, expanding the Girlfriends Getaway). Package 
deals have the potential to attract more visitors to downtown Culpeper, as well as to increase spending 
by existing visitors. For example, CRI could pull together a visitor package that could include a 
progressive dinner at a collection of downtown food and beverage venues, a show at the State Theatre, 
and desert and a nightcap at yet more food and beverage venues. A package with more of a retail and 
personal care service flair would also make sense (e.g. packaged discounts and special personalized 
service at home décor businesses, boutiques and salons). The later could be like making a girls night out 
event available as a package deal any day of the year. The best package deals will play to and 
communicate downtown Culpeper’s commercial strengths (see market position statement and 
commercial brand). 

Thinking bigger, downtown Culpeper could partner with Charlottesville and Fredericksburg to 
offer multi-day or weekend packages. Creating daytrip profiles and organizing package deals would 
provide CRI an opportunity to market downtown Culpeper 365 days a year and to in some small way 
script the visitor experience. On the subject of scripting the visitor experience, CRI should develop 
electronic and hardcopy brochures, maps, and directories that are targeted/segmented and focused on 
one niche at a time (eventually developing and maintaining a whole series/set). For example, rather 
than one Culpeper Downtown Shopping & Dining Guide, break it into two or more brochures; one 
marketing dining/entertainment and one marketing shopping. The shopping brochure could be broken 
down even further into product niches. At least brand commercial identities on the downtown map 
(show clusters) and organize shopping into niches. These maps/directories can be highly attractive to 
sponsors. 
 
Recommendation: Develop a downtown Culpeper discount card. A discount card might better serve 
local customers than the package deals discussed above; essentially rewarding loyalty and bringing 
products that should be priced for visitors a little more within reach of residents. In other words, it 
should be possible to price products and services for the visitor market (a higher price point), by offering 
a robust resident discount card/program. Creative inventory selection/management, in addition to 
creative pricing, should allow downtown entrepreneurs to target the visitor consumer segment, but still 
reach out to the local consumer segment (residents in visitor mode). If a discount card is created, 
carefully track use for market research. 
 
Recommendation: Follow Promotion recommendations provided in Culpeper Renaissance, Inc. 
Program Tune Up Report: 

• Identify Culpeper Target Consumer Groups. 
• Evaluate the impact of all events and promotions more formally and inclusively. 
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• Include other parts of downtown in marketing ads, not just Davis Street. 
• Gather merchant testimonials. 
• Consider buskers on the street for entertainment. 
• Get Farmer’s Market shoppers shopping in the rest of downtown. 
• Build on Restaurant Week. 
• Encourage business to have customer databases and teach them how to market to their existing 

customers using social media. 
• Encourage businesses to send customers to each other’s businesses. 
• Bring all business owners together, through Coffee Connections. 

 
 
DESIGN 
As mentioned above, within Main Street’s Economic Development Philosophy, the Design Committee or 
Team must take the lead on developing space by leveraging built history and other related local assets. 
 
Recommendation: Continue encouraging pedestrian friendly streets (in particular lessening the barrier 
of Main Street crossing). 
 
Recommendation: Participate in Town’s efforts to update the 2007 Community Design Plan (including 
massing and general land use). Complement the Community Design Plan with the Downtown 
Development Plan’s leasing/clustering. 
 
Recommendation: Assist the Town of Culpeper in implementing the Comprehensive Plan (particularly 
the areas targeted for reinvestment). 
 
Recommendation: Support trend of greater 2nd floor use (as expanded space and as only space e.g. 
Unique Boutique) 
 
Recommendation: Pursue Community Initiated Development (CID). CRI is a strong organization and 
their efforts thus far have been successful. They are now at a point where they can consider taking a 
more active role in rehabbing derelict structures buy purchasing and developing the properties 
themselves, when appropriate. If the private development community is unwilling or unable to take the 
lead, CRI should consider taking on the role of developer for catalyst projects that have the potential to 
get the ball rolling and to provide an example. This is called Community Initiated Development (CID). A 
project of relatively modest scale would be good practice before tackling something big. Search out CID 
training. Donovan Rypkema’s Community Initiated Development: A Manual for Community-Based Real 
Estate Development is available from 
www.downtowndevelopment.com/community_initiated_development.php. 
 
Recommendation: Develop space across railroad tracks at the depot (Town owns about 1.5 acres). 
More on this in Development Plan Recommendations below. 
 
