
Proposed Or ganization Strategy

ldarstral Yorrr Forces!

Organization is fi.ndarnental for a cornrnunity-vzide, cornprehensive prograrn to

succeed. rD7tren financial resources are lirrrited and ttrere is great desire to

accornplish an arnbitious project, there rnLrst be a structure for deterrnining

projects, keeping wolunteers inwested, and organizing the vrork- Good ideas,

tearnvrork, and an e ger, cornrrritted group can rnake r.p for a srnall br.rdget-

lfLre cornrnr-nity has already dernonstrated that tLris approach can qzork vzithr the

renorration of the Depot. A strong organization vzill help rnake the'rzision for

I\zlarshall becorne a realitv.

Recornrnendations

Leadership

R-econttrtendation' Establistr tlre lead or ganization.

Ower and ower throughout the country it has been shoqrn thrat thre besr

organizational rnodel fot a retritalfzation effort is a pr- blic/priwate partnership-

Thre ptrblic side is represented by the tovzn, county, schools, library, coogrrarirze

extension office and otkrer sirnilar agencies financed prirnarily through public

funds; the priwate side is rnade trp of the business cornrrrlrnity (inclr. ding

rnerchants, financial institutions, Realtors and tFre like), property o$/ners,

churches, artists, cornrnunity clubs, and interested pople-

\XZe recornrnend using the existing Steering Cornrnittee appointed by tkre ifovrn

Board as ttre backbone of ttre revitalization effort- There is lots of energy,

enthtrsiasrn, knovrledge and leadership already present on the Cornrnittee, vzhrich

is illtrstrated by the.qzellorganized and coordinated resoLrrce tearn rzisit-

C-onsideration shotild be giwen to ctranging the narne frorn Steering Conr:littee

ro one that vzill be used for the long-terrn; use of thre vrord board rnight be

appropriate since it irnplies rrrore ar.thority tLran ^ cofirrrrittee- C.onsideration

rnight also be girren to selecting a n;a,r:.l.e for the rewitaltzation prograrn and/or

organization.
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R.ecornrn e tz'dat iot:: Identify ottrer partrrers.

A pr-blic-prirrare parrnership requires partners- Extend your reach- \Wzhile a

wariety of partners are irnportant, it is crucial to obtain courrty input and

participacion. I\zfarshall is the county seat; the cor.nty is the largest ernployer in

rovrn, and they rrrust be inrrolrred- To accornplish this, the first step rnight be to

broaden the board's base by obtaining an official representative frorn the

C-.ounty; ask the Cornrnissioners to rnake the appointrnent. T}-e appointee cor.ld

be a cornrnissioner, a staff person of the colrnty, or a citizen vzho cares about che

toq/rr and is active in countv affairs-

I(eep reaching or.rt to find pople vrho vrant to be inwolwed. During tFre resource

tearrr wisit there v/ere corrlrnents frorn people qrho liwe across the riwer vrho said

ttrey felt left out of tovzn affairs and v/anted to be inclr. ded- Create an

organization qzhere gifts of all warieties are honored and utilized- Think beyond

tLre rraditional players- R-ernernber to inwolwe the youch-ic vrill be cheir

cornrnr.nity in a fevr years-

The perspective of botFr nes/corrrers and long-tirne residents are needed.

Nevrcorners hrarre chosen to rnowe to the cornrnunity and hawe corne to lowe it as

rnr-ch as the natirres, vzho hawe the adwancage of a long farnily Lristory in the

a'rea. Once agreerrrenc is gained on the purpose of the groLrp and cornplex goals

are selected, vztro is exlrndable? rU{zhy discount anyone? Eweryone's gifts, ideas,

and energy need to be harnessed for this effort-

As you think abor. t the long-terrrr rnernbership and size of the board, try using

ttre rJeree \)Z's as a vrTay to organize vzho serves: a rnernber shor:ld be a sou.rce of

uzealth, qrisdorn and/or uzork- If it is decided tLrat the Board needs to be larger

than ttre present Steering Cornrnittee, you rnight v/ant to institute a srnaller

execLrtive cornrrrirree tkrat rrreets rnonthly, for exarnple, in bet.sveen quarterly

rneerings of che fi- ll board. I\zlernbers of the executi've cornrniccee could include

the board officers and chairs of tkre cornrnittees as discussed belovr- You rnay

also decide that an execlrtiwe cornrnittee is coo cornplicated and prefer to retain

the size of the cLr.rrent group- Rernernber as yolr rnake yoLrr plans for the board

that it is difficult to hawe efficient rneetings and obtain everyone's inpr.t qzith

groups larger than 15 people or so.

