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Problem motivation

- Devolution in American governance has resulted in public-
private partnerships to deliver important services (Ketti, 2000)

- Thousands of Main Streets organizations partner with
municipalities to support local economic development
(Robertson, 2004; Seidman, 2004)

- In the city of Boston, 20 Main Street Districts are required to
report process and outcome data through a monthly survey to
their primary funder, the Department of Neighborhood
Development

- Generally, MSDs feel that the data they must report are not
those that they feel reflect the real nature of their work or
measures of impact.

What economic development success metrics should Main
Street organizations collect? How can these data help them
choose local initiatives to pursue?
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Problem detalls

- Main Streets tasks: physical improvements, technical
assistance to businesses, marketing and place-building

- Types of data that Boston MSDs currently collect: business
vacancy rates, volunteer hours, business owner contacts, etc.

- Boston MSDs have very limited resources to perform their
activities
- Disconnection between knowledge and use of data analytics &

Information technology (IT) and the needs of urban
communities and marginalized populations (Johnson, 2015)

- Analytics often reflects large datasets, quantitative methods
and a small set of objectives traditionally associated with the
private sector or larger government organizations (Liberatore
and Luo, 2010; Winston, Albright and Zappe, 2010)
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Why Is this a problem that our field
should address?

- OR/MS provides systems thinking to broaden concept of
outcomes (vs. outputs) and decision alternatives (vs. defined
tasks) to support multi-attribute decision-making

- Keeney’s (1996) value-focused thinking approach can support
development of values structures by which attributes and
alternatives can be identified

- Community-based operations research (Johnson, 2012;
Midgley and Ochoa-Arias, 2004) provide a theoretical
framework for inductive, mixed-methods, community-engaged
problem-solving

- Basis for design and application of diverse solution approaches
In public-sector applications of OR/MS facility location, service
area design, marketing science, project management
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Current work supporting project
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CBOR enlarges traditional notions of
decision modeling

Decision modeling
process could stop at
any of these steps

e e
Y

Cm

=

}
=) 00

=)
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decision modeling, continued
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Value-focused thinking can be used to
connect values with alternatives...

Q_ua]ity of life in
neighborhood
values Quality of | Quality of individual
neighborhood ) lives
Beauty of Sense of Socio- Community
eighborhood Safety belonging i i

Means-Ends
Network

Development
Decisi

Source: Johnson, et al. (2015)
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and to organize new decision strategies
according to values-based objectives

Fundamental
Objective

Means Dbjective What decisions/ strategies are assocated with each means/ lower level factionable

objective?
: : Other Expand on
rganize/ provide for - . [Turn vacant lots nearlPartner with city to share . e
lean-up crews for Creatlngfswt?mmg multi-units into lcosts of managine public partrdu._ers?lpsf EIEAn) 5
acant lots (linkedto [AreEn SPacasTrom Ned | e green space [spaces (e.g. insuranoe, mr.F manémc;f comdmuQ|t;[
outh) lopportunity spaces le.g. playgrounds landscaping) e.g. frends residentia
the park’ lgarden efforts
Develop artist space (@| lattract/ develop laddress vacant store-fron pand tenant
Expand farmers market|more commerdal lon Main - pre-devw/bring upmeeting
ultural district on Main|on Main St. lenterprises (e.g. to code/make ready for pace/on-site
restaurants) new businesses rvices
Locating
lgreen/community spacg

rental development

Iclose to occupied units

Encourage local
mployment on
nstruction and rehab
projects

Increase availability of
lcapital in Fitchburg
lgenerally

Lze local sourcesto
laccess credit for
ideveloping’

investors and mixed
usze properties

ork with redevelopment

uthority to increase

rehabbing residentialjcommercial property (i.e.

mall business) funding

Use receivershipto take]

Partnership
lopportunities w/private
property owners that

Eecomethe go-to
lsaurce for large

IServe as advisor/

lconsultant/ go-to source for]

properties (bad fits, no [lack resources (e.q. projects, not new neighborhood
technical/administrative| developer of last inwvestments/
lassistance, coordinate |resort’ developments?
lon adjoining props)?
[Offer ascistance
: : Expand community (accessing finanang,
[z reEEiE building activities resources) to private
homeowners
= : : Ee a responsible
Hire resident senvices
rdinator in Fitchburg[Tenant assodations, la"db?.i of own
- for case management "Meighbor Circles” Ezg‘;n‘f new
nd community building - servi