Recommendation: Improve Culpeper wayfinding (including drawing people off 29 into town and 
downtown). Wayfinding is what people do when they are traveling to and through a space. Wayfinding 
systems involve the science and art of scripting people’s travel to and through that same space. As a 
community, Culpeper should want to provide good customer service and prevent frustration that would 
accompany difficulty finding a destination; particularly a public destination. Culpeper should also want 

http://www.downtowndevelopment.com/community_initiated_development.php
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people to find and discover all the other assets within the community that they may not yet have on 
their list of destinations. In other words, Culpeper can attempt to sequence people’s movement into and 
through the community to their advantage. They can script the theater of Culpeper. For general tips on 
how to do this, see Wayfinding attachment. 
 
 

DOWNTOWN DEVELOPMENT PLAN RECOMMENDATIONS 
 

Recommendation: CRI, 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. CRI, 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. CRI can inspire others to implement the 
Downtown Culpeper Development Plan by having an inspirational mission statement, downtown vision 
statement, market position statement (see above), and brand (see above). CRI does not promote a 
mission or vision statement, but should. The Downtown Culpeper Development Plan itself should also 
be inspirational. 

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

 
Recommendation: CRI 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: Identify existing and potential downtown Culpeper 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 Culpeper anchors identified during the Economic Restructuring 
Technical Assistance Visit (in no particular order): 

• The Culpeper Visitors Center/historic Train Depot 
• Museum of Culpeper History 
• Cameleer 
• Thyme complex 
• Frost Café (local) 
• Clark Hardware (local) 
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• Knakal’s Bakery 
• Culpeper County Courthouse 
• Culpeper County administration building on Main Street 
• Raven’s Nest Coffee House 
• Pepperberries 
• Collection of downtown churches 
• Post office (looking at moving distribution) 
• State Theatre (future) 

A niche is a market specialization; a clearly defined and tightly focused segment of potential customers 
(consumer niche) or products/services (business niche). Downtown Culpeper can build upon the 
following niches: 

• Business niches 
o Restaurants 
o Home décor/antiques (including furniture, appliances, lighting, flooring) 
o Specialty food (including wine, cheese, chocolate, meat) 
o Arts & Culture (Arts & Cultural designation 2 years ago) 

 http://www.visitculpeperva.com/attractions_arts_and_culture.cfm 
o Personal care services 
o Government and professional services 

• Consumer niches 
o Retirees/seniors (future market supported by hospital, churches, downtown) 
o Youth/family (potential) 

A cluster is a niche of businesses that are located in close proximity to each other. A Downtown 
Development idea for Culpeper would be for all niches to be represented on Davis and then individually 
branching out in clusters. For example: 

• Clustering home décor/antiques businesses North on Main (anchors are Cameleer, and Green 
Roost) 

• Clustering specialty food businesses toward Depot (specialty food anchor is The Frenchman’s 
Cellar/Corner, Culpeper Cheese Company) 

• Clustering arts and culture businesses toward State Theater (anchor) 
• Clustering personal care services between State Theater and Depot 
• Clustering government and professional services to the East of Main Street (anchor is County 

Courthouse and Town Hall) 
• Clustering businesses catering to retirees/seniors toward the North East. 
• Clustering businesses catering to youth toward the South East near Movie Theater. 
• Strategically locating complementary restaurants throughout downtown (whole downtown as a 

restaurant district) 
 
During the Economic Restructuring Technical Assistance Visit, current and potential business concepts 
that leveraged some of the above anchors and fit the above niches were brainstormed. The original lists 
have been expanded taking into account the DRAFT market position statement, possible commercial 
brand above, and the Downtown Market Assessment and Marketing Plan for Culpeper. “The most likely 
store types to be successful in downtown Culpeper using this scenario would be: home furnishings 
stores, specialty foods, beer and wine, sporting goods, shoes, and jewelry. Of particular note is the 
significant opportunity for additional full and limited service dining.” 

