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EXECUTIVE SUMMARY
In February of 2019, the Board undertook the first of three session to develop a new strategic plan. The BIA Board was fortunate to have Vicki Lass from OMAFRA facilitate the strategic planning exercises.
In January of 2019, a new council was elected to govern the Municipality of Goderich, so the timing was providential for the board to update their strategic plan.
As a committee of Council, the Goderich BIA Board realizes the importance of taking the time to stop and reflect, align their priorities where possible and ensure that the strategic plan is sympathetic to the goals set by Municipal Council and Huron County.
Huron County is presently updating their five-year plan. Again, this offered the BIA Board an opportunity to align the board vision and mission on the road to moving forward.

In attendance for the January to June 2019 strategic planning sessions were members of the BIA Board, and BIA Board liaison Mayor John Grace, Council liaison Trevor Bazinet, Linda Sicoli, Economic Development and Tourism Coordinator for the Town of Goderich, Mark Woodward, Operations Manager for the Huron Chamber of Commerce, Ally Connelly, BIA Summer Student and Administrative Assistant, Susan Carradine-Armstrong, BIA Manager, Vicky Lass, planning facilitator with OMAFRA, and Bailey Regier, Team Lead for Goderich BIA Digital Main Street project.
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Winter in Downtown Goderich. Photo of small gazebo in Courthouse Park.
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South Street plaza, fountain and courthouse in Courthouse Park, Goderich, ON. 
1. MANDATE

Legislated BIA Mandate (municipal act 2001 - section 204)

The Downtown Goderich BIA has a two-fold mandate.
(a) to oversee the improvement, beautification and maintenance of municipally-owned land, buildings and structures in the area beyond that provides at the expense of the municipality generally; and

(b) to promote the area as a business or shopping district.

What is the purpose of a BIA? The main purposes of a BIA is to revitalize and maintain a dynamic local neighbourhood and to promote the area as a business or shopping destination. While a major goal of revitalization and retention is to encourage both local residents and others to spend their shopping dollars within the local commercial district, all businesses and residents in the area may benefit as well. Revitalization and maintenance create a cleaner, safer and more congenial atmosphere that benefits all local businesses. It also benefits professional service firms, whose clientele can enjoy the local atmosphere as part of their trip to the doctor, dentist, lawyer or accountant. The same is true for entertainment and dining establishments which benefit from the increase in local traffic and the improved atmosphere that results from the presence of a BIA. Further activity is needed beyond just beautification and promotion, although both are important elements of any comprehensive improvement effort. A concerted effort is also required on the part of the BIA leadership to develop a network of relationships and partnerships among local community groups (schools, churches, citizen groups etc.) and institutions (Chamber of Commerce, committees of council etc.). The key to the success of any BIA lies in establishing and maintaining this network. It is only through the combined effort of all local community groups that a BIA can truly be successful. Revitalization and maintenance often include defining an identity for the local community. This identity is then used as a means to further promote the local community as an interesting and unique business area. In some cases, leaders of the BIA (the board of management) become a line of communication between the community and the local municipal council. The BIA forum can be used as a vehicle for conveying community concerns to council and, for prompting council to pursue policies and activities that will promote and strengthen the community and its unique identity. 
Link to BIA handbook: http://www.mah.gov.on.ca/Asset7396.aspx
Ministry of Municipal Affairs and Housing hold the piece of leg that mandates BIAs

ROLE OF THE PROVINCE The Ministry of Municipal Affairs and Housing (MMAH) administers the legislation that governs BIAs. MMAH encourages municipalities to work with BIAs by having a dialogue about the responsibilities of the BIAs, and also to devise solutions that work best in each area. The Province provides support for BIAs in Ontario in a variety of ways. The Ministry of Municipal Affairs and Housing is responsible for administering the legislation and the policy concerning BIAs. The Ministry responds to inquiries from municipalities, the public, BIAs, and BIA Associations. MMAH has produced the BIA Handbook every few years, and now has made it available online at ontario.ca/BIA handbook. The web format of this edition may facilitate efficient and timely updates and posting of innovative and effective case studies, best practices, and grant program references. 

OMAFRA (Ontario Ministry of Agriculture, Food and Rural Affairs) plays a key role by supporting rural BIAs

The Ontario Ministry of Agriculture, Food and Rural Affairs (OMAFRA) also works to support rural BIAs through economic development advisors. OMAFRA has a number of programs to assist rural BIAs including the Business Retention and Expansion program (BR+E) and the Rural Economic Development program. MMAH and OMAFRA each have a staff member who sits on the Ontario Business Improvement Area Association (OBIAA) Board.
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2. Vision 

Creating a vision provides direction and indicates to an organization where they are headed.
The Downtown Goderich BIA developed this vision with the BIA Board during a collaborative, 
consensus driven exercise over a period of four months, from February to June 2019.

VISION
“Downtown Goderich; a vibrant and engaging community that cultivates a unique mix of business, commerce, green space, and a rich community heritage”
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3. Mission 

The BIA’s mission is a statement that explains what the organization strives to do. The mission explains why the BIA performs its daily operations and what the desired outcome of these operations are. This mission will help guide decision making and project planning over the next three years.

MISSION
“The Goderich BIA is dedicated to sustaining a dynamic downtown core through promotion and beautification.”
4. Environmental Scan/Data and Analysis
After a thorough scan of existing white papers and survey’s, analyzing data and conducting an environmental scan during our strategic planning exercises with the Board, the following data supports the strategic priorities in this strategic plan.

All existing white papers were read and summarized to aid in the decision making of the board (see appendix). This research includes the following information: 22% of people will leave town if they need something, winter and summer customers are very different, and 50% of business comes from non-locals. This information stressed the importance of educating the local population on the offerings available in the downtown, the need to promote our downtown core to non-locals, and the need to recognize different customer segments based on the season and promote the area accordingly. 

Our collaborative stop, start, and continue exercise with the board (see appendix) also provided us with useful information to use in decision making. All board members had consistent answers for the stop category; disband the economic development committee, pass the reigns of ICEtacular on to another organization and take a supporting role, and to stop overloading BIA staff and volunteers. These answers gave a clear indication that the BIA does not have the capacity to start anything new (events) until such time as the capacity increases or new partners are identified. A lack of sufficient resources to coordinate ICEtacular took a toll on staff and volunteers in previous years. The start category was much broader, with new events in the downtown area being the most popular idea. This included a Christmas event, Yoga in the Square, or an event where “The Square” is closed to vehicular traffic for a Friday night. Events were also the most popular answer for the continue category, with the Farmers’ Market being a priority event for board members. Building and maintaining partnerships was also a priority to board members. 
5. Strategic Direction
Statement

With the vision and the mission statements clarified for Goderich BIA, these are the strategic directions we are undertaking over the next three years. 
To continue to beautify and promote the downtown core, in all seasons. To continue to bring vitality to the downtown core and expand the shoulder seasons. Of primary consideration is the capacity of the BIA to function in a healthy and prosperous manner; to that end, the BIA has chosen to stop running certain events. The BIA shall endeavour to look for leading partners, with a focus on organizational capacity, resource management, grant writing, potential partnerships and staffing a full complement of volunteer Board members. 

Promotion
Promotion of the downtown core is an integral part of the BIA mandate, making it a priority for strategic direction. Events on the Square, such as the Farmers’ Market and the Summer Evening Concerts are important to continue, as they promote activities in the downtown core and draw in both locals and tourists to explore the area. The BIA also wants to implement a plan to attract more businesses to the downtown area. This will fill the few vacancies left in the downtown and promote even greater diversity in the goods and services offered. To further promote the downtown core, the BIA will to take a multi-media approach and use a variety of mediums (print ads, radio, video ads, etc.) to promote the activities and the businesses of the downtown core.   
Beautification
The BIA intends to continue with its existing beautification efforts in the downtown core. Existing projects include the newly installed self-watering planters on the square (2019), the memorial bench project (began in 2018), and seasonal décor. The BIA would like to continue to focus on creating attractive streetscapes in the downtown core; creating a comfortable atmosphere and welcoming space; inspiring visitors to “linger longer”. Signage was also deemed a priority. 
Partnerships

Partnerships and relationships with external organizations are essential for the BIA to thrive. The Goderich BIA needs to establish or build on their existing relationships with the following organizations; Town of Goderich and County of Huron Economic Development Committees, Digital Main Street, SBEC (Small Business Enterprise Centre), various border town organizations (other BIAs or municipal organizations), the members of the BIA, and local organizations like Green Goderich. Building and maintaining relationships with these entities will provide the BIA with support and potential partners for events run in the downtown core. It would also allow for valuable resource sharing that would be mutually beneficial to all organizations involved. In conjunction with this relationship management, the BIA intends to hand off the coordination of ICEtacular to another entity, and instead act as a partner.  
Organizational Capacity 
In the past, the BIA staff and volunteers have been overloaded with work and have experienced burnout. Without the staff and volunteers, the BIA cannot complete projects efficiently. The organization must keep these constraints in mind moving forward. Human resources must be carefully examined before a project is launched to ensure that the resources are adequate and burnout can be avoided. Partner organizations can be transitioned from event partners to leaders when events, such as ICEtacular, become too large for the BIA’s limited resources to handle.  And most importantly, the strategic plan must be considered when constructing projects and work plans. This will help avoid scope creep and make it easier to stick to the mandate.
BIA Board members at work on the new Strategic Plan for 2019 - 2023
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Prepared by Susan Carradine-Armstrong
BIA Manager
September 10, 2019
6. Appendix

1/Strategic Planning: Preparation - Stage 1. Vision and Mission - Stage 11

2/ A draft outline for the Goderich BIA Strategic Plan 2019 - 2023

3/ Review of BIA Conducted Surveys for strategic planning

4/ April 2019 PESTO SWOT for Goderich BIA

5/ BIA Postal Code Survey 2017

6/ Stop Start Continue -strategic planning July 2019

7/ BIA Minutes # 199 and BIA Minutes # 201 which reference Strategic Planning
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