July 1999 68



The Towo of Macshall, North Carolina

}farea

R-ecornrneladatiorl: Forrnali-e tlre board's actions-

lfhe neqr Board rnust be grounded legally- Tvro options are to file for 5O1(c)(3)

sratr.rs or rnake the ne'sv board directly accolrntable to t}.e lfovrn Council- Since

the lfolvn C-ouncil appointed tFre Steering C-.ornrnittee, prhaps at this tirne

reconfigr.rring and strengtLrening ttre current rnodel rnig}.t be the rnost

expeditious and effectiwe route. Thre adwarttage of tax credits to donors vzorks in

both rnodels- Donors rnay take a t^x vzrite-off for their donation if it is girzen ro

the Tovrn or a 5O1(cX3) organization-

rDTittr either rnodel you rntrst estabfish the mrrnber of rnernbers and

representation desired (for exarnple, tlvo rnernbers of ttre business cornrnunity,

tvro people lrzith expertise or special interest in hristoric preservation and the like),

set terrn lirnits and decide qzhetFrer the terrns are renev/able- It vzor- ld be a good

idea to stagger the initial years' aplrcintrnents so everyone does not corne up for

renewral at tLre sarne tirne- lfhe board shrould adopt golzerning principles or by-

lavzs, establish a regular rneeting schedule that is in thre nev/spatr>er, and elect a

Chair and other officers as needed. In the past, it appears that rnany cornrnr. nity

grorrps in l\zlarshall hawe acted less forrnally- TFre rewitahzation effort vrill be on-

going for a nr.rnber of years and vrill likely inwolwe a .orzide wariety of pople; a

rnore forrnal organizaxion ensr. res continuicy and that records wrill be kept as

rnernbership and inwolwernent changes o\zer the years-

Institutional rrternory is irnportant. lfhis rrreans hawing, and then keeping track

of, docurnentation such as rninutes, irnportant l>atr)ers, decisions, financial

records, and other iterns- Asthe inrrolwernent of indirriduals change, rhe

docurnents vzill be there to prowide crr-cial inforrnation- If the group is tied

directly to tFre Tovzn Board, tFre rneetings of thre rewitalization gror.rp rnl.rst be

open to the public; it is recornrnended that r- nder other forrrrats, the rneetings

also be op€n to rhe public. lfhe rninuces should be public record and kept in a

pr-blic place sr.ch as the lfoqrn Ilall. Since floods hawe been a problern in the past

and vzill occur again, it is especially irnportant to rnake sr.re chat ttre records are

in a safe place and back+rp copies are kept in another location safe frorn fire and

flood. This vzill help the public see that the board is acting in a careful and

restrrcnsible rnanner, and is vzorthy of pr-blic trust and support-
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Recornraendatiott; Prepare a strategic plan, vzork prograrrr, and initial

brrdget.

After ttre board Lras been established, the nexr recorrrrnended itern for action is ro

derrelop a strategic plan- Ttris qzill trelp che board decide .cvLrat the priority

projects are for the nerct si:< rnonths, year, and tvro-to-firre years (or .urhatewer

tirne frarne is chosen). The recorrrrnendations in this rel)ort can be used as a

reference for priority projects- Once tFre projects are chosen, the board can

establish corffrrittees and pople qzill be able to choose tkre interest area szhere

tFrey.nrant to dewote ttreir tirne- Possible cornrrrittees rnay include

ewents/prornotions, des ign /appearance, and fund-r aising/finance.

Idencifying projects vzill giwe the group a fund-raising goal tkrat vzill frarne rhe

$sdget for the first cor. ple of years. Funding can be obtained frorn a wariexy of

sotrrces, including the priwate sector, local governrrrent, foundation grants and

fi.ndraising projects- In-kind donations, strch as staff tirne or access ro a copier,

shor. ld be sought and docurnented. SucFr in-kind contributions are often

irnlrcrtant factors in grant applications and are considered to be cangible signs of

cornrnunity interest and support for a project.

R-ecornrnenda tion.' Accornplish an initial proiect.