There is a lot of synergy/connection between downtown Culpeper’s anchor businesses, so many 
of the brainstormed business concepts show up under multiple headings. These brainstormed lists are 

http://www.visitculpeperva.com/attractions_arts_and_culture.cfm
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an artistic way to explore positive combinations of business concepts. The lists are by no means 
complete, and CRI should continue the brainstorming. Inclusion on these lists does NOT mean the 
business concepts are economically or politically feasible: 

• State Theatre (Future anchor to the Arts & Culture Niche) 
o Hotels, boutique hotels in particular 
o Restaurants (full diversity to appeal to all ages and means) 

 Current restaurants 
• 4 C’s Restaurant 
• Bella Vista Latin Restaurant Bar And Lounge 
• Calhoun’s Ham House & Country Deli 
• The Copper Fish 
• Culpeper Cattle Company 
• Culpeper Diner 
• Foti’s Restaurant 
• The Frost Café 
• Hazel River Inn Pub 
• Hazel River Inn Restaurant 
• It’s About Thyme 
• Knakal’s Bakery 
• Lucio 
• Main Street Deli Market Place 
• Mi Pueblo Pizza 
• Miss Minerva’s Tea Room And Gifts 
• Piedmont: A Virginia Steakhouse 
• Radishes & Roses Café And Catering 
• Raven’s Nest Coffee House 
• The Smokehouse 
• Thai Culpeper Restaurant & Bar 
• Thyme Market 

 Entrepreneur courier service 
 Micro-brewpub 
 Wine bar (with small menu) 
 Micro distillery (with small menu) 
 Indian cuisine 
 Americanized Mexican 
 Sushi bar 
 A few more mid price point restaurants 
 Lounge (with small menu) 
 Ice cream/desert 

o Live entertainment (Raven’s Nest Coffee House does have Sunday afternoon music) 
o Comedy club? 
o Memorabilia (Harriet’s General does have some) 
o Existing retail (might need ship it services or a purchase check) 
o Shoe shine 

• Local market 
o Frost Café (anchor) 
o Clark hardware (anchor) 
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o Knakal’s Bakery (anchor) 
o The Smokehouse 
o Culpeper Cattle Company 
o Post Office 
o On-Site Computers 
o Culpeper Music 
o Farmers Market 
o Specialty Grocery (The Frenchman’s Corner with Culpeper Cheese is growing into this) 
o Harriet’s General 
o Banks 
o Hispanic Grocery 

• Miscellaneous 
o Library (possible relocation) 

 For example: adaptively reuse church on Davis as retail post office & library 
o Downtown hotel 
o Downtown residential 
o Downtown office 
o 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 Culpeper. 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: CRI volunteers and staff need to draft a Culpeper 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. 

The map included as an attachment is a rough illustration of the kind of map that CRI will need 
to create for downtown Culpeper 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). The map represents the start of a hypothetical 
Culpeper Downtown Development Plan based on the work session held in Culpeper on November 14 
and further development by Barman offsite. It must be stressed that this proactive design of a dream 
marketplace is for illustrative purposes only. It was developed using the art of combination and is 
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 is still responsible for running 
his or her own numbers. CRI should settle on a working Plan by either revising the one provided or 
starting its own from scratch. 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 CRI’s mission, vision, market position, commercial district brand and development plans. 
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Architectural renderings showing improved buildings occupied by dream businesses would be another 
powerful tool. CRI can inspire action by current and future entrepreneurs and help investors visualize 
future possibilities. Entrepreneurs may choose to locate in downtown Culpeper and investors may 
choose to invest in downtown Culpeper simply because they buy into the dream. 
 
 

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 CRI 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, CRI 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 CRI 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, CRI can attract 
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investors and tenants by helping them see a vision of themselves making money as part of a successful 
downtown Culpeper. 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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Developing a Wayfinding Program 
 

Wayfinding is what people do when they are traveling to and through a space. Wayfinding systems 
involve the science and art of scripting people’s travel to and through that same space. Communities should 
strive to provide good customer service and prevent frustration that would accompany difficulty finding a 
destination; particularly a public destination. Their broader goal should be for people to discover all the other 
assets within the community; including unplanned destinations. In other words, sequence people’s movement 
into and through the community to their advantage; script the theater of their community. 

To use the analogy of retail business, the best businesses create an environment where customers not 
only find the product that was on their shopping list, but also make “surprise” discoveries. From a business 
perspective, the “surprise” was not an accident but was intentional and influenced through all aspects of store 
design and layout including but certainly not limited to signage. The goal is for customers to be exposed to as 
much of the store’s product as possible, but especially the products that command the highest profit margin. 
Products that aren’t found are products that aren’t bought. The same holds true for communities. If you think 
this analogy is a stretch, think about how communities could benefit if their customers (tourists, current and 
future residents, property owners, businesses/employers, etc.) discovered and used more of their community’s 
assets. Finding those assets that do exist can dramatically impact people’s assessment of the quality of a 
community; ultimately affecting their desire to come back for a second visit or to stay. Every community would 
also love visitors to only drive through the most attractive parts of town and to see their community from only 
the best vantage points. Main Street organizations of course want everyone to drive through downtown. 

However, simply signing a personally “chosen” route may not ultimately change the behavior of people. 
People will chose their route based on a variety of factors such as the shortest route, the fastest route, the safest 
route, or the most scenic route. Even more important than those decision factors is the destination they have in 
the front or back of their mind before they even start their vehicle. For example, downtown may not currently be 
perceived as an attractive destination or as a destination at all. In other words, if people already have it in their 
head that they are going someplace else (e.g. Wal-Mart) the best signage in the world will not get them to take a 
community’s personally “chosen” route. 

Community wayfinding is therefore much more than directional signage. Wayfinding is an integral part 
of both our design vocabulary and our communication strategies. Before a trip, people start their wayfinding by 
relying on what they know and think they know (perceive) about their destination and route alternatives. This is 
where all our communication and marketing efforts come into play including but not limited to printed maps. In 
this way promotional activities such as walking and driving tours can help complement your wayfinding goals 
and help with wayfinding before the trip. However, don’t underestimate the influence of Internet mapping 
services such as Mapquest, Google Maps, etc. While driving, people continue their wayfinding by relying on 
onboard navigation services (GPS), auto oriented signage, and landscape cues (more on this later). While 
walking, people complete their wayfinding by relying on pedestrian-oriented signage, a different set of 
landscape cues, and on-premise signage. People unfamiliar with an area, including visitors and residents outside 
their normal routine, often rely on verbally-shared directions and referrals, hospitality, for their wayfinding. 

Most people have been exposed to formally designed wayfinding systems in malls, 
museums/amusements, and hospitals. Most of these are interior wayfinding systems, but we can learn important 
lessons from those systems that can help us design our wayfinding system. These institutions often devote 
significant resources to design and implement their systems. The reader is encouraged to become a student of all 
wayfinding systems, not just the community wide/public versions. Airports are another institution with a need to 
assist users with wayfinding. The quality of these systems varies considerably, but Alexandria International 
Airport’s wayfinding system includes one of the better airport arrival signage systems. The reader may be 
surprised to learn that they invested over $350,000 in signage and that the general system, from highway 
markers off site to the onsite system, was designed by their staff. 
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As an exercise, share stories of contexts where your wayfinding went smoothly, and why, as well as where it 
didn’t, and why. To expand on some of the concepts presented above: 

 Many people don’t research the geography/layout of a place prior to a trip; hoping to instead rely on 
their sense of direction (aided by landscape cues and signage when it’s present). 

 Many people don’t explore until they have found their target destination to ensure they have the time to 
wander (although they may make note of what they pass in case they have time to go back). This 
exploration includes parking. Determining the best way to integrate parking into your wayfinding 
system could be a major study in and of itself. People will be looking for signs that communicate not 
only the location of parking, but whether it is free and for how long. Most people won’t select a parking 
space until they have sight of their final destination. People will also drive around looking for the closest 
parking. 

 Sometimes our destination is not part of a wayfinding directional system, but we have learned from 
experience that it can be reliably found in association with other familiar and signed destinations. For 
example, most people will first assume that government offices are downtown unless otherwise notified. 
If your government offices are located where people expect to find them, namely downtown, those 
offices may only need to appear on wayfinding signs on the edge or within downtown (saving space on 
signs for other attractions). 

 Once a person begins to follow signs directing then to any particular attraction, they expect the signs to 
take them all the way to or past that attraction. It is extremely frustrating for an attraction to show up on 
an early sign (maybe because there happened to be room to add an extra attraction) and then for it to 
disappear from the sign at the next decision point. Without instructions to turn, a person will assume 
they should continue straight. They will be angered if that guess was wrong. 

 Return trips can be even more challenging from a wayfinding perspective. The landscape looks 
completely different coming from a new direction (no matter how much a person thinks they will 
visually remember their way in reverse). Sometimes the return route requires a person to use different 
roads. 

The following are common landscape cues or visual triggers that communicate “downtown” without requiring a 
sign: 

 Building density (density typically increases as we approach a downtown) 
o Setback (buildings typically move closer to the sidewalk as we approach a downtown) 

 Building height (buildings typically get taller as we approach a downtown) 
 Building age/quality (buildings typically get older and exhibit higher quality materials and details as we 

approach a downtown) 
 Pedestrian amenities (downtown commercial districts typically welcome pedestrians) 

o Sidewalks with furniture (downtown commercial districts typically have sidewalks where strip 
commercial developments don’t) 

o Pedestrian scale lighting (downtown commercial districts typically have pedestrian scale 
lighting while strip developments don’t) 

Will you still need a wayfinding system once everyone has an onboard navigation system? To answer that 
question we would need a better idea of what compels someone to stray from the directions they are receiving 
from their onboard navigation system. In the least, we may need to place more emphasis on wayfinding once 
they leave the car. Do you need temporary wayfinding at large events? The answer to that question is usually 
yes. 
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Recommendation: Critique/select gateways/entrances. It is important to acknowledge that gateways and 
entrances exist wherever and however people enter downtown. We can’t sign them all, which is a case in point 
for the importance of landscape cues. However, we can identify primary entrances. 
 
Recommendation: Map public attractions. Brainstorm public attractions. Which attractions are most 
important or a priority to include on wayfinding signage is largely dependent on the location of each individual 
sign within the system. Each major decision point needs a sign and each sign should provide a directional arrow 
toward the attractions reached from that location (up to a maximum of five). The trick is deciding which five. 
 
Recommendation: Propose wayfinding sign locations/sign content. Gateways/entrances, vehicular decision 
points, pedestrian decision points, etc. are all going to require different styles of signs. A rule of thumb is to 
locate wayfinding signs at least at every major intersection, and at any other major decision point throughout the 
downtown and community. That said, be cautious to not overdo it. Having too many signs can be as confusing 
as not having enough. Place signs at least 20 yards before the intersection so travelers have time to react after 
reading the sign. Place signs on the right hand side of the road since travelers are conditioned to look to the right 
for information. Each sign should contain no more than five lines of text, with the text large enough to read from 
a block away (typically at least 6” tall lettering). The best way to ensure legibility before investing in production 
is to create a mockup and set that mockup at one of your sign locations and then drive by it. Each sign should 
also incorporate a logo consistent with all other downtown or community branding. A professional consultant 
(e.g. a graphic designer) can help with the design process. See also “Community Wayfinding” by Kathy Frazier, 
Kathy Moore, and Sandy Hanger, Main Street News, Issue 235, December 1, 2006. 
 
Recommendation: Propose/offer design improvements to enhance wayfinding. The biggest wayfinding 
weaknesses are often uncontrolled signage and lack of visual design cues. Collective sign clutter lessens the 
effectiveness of each individual sign. To be blunt, if everyone puts up directional signs, a person will have a 
hard time seeing any one sign. You can go a long way toward improving your signage system by first 
maintaining existing necessary signs and second by removing unnecessary signs; addition by subtraction. When 
it is unlikely someone will decide on impulse to divert their course upon seeing a particular sign then other ways 
of communicating/marketing may be more effective. For example, like attractions could cooperatively produce a 
brochure (to influence/assist people before a trip) rather than pepper the landscape with competing signs. 

Reevaluate sign guidelines to ensure quality. This includes looking at criteria with respect to lit signs. In 
some cases existing signs need more lighting in other cases less. The most complex measure would be to 
evaluate land use policies to ensure that development contributes positively to wayfinding (see discussion above 
about landscape cues or visual triggers that communicate “downtown”). Adjacent and overlapping 
municipalities may all need to partner to evaluate land use policies. It will be crucial for there to be a seamless 
transition from one wayfinding system to another (e.g. from downtown’s pedestrian system to the city’s system 
to the county’s system.) In other words, the three systems must coordinate to pass travelers off between them. 
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Creating a Marketing Plan 

 
The purpose of a marketing plan is to define your market, to outline a strategy for attracting and keeping 

customers, and to identify and anticipate change. Defining your market (or market position) includes 
indentifying a specialization or niche based on a primary consumer segment served or a primary set of goods 
and services offered. With this competitive advantage (or brand awareness) in-hand, the Promotion Committee 
should evaluate and reevaluate existing promotions to determine their fit (e.g. do they draw the same markets 
that downtown businesses are attempting to draw). Based on this evaluation, some promotions may need to be 
refocused. Also, look for gaps and opportunities in the local promotional calendar; including promotions in 
which the Main Street program partners. Those gaps can be categorical in nature or they may be seasonal. 

If the Promotions Committee decides to develop downtown tie-ins as complements to larger community 
wide promotions, it should make sure those add-ons focus on the downtown’s target markets. The Promotion 
Committee may also need to create new, appropriately sized promotions designed specifically for a target 
market or a business niche/cluster identified in the market position. The National Trust Main Street Center 
generally recommends that Main Street programs balance their annual promotional calendar by focusing on 
three special events, producing six business promotions, and addressing image development with one project. It 
is important not to overload or overtax the available human and financial resources. The Promotion Committee’s 
annual action plan taken as a whole, if it is comprehensive enough, could serve as a marketing plan because it 
will contain all the considerations that are part of a marketing plan - the strategies for attracting and keeping 
customers. 

It will be necessary to establish pre-determined, measurable goals for each promotional activity as relates to 
effectively reaching the target market. Those goals should reflect whether the given event or activity is an image 
campaign, special event, business promotion or tourism campaign. Having specific goals will allow the group to 
be more effective when planning and more objective when evaluating. Most often, goals should focus on: 

1) Participation/identification by targeted groups or individuals (quantified if possible, e.g. number of 
impressions, number of people exposed to downtown window displays, or attendance numbers/foot 
traffic) 

2) Income generated either by promotions or contributing activities 
3) Business sales figures and/or percentage increases in sales during business promotions 
4) Secondary measures may include the amount of publicity (or media coverage) generated and the 

general perception of the audience (as indicated through surveys during/after the promotion).  
One way to strengthen the connections between your promotional efforts and downtown businesses is to 

develop a one or two page protocol sheet for each promotion. The promotion protocol sheets can be hand 
delivered or mailed to downtown businesses so they clearly know what to expect and how they can get 
involved/benefit. Clearly defining each promotion can help you avoid a perception of ineffectiveness on the part 
of the business community (e.g. special events have value even though they don’t typically ring the cash 
registers). Send the promotion protocol sheets to businesses far in advance of the event, so they can build any 
related marketing expenses into their budgets. The protocol sheet should include: 

1) Name and description of the event (including the dates) 
2) Whether it is an image campaign, special event, business promotion, or tourism campaign 
3) Goals of the event (see above) 
4) Targeted customer market (for example, local versus tourist) 
5) How the promotion will be promoted: tv, radio, newspapers, flyers, etc. 
6) Ways that businesses can participate/piggyback 
7) Volunteer needs 
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Promotional development is extremely volunteer intensive. For this reason it is important to evaluate each 
event and eliminate what is not working based on your original expectations and goals for the events. Did you 
accomplish your goals? Should the promotion continue or be altered? Of course, those expectations and goals 
must exist (see above). One or two volunteers should be assigned to collect the information necessary to 
measure promotion success. Promotions should be evaluated on a variety of points, including (but not limited 
to): 

1) Whether or not the promotion achieved its goal(s) as identified above 
2) Participation/identification by targeted groups or individuals (whether this was a goal or not). This 

will require strategies for determining viewership of advertising and the makeup of event attendees. 
What were traffic counts? Are they local residents or visitors? Are they coming specifically for the 
event or do they just happen to be in the area? What is downtown’s signature event, or the event that 
either draws the most attendees or creates the most lasting and far reaching impressions? The 
answers to these questions can provide valuable information for future marketing (help the 
Promotion Committee and individual downtown businesses target the appropriate media to utilize 
for advertising). One strategy for gathering this kind of information is to have a free giveaway that 
would require entry. Entry forms will include name, address and one or two simple questions 
relating to the marketing questions of the committee. Other communities have done intercept 
surveys of tourists at events. 

3) The cost-benefit ratio of the amount of money and/or volunteer hours necessary to implement the 
promotion versus the income, good will, recognition, etc. that the promotion generates. The goal of 
every promotion may not be to generate revenue (particularly image campaigns). For example, if 
the primary goal of an event is to attract visitors to the community, it may be in the best interest of 
the organization to allocate more dollars to advertising if it results in higher attendance. If the event 
only breaks even (or costs money) it will still be successful if attendance reaches the targeted goal. 
The economic impact of promotional efforts is normally measured by estimating/calculating the 
lodging, food, beverage, souvenir, and other spending by visitors to the event. 

4) Business satisfaction and feedback (not just sales figures). Strategies would include a short 
evaluation survey or a focus group of businesses (especially, if you are evaluating business 
promotions). The Promotions Committee should not include questions like “how were your sales?” 
on the evaluation form for a special event (no point in contributing to misperceptions). In contrast to 
business promotions, the cash register is not expected to ring the day of a special event. However, 
the Promotion Committee needs to consciously strengthen the connections between those events 
and downtown business/economics (via the market position). Business owners need to look at 
special events as opportunities for personal contact with potential customers, the best kind of 
advertising (if the event attracts the target market). For retail businesses, special events often lead to 
future sales when giving people a reason to come back downtown, and when attendees have a 
positive experience admiring window displays, browsing open shops, and chatting with friendly 
staff. 

5) Audience/attendee satisfaction and feedback. One strategy would be a short attendee evaluation 
survey (see item 2 above for an example). 

6) To what extent the promotion contributes to the mission of the organization 



CIRCULATIONBY ZIPCODE

Viewtown
22746

Fauquier Times-Democrat &
Fauquier Times-Democrat Weekend
Fauquier.com 540.347.4222

The Culpeper Times
CulpeperTimes.com 540.347.4222

The Gainesville Times
Gainesville-Times.com 540.347.4222

Rappahannock News
RappNews.com 540.347.4222

The Greater Piedmont Group

Visit Us Online

Weekend Edition

ZIP CODES
20106  . . . . .AMISSVILLE  . . . . . . .209

20109  . . . . .MANASSAS  . . . . . . . .64

20110  . . . . .MANASSAS  . . . . . . .107

20111  . . . . .MANASSAS PARK . . . .34

20115  . . . . .MARSHALL . . . . . . . .956

20117  . . . . .MIDDLEBURG  . . . . . . .97

20119  . . . . .CATLETT . . . . . . . . . .457

20128  . . . . .ORLEAN  . . . . . . . . . . .51

20137  . . . . .BROAD RUN . . . . . . .263

20138  . . . . .CALVERTON  . . . . . . . .54

20139  . . . . .CASSANOVA  . . . . . . .53

20144  . . . . .DELAPLANE  . . . . . . .170

20155  . . . . .GAINESVILLE  . . . . . .242

20169  . . . . .HAYMARKET  . . . . . . .76

20181  . . . . .NOKESVILLE  . . . . . . .304

20184  . . . . .UPPERVILLE  . . . . . . . .47

20186  . . . . .WARRENTON  . . . .3,185

20187  . . . . .WARRENTON  . . . .2,005

20198  . . . . .THE PLAINS  . . . . . . .234

22627  . . . . .FLINT HILL  . . . . . . . . .39

22630  . . . . .FRONT ROYAL  . . . . . .50

22642  . . . . .LINDEN . . . . . . . . . . . .67

22643  . . . . .MARKHAM . . . . . . . . .33

22701  . . . . .CULPEPER  . . . . . . . .217

22712  . . . . .BEALETON  . . . . . . . .840

22720  . . . . .GOLDVEIN  . . . . . . . . .86

22724  . . . . .JEFFERSONTON  . . . .122

22728  . . . . .MIDLAND  . . . . . . . . .333

22734  . . . . .REMINGTON . . . . . . .248

22737  . . . . .RIXEYVILLE . . . . . . . .104

22742  . . . . .SUMMERDUCK . . . . .284

22747  . . . . .WASHINGTON  . . . . . .47

MISC.  . . . . .ZIP CODES  . . . . . .2,442

TOTAL . . . .13,520

20106  . . . . .AMISSVILLE . . . . . . . 229

20115  . . . . .MARSHALL . . . . . . . 670

20116  . . . . . .MARSHALL . . . . . . . . . . 25

20117  . . . . .MIDDLEBURG. . . . . . . 25

20119  . . . . .CATLETT . . . . . . . . . 394

20137  . . . . .BROAD RUN . . . . . . 212

20138  . . . . .CALVERTON. . . . . . . . 37

20139  . . . . .CASSANOVA  . . . . . . .41

20144  . . . . .DELAPLANE . . . . . . . . 92

20155  . . . . .GAINESVILLE  . . . . . . .28

20181  . . . . .NOKESVILLE  . . . . . . .230

20186  . . . . .WARRENTON . . . . 2,202

20187  . . . . .WARRENTON . . . . 1,917

20188  . . . . .WARRENTON . . . . . . . 35

20198  . . . . .THE PLAINS . . . . . . . 168

22639  . . . . .HUME . . . . . . . . . . . . 86

22643  . . . . .MARKHAM. . . . . . . . . 42

22701  . . . . .CULPEPER  . . . . . . . . .62

22712  . . . . .BEALETON . . . . . . . . 617

22720  . . . . .GOLDVEIN . . . . . . . . . 70

22724  . . . . .JEFFERSONTON. . . . 122

22728  . . . . .MIDLAND. . . . . . . . . 278

22734  . . . . .REMINGTON . . . . . . 182

22737  . . . . .RIXEYVILLE . . . . . . . . 31

22742  . . . . .SUMMERDUCK . . . . 132

MISC. . . . . . .ZIP CODES . . . . . . . . 977

TOTAL . . . . 8,904

ZIP CODES
22701  . . . . . .CULPEPER . . . . . . . . 9,976

MISC.  . . . . . . . . . . . . . . . . . . . . . . . . 487