LEGEND

Possibly actionable strategies by TCCDC (15)
Poseible partnerships/collaborations/coordinating opportunities for TCCDC(13)

Outside of TCCDC core adivities, but can advocate/encourage other orgsto address (4)
Expanding on existing TCDC efforts (3)
lalready being addressed by TCDC (11)

Source: Johnson, et al. (2015)
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Our analytic strategy

- A single focus group of community stakeholders reflecting
all of Boston’s MSDs would be unwieldy

- Instead, employ multi-site case study design: select small
number of MSDs that, together, reflect city’s diversity

- For each MSD case, conduct interviews with individuals
from defined stakeholder groups: business owners,
property owners, nonprofit professionals, residents

- Extract values structures and look for commonalities and
differences within and across case study communities

- Construct metrics that are essential, measurable and
controllable



I
Single-case VFT-based analysis

Stakeholder Groups, Main Street District

Business Property Nonprofit Community
owner owner professional resident
A L e LR Values structures-------------------------->
VSBl, VSBZ; e VSP1, VSP2, VSNl, VSNz, - VSC]_, VSC2, aaw
VSP VSP VSN VSC

Research questions: Are there are there commonalities in values

structures across stakeholder groups? Do economic development

metrics appear to be specific to certain stakeholder groups? What
might explain variations, if any, across stakeholder groups?



Multiple-case VFT-based analysis

Main Street Main Street Main Street
district #1 district #2 district #3
O e Values structures --------------- >
?
VSBHP EB VS ucC
VSN VSNgg VSN e values
VSC o VSCeg VSC e structure

Research questions: What variation is apparent in values
structures across stakeholder groups and communities? What
explains these variations, if any? Do certain types of economic

development metrics appear to be specific to certain stakeholder
groups and community types?



Synthesis of cross-case findings

If values structures do not to vary Investigator
greatly across communities, build ~ “ 200 oo
performance metrics that

report to Department of

comprise consensus most- | Neighborhood
important metrics for each of the Development

four stakeholder groups. City-level

.. values — : :
If the cross-case analysis yields structure Candidate projects and
values structures that appear to _| Initiatives chosen to
be quite distinct across optimize performance
neighborhoods, conduct focus metrics
groups in which we would apply

City-wide

value-focused thinking to value
representatives of all of our target focused-

communities. thinking
sSession
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Street district directors

Demographic characteristics
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Selecting case study sites: Survey of Main
Street district directors, continued

. East Boston Main Streets /it
Service area 7 74
(formal vs. &
actual) /
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Selecting case study sites: Survey of Main
Street district directors, continued

Current understanding/use of data for management, operations,
strategy design

“Is there anything that you want to measure in your district, but do not have the
means to measure?”

- “Impact special events have on small businesses”

- “I wish | knew how to measure how businesses in the district were

performl_ng Desired Metrics
economically” s 5

- “In general | have the
means to measure
the things | need to 3
- what I lack is the
capacity/systems to
easily and regularly .
collect

data. 7 BusinessActiity i Pedestrian count RealEstate Prices Tmlg::rﬁumuﬂ
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Current results

- Selected three Boston Main Street districts
- Conducted interviews in Hyde Park, East Boston

- Main Street directors advisory board wants focus on
- Retall businesses versus service delivery

- Stakeholders not closely tied to Main Street district, elected officials
or other sources of influence or bias

- Detaliled analysis:
- Insurance broker, Hyde Park
- Florist, Hyde Park
- Property owner, Hyde Park