One vzay to get irnrnediate recognition plus establish tearnqzork and cooperarion

wzithin the board and cornrnr. nity is to accornplish an inaugt:-ral project-

Choosing, irnplernenting, and cornpleting a project qzill launch the organization's

nev/ status as the catalyst of the I\zlarsFrall rewrtaltzation effort. \7e recornrnend

that this project hawe the follovzing characteristics. It shor.ld:

Be non-controwersial, one ttrat eweryone agrees needs doing,

Be wisible in the cornrnr.nity,

Be achierzable in a relatirrely sFrort arrrorrnt of tirne, and

IJarze an excellent chance of succeedi.tg-

Such strccess wrill girze rrrornenturrr to the board and enable it to tackle projects

that require a rnore long-terrn corrurritrrlent, as vzell as giwe the board credibility

in tFre cornrnunity- An exarnple of such a project rnight be landscaping a ros/n-

ovrned parking lot ower one or tvro vzeekends. Donations of tirne, rnaterials, or

fi. nds could be sor. ght frorn the cornrnr.rnity- Signs cor. ld be posted on the site

aftervzards that announce "Another project for Marshall by the " (insert

rhe narne chosen for che group) so eweryone wralking or driwing by wror- ld knoqz

who did the uzork.
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I\dany sFrort- and long-terrn projects that the organiza-Eiorr rnight consider v/ere

rnentioned during the course of the R-esource lfearn rzisit- (See page 75 of tFris

rel)ort for a list of suggested projects; additional ones are located throughout this

docurnent.)

R-ecotntnendatiort: Prornote tearnvzork and a sha.red vrorkload.

During rhe R-esource lfearn Wisit, successful groups qzLro are already at qzork in

the cornrnr- nity s/ere rnentioned, including Neighbors in Need, the \dadison

C,or.nry Ilealch Consortiurn, Boy and Girl Scouts, AA and Al-Anon, Friends of

rhe Library and the group szorking on ttre f)epot. In disct.ssions vrith people

knowzledgeable abor. t these groups, serzeral cornrnon characteristics ernerged:

r lfhere are lots of l>eople inwolwed; success does not depend solely on the

efforts of one person.

o lFhere is shared responsibility; no single person does all the vrork-

o k is a car-se people beliewe in and care deeply about.

l[here are also acrivities, events, and projects active novz in Marshall that are tFre

responsibility of either one l>erson or a very srnall group- lfo awoid br. rnout and

execLrte projects, it is irnportant to dewelop a larger core of people to carry the

vrork of the rewitalization effort forvrard. AcLriewing tFre goals of the

revitalfzation effort vzill take an inwestrnent of years- To keep wolunteers

engaged, the journey along the vray rrrust prorzide fi- lfilknent, achiewerrrent, and

fi. n for those inrrolwed.

To sr. srain the effort, it is also irnportant to dewelop a sense of tearnvzork and

group corruTritrnenr that can rrrove beyond diwisiwe issr.es- At tirnes in srnall

tov/ns it is easy to discower issues or reasons that separate the cornrnunity, and

often ir is rnore dnFficult to join together- For this tgvfavliz,ation effort to be

effectiwe, people rrrLrst look beyond past personality diFferences and conflicts and

trawel in the sarne direction tovzard rnutual goals.

Recornrnendation: Consider creati.g a norrprofit organi-ation-

Typically, it is reconrrrended that long-terrn revitaTfzation groups forrn a non-

profit agerrcy that is able to recei\re contributions; certain cypes hawe tax

adwantages for the donor- Obtaining nonprofit status r- sr- ally takes seweral

rnonths or longer. In I\zfarskrall's case, it is possible that pr. tting energy into

forrning a nor-for-profic organization rnight diwert too rnuch energ-y frorn

higher-priority projects. One strateg'y rnight be to stay associated qzith the lforvn

for novr and forrn a nonprofix organization later.
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trLecorzrnendacior:.: Prowide staff for the organizztion.

A long-range goal to qzork tovrard is secr-.ring paid staff to execlrte thre group's

day-to-day operations instead of relying cornpletely on rzolunteers- As the

rewitali-ation effort begins, a corrrrrritted wolunteer grolrp is rnore than adequate,

especially if to.qrn staff sr-pplernents and supports it.

The National Main Street prograrn has for.nd that ongoing staff dedicated

strrcifically to rerzitaliz xiorr is a critical success factor in breathing nelv li:Fe into

center cities. Staff giwe the effort the dedicated attention, gh-re, credibility and

focrls that it rrllrst harze to sustain itself.

* Action Steps for rhe Otganization Str

1- Decide vrhat group of people szill lead the rewitali-ation effort-

2- Apgnint a full cornplernent of wolunteers to the leadership group-

3. Organize corrrrn-ittees around priority projects and/or che fiwe topic

areas-

4. Select priority projects on vzLrich to focus, using tLris report and orher

ideas-

5. Olrnly inwite a vride range of partner orgarizations and indiwiduals to

get inwolwed-

6. Set up professional systerns to rrranage tfre affairs of t}re organization-

7 - Get sorrle strategic projects on the ground and running.
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