TOTAL . . . 10,463

ZIP CODES
20109. . . . . . .MANASSAS . . . . . . . 548
20110  . . . . . .MANASSAS . . . . . . . 181
20136  . . . . . .BRISTOW. . . . . . . . 5,050
20143  . . . . . .CATHARPIN . . . . . . . . 36
20155  . . . . . .GAINESVILLE. . . . . 6,634
20169  . . . . . .HAYMARKET. . . . . 2,965

20181 . . . . . .NOKESVILLE . . . . . . . 32

20187 . . . . . .WARRENTON . . . . . . 96

MISC. . . . . . .ZIP CODES . . . . . . . 397

TOTAL. . . 15,939

ZIP CODES

TCM Circulation as of September 30, 2011 - CAC Audit





92.5 WINC FM profile
Radio Stations: WINC-FM
WINCHESTER, VA - Metro
Arbitron SPRING 2012
Adults 18+

Qualitative Population: 38,800 Qualitative Respondents: 103 Estimates displayed are for % Composition This service is not part of
Arbitron's regular syndicated service and is not accredited by the Media Rating Council (MRC).

Copyright 2012 Arbitron Inc. All Rights Reserved Page 1 of 1 IQP

Gender Age

Employment Status Household Income

Employed Full-Time 58.7%

Employed Part-Time 23.5%

Not Employed 17.8%

Home Ownership Education

Own 79.9%

Rent 18.1%

Other 2%

Less Than 12th
Grade

High School
Graduate

Some College College Degree or
More

7.1% 26.7% 32.4% 33.8%

Number of Persons in household under 12 Custom Selection

None 71.9%

One 17.9%

Two 9.4%

Three or More 0.8%



92.5 WINC FM regionally
Radio Stations: WINC-FM
WASHINGTON, DC - Metro
Scarborough R1 2012: Mar11-Feb12 (Rev.1)
Adults 18+

Qualitative Population: 165,000 Qualitative Respondents: 210 Estimates displayed are for % Composition This service is not part of
Arbitron's regular syndicated service and is not accredited by the Media Rating Council (MRC).

Copyright 2012 Arbitron Inc. All Rights Reserved Page 1 of 1 IQP

Gender Age

Employment Status Household Income

Employed Full-Time 68.2%

Employed Part-Time 16.7%

Not Employed

A Homemaker 8.3%

A Student 3.4%

Retired 2.7%

Disabled 0%

Temporarily Laid-Off 0%

Not Employed-Looking For Work 0.8%

Other 0%

Occupation Education

Management, Business and Financial
Operations

17.7%

Professional and Related Occupations 40.9%

Service 7.9%

Sales and Office 14.3%

Construction, Extraction and Maintenance 1.1%

Production, Transportation and Material
Moving

1.5%

Military Specific 1.6%

White Collar 72.8%

Blue Collar 12.1%

Less Than 12th
Grade

High School
Graduate or GED

Some College College Degree or
More

4.4% 14.9% 22.1% 58.6%

Home Ownership Number of Persons in household under 18

Own 71.2%

Rent 22.9%

Other 5.9%

None 44.9%

One 20.8%

Two 22.8%

Three or More 11.5%

Custom Selection



The Bone 105.5 Listener Profile
WINCHESTER, VA - Metro
Arbitron SPRING 2012
Adults 18+

Qualitative Population: 155,700 Qualitative Respondents: 451 Estimates displayed are for % Composition This service is not part of
Arbitron's regular syndicated service and is not accredited by the Media Rating Council (MRC).

Copyright 2012 Arbitron Inc. All Rights Reserved Page 1 of 1 IQP

Gender Age

Employment Status Household Income

Employed Full-Time 54.1%

Employed Part-Time 14.3%

Not Employed 31.6%

Home Ownership Education

Own 83.2%

Rent 14.5%

Other 2.2%

Less Than 12th
Grade

High School
Graduate

Some College College Degree or
More

9.6% 30% 33.1% 27.2%

Number of Persons in household under 12 Custom Selection

None 75.5%

One 13.8%

Two 8.8%

Three or More 1.9%
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