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	WHAT IS A WORK PLAN?



A work plan turns your Community Transformation Strategy into action. It shows what you want to achieve, how you will know you got there, and who will do what, by when. A good work plan is not a list of projects. Every project should tie back to a goal.
Transformation Strategy  →  Goals  →  Define Success  →  Tasks  →  Action Steps
	Transformation Strategy
	The big-picture theme that guides your downtown work, engages the community, and attracts investment.

	Goal
	A broad, long-term aim that moves your mission and vision forward. It says WHAT you want to achieve, not how or how often.

	Define Success
	The results or evidence that will show meaningful progress toward the goal. Include realistic measures and timeframes where useful.

	Repeat Annual Responsibilities
	Work you do every year, like events and grant programs. Keep it separate from your tasks.

	Task
	A main activity or project that explains how you will advance the goal.

	Four Points
	Economic Vitality, Design, Promotion, and Organization. Tag each task with its most relevant Four Point. A goal may include tasks from more than one Point.

	Action Step
	A small, specific step that gets a task done.

	Board Member / Staff / Due Date / Progress / Budget
	Who leads, who helps, when it is due, where it stands, and what it costs.



Final Quality Check
Check your plan before you adopt it.
	☐  Does the strategy clearly name your big-picture focus?
	☐  Is each goal broad, and not a project or event?

	☐  Does Define Success show meaningful progress with useful measures or dates?
	☐  Does every task help reach its goal?

	☐  Are the action steps clear enough to act on?
	☐  Are the people, dates, and budget realistic?

	☐  Is yearly work kept separate from tasks?
	



	THE CORE LESSON
Your work plan is not a list of projects. Your projects are how you reach your goals.
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	TRANSFORMATION STRATEGY: DOWNTOWN LIVING

	Why this strategy?  People who live downtown shop at local businesses, use public spaces, and keep downtown busy all day. Mainsville will focus on filling empty buildings, improving shared spaces, and connecting residents to downtown. (This example assumes these priorities came from local input and data.)



Mission:  Main Street Mainsville brings people and partners together to preserve downtown’s historic character, support economic vitality, and strengthen its role as the heart of our community.
Vision:  Downtown Mainsville will be a thriving historic district where businesses prosper, people choose to live, and welcoming public spaces connect residents and visitors.
Planning horizon:  2026–2028
	GOAL 1
	GOAL 2
	GOAL 3

	Activate Vacant Downtown Properties
Put empty buildings and storefronts back to use and improve their appearance in the meantime. (See the next page.)
	Enhance Downtown as a Place to Live and Gather
Create welcoming shared spaces where residents want to spend time.
	Strengthen Residents’ Connection to Downtown
Help residents build lasting ties with downtown businesses and events.



REPEAT ANNUAL RESPONSIBILITIES
	GOAL
	REPEAT ANNUAL RESPONSIBILITIES

	Goal 1: Activate Vacant Downtown Properties
	Façade grant program (up to three grants per year)

	Goal 2: Enhance Downtown as a Place to Live and Gather
	Summer Concerts · Scare on the Square · Santa on the Square and Tree Lighting

	Goal 3: Strengthen Residents’ Connection to Downtown
	BOOST small business grants · Merchant meetings (at least six per year) · Monthly newsletter · Social media · Second Saturday (monthly) · Candlelight Shopping




	TRANSFORMATION STRATEGY: DOWNTOWN LIVING          GOAL 1:  Activate Vacant Downtown Properties

	Repeat Annual Responsibilities
Façade grant program (up to three grants per year)
	Define Success
▸  Two reuse options for the South Main building are shared with the owner and the board by December 2027.
▸  Three empty storefronts have window displays by the end of 2028.
▸  Five upper-floor spaces that could become housing are identified by the end of 2026, and an owner workshop is held by the end of 2027.

	Partners  Property owners · City of Mainsville · Code Enforcement · Building Inspector · Public Works · Downtown businesses · Local developers and lenders

	TASK & ACTION STEPS  /  FOUR POINT
	BOARD MEMBER
	STAFF
	DUE DATE
	PROGRESS
	BUDGET

	Task 1:  Explore new uses for the empty South Main building to bring it back to life
FOUR POINT: ECONOMIC VITALITY
☐  Action Step 1.1  Meet with the owner to learn their plans for the building.   Jane Sweet · 2026 · In Progress
☐  Action Step 1.2  Review the building’s condition and code needs with city staff and the building inspector.   Mary Merch · 2026 · In Progress
☐  Action Step 1.3  Develop two reuse options and share them with the owner and the board.   John Strong · 2027 · Planned
☐  Action Step 1.4  Share incentives and resources with the owner, and update the board.   John Strong · 2027–2028 · Planned
	John Strong
	Mary Merch
	2026–2028
	In Progress
	$0 (staff and volunteer time)

	Task 2:  Improve vacant storefront windows to show downtown is cared for
FOUR POINT: DESIGN
☐  Action Step 2.1  Get the owner’s permission and install a window display at the first storefront.   Mary Merch · 2026 · In Progress
☐  Action Step 2.2  Recruit two more owners and install displays with help from public works.   Jane Sweet · 2027–2028 · Planned
☐  Action Step 2.3  Review results with the owners and decide next steps.   Jane Sweet · 2028 · Planned
	Jane Sweet
	Mary Merch
	2026–2028
	In Progress
	$2,000 (window displays for three storefronts)

	Task 3:  Find upper-floor spaces that could become housing to bring more residents downtown
FOUR POINT: ECONOMIC VITALITY
☐  Action Step 3.1  List empty and underused upper floors and note their condition.   Joe Real · 2026 · Planned
☐  Action Step 3.2  Host a workshop for owners with the building inspector and local lenders on adding upstairs apartments.   Joe Real · 2027 · Planned
☐  Action Step 3.3  Share a list of available spaces and incentives with owners and developers.   Mary Merch · 2027–2028 · Planned
	Joe Real
	Mary Merch
	2026–2028
	Not Started
	$500 (owner workshop)

	GOAL 1 TOTAL
	$2,500



Progress review:  Review your work plan with the board every quarter. Update each task’s progress, and check results against Define Success each year.
Teaching note:  This is a fictional example. Adapt the goals, names, dates, and budgets to your community. Develop the same detail for each goal in your work plan.
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