Sample Data: Property Owner, Hyde Park

finds it extremelv difficult to measure everv objective
Everv neighborhood is different
He manages properties in multiple neighborhoods: Hyde Park, East Boston, and
Mattapan
While he owns properties in these neighborhoods, he lives in Brookline
He doesnot like the idea of non-owners telling what owners what to do
o Will cause friction between propertv owners and tenants
would love it if Emily and Main Streets can facilitate negotiations between owners
and tenants
Emily is a conduit between him and the neighborhood
Also Tim McCarthv has helped
great grandfather built the properties
o Originally built to suit a large Woolworth’s store
o Shopping center was then redesign to suit mom and pop stores.
There are only two vacant spots among his Clearly Square properties
finds it difficult to find qualified tenants
Hvde Park was a middle class neighborhood
Lots of African Americans, Haitians, Africans, Hispanics
o These groups desire to open more businesses but thev need capital
o Many lack business experience and business model that would succeed
Need to draw businesses from other community segments
o Service-oriented stores
o Find a tenant mix that actually works
o Communities that have more disposable income
o Can’t find good tenants
Thev've succeeded in Clearly Square.
goal is to make money
o  Which he sees through making Clearlv Square a vibrant shopping district

goal is to make money
o Which he sees through making Clearly Square a vibrant shopping district
How to measure level of integration in the community?
o Needs a diversity of tenants that reflects the community
Financial needs
o § for signs
o § for storefront
o Loans
Social problems — ——» Perceptions
Need to draw customers across boundaries
o Social
o Geographical
Main Streets has managed to bring the community together
o Howto measure this?
= Socio-economic diversity of tenants and customers
Need minority tenants who have business expertise
o Thev need to have a formal education. not just Main Streets
o MBS is one organization that can organize
Economy in neighborhood (real estate prices)
o Some properties have lower rent than before the economic crash
= Though there have been upticks in rent
Resources for the entrepreneurs
o UMBis a possible source
Email organizations for volunteers who gave businesses assistance
Entrepreneurial
Racial and ethnic tensions are a problem
o Whites are more likely to sav thev don’t shop in Clearlv Square
*  “too many Blacks™
o Cross Racial comfort
Shared community
Why didn’t the farmers’ market work?
o Farmer's market is an example of businesses that could attract a diverse clientele,
by selling staples.
* Butmavbe too expensive
Family Dollar
Why did that store fail when it could have succeeded
o was talking about the butcher
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Insurance broker: Means-ends

network

Maximize viability
of business district

A7 i
Maximize quality Maximize perception
of customer of business-friendly
relationships district
I—\L [
e - v
Maximize Maximize .
I Maximize cross- . Maximize
accessibility to | | flexibili physical business
customers cultural flexibility attractiveness of supports offered
business district by Main Streets
| |
A\ )" M A Nl
Home calls Open late Maximize Maximize Maximize M Increased
nights and customer traffic quality of ﬂl:i networking
weekends parking congestion signage market opportunities
research .
with other local
businesses




November 2, 2015

Johnson and Jani INFORMS Philadelphia

Insurance broker: Fundamental
values hierarchy

Maximize viability
of business district

I

!

Maximize customer
experience within
business district

A

Maximize business
experience within
business district

o N \r o
Maximize :Jz:g:::i Maximize Maximize
custqmer experience experience for experience for
experience P ) retailers service providers

when shopping when traveling
to/from
business
. Maximize busi
\.L - \J’ - Maximize customer aximize usmes.s
Maximize Maximize contacts supports from Main
perception of physical Street
physical safety attractiveness e
. | - | 5 v | v By By
, : . . _ _ By email || [n person networking technical
Associated with | | Associated with | | Associated with | support
criminal activity quality of life sighage ) J v
Via
By phone In person
P Internet
For For Web
marketing presence




November 2, 2015 Johnson and Jani INFORMS Philadelphia

Florist: Means-ends network

Maximize
vitality of
neighborhood
' I 4
Maximize Maximize
business community
district health health

|
o M v | \!

Maximize Main Mazximize health Maximize Maximize
Streetssupportto ofindividual diversity within local
businesses businesses business district employment
| |
\; W Vi s \r
Maximize Maximize Maximize Mazximize focus Maximize
cooperation representation diversity within on single product diversity
between of businesses Main Streets or service within
husinesses on Main Streets board clientele
board
! \l/ W
Maximize Maximize Maximize
advocacy on technical understanding of
behalfof assistance diverse customer
businesses at City to Eroups
Hall businesses
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Florist: Fundamental values hierarchy

Maximize
vitality of
neighborhood

i !

Maximize vitality Maximize Maximize vitality
of residential local of business
community diversity district

e [ ) —

!

MEN'""'I_E Maxir_nize Maximize Maximize Maximize Maximize Maximize
E:r?t:ﬁm Ic social diversity of diversity of diversity of vitality of vitality of
y vitality Main Streets businesses clientele individual public
board businesses spaces
i i * W
By By age By race and By national
gender ethnicity origin
[ [
A\ IL i v 7 T W % v
Male Female Adult Youth White Black Hispanic Us-born Fﬂtf}'g"'
| rn
Younger Older
adult adult
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Property owner: Means-ends network

Maximize community vitality

I

Maximize business viability

Maximize residential and longev
quality of life / gevity

- ; More technical and
Increased diversity rofessional su
ofclientele P o Pgm
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Impro\;_red consumer entrepreneurs
shopping spending K
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safe
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emergency
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Better public
Increased transportation options Improve
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oodsand
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Property owner: Fundamental values

hierarchy

Maximize community vitality

Maximize vitality of Maximize vitality of
residential district shopping district
[ [
) v | |
Maximize Maximize Maximize attractiveness Maximize attractiveness
individual social health to businesses to shoppers
health L -
Maximize perception of safety  pjaximize convenience
L. Maximize Minimize crime P -
Maximize diversity Minimize loitering Max!m!ze visual appeal
physical health Maximize convenience 2 aximize sen_se of cultural
ccommodation
Maximize Maximize Maximize accessibility Match between
imi i | Language atrons' language
. | t h of Maximize parking Representation — > p languag
emotiona 5 rengt 0 Minimize trafficcongestion Cultural competence and business
health social Maximize mass transit service I P language(s) spoken
institutions Maximize Internet presence / Maximize diversity of products

Maximize profitability

Beauty and personal care

Web visibility 2~ Maximize technical capacity | Apparels and accessories
Ability to run the Maximize capital resources / Eood
business é’_’,_,— Maximize own resources Retail

Maximize accesstolognsand Restaurants

Size of reserve fund
grants

Maximize appeal to customers
Maximize visual appeal

Size of credit line Maximize value

Credit score Full-price stores

Discount stores
Maximize cross-cultural appeal Second-hand stores

Maximize geographical appeal
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Findings
- Process:
- Applying VFT principles in field interviews is hard!
- Participatory action research is an essential frame for data collection
and analysis

- Qutcomes:

- Diversity is very important to many stakeholders
- Not addressed at all in Main Street data reporting protocols

- Multiple dimensions: race/ethnicity/national origin/class; products/services
provided; customer base; proprietors; Main Street committee

- Technical capacity of businesses central to success
- Marketing
- Finance
- Operations
- Quality of life and vitality of business district and residents intertwined

- Quantifying metrics will be challenging
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Next steps

- Continue Interviews

- Within Main Streets districts
- DND manager

- Main Streets America manager
- Within-case analysis
- Cross-case analysis

- Recommendations

- Economic development success metrics
- Decision opportunities

- Implementation

- Integration into DND information system
- Prescriptive decision modeling
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Boston

Thank you! Streots

Martin 1. Walah
Mayar of Boston

Upham's
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MAIN STREETS MAIN STREETS

Source: Boston Main Streets Foundation, 2015



November 2, 2015 Johnson and Jani INFORMS Philadelphia

References

Johnson, M.P. 2015. “Data, Analytics and Community-Based Organizations: Transforming Data
to Decisions for Community Development”. I/S: A Journal of Law and Policy for the
Information Society, to appear. Available at http://works.bepress.com/michael_johnson/53/.

Johnson, M.P. 2012. “Community-Based Operations Research: Introduction, Theory and
Applications”, in (M.P. Johnson, Ed.) Community-Based Operations Research: Decision
Modeling for Local Impact and Diverse Populations. New York: Springer, p. 3 — 36.

Johnson, M.P., Keisler, J., Solak, S., Turcotte, D., Bayram, A. and R.B. Drew. 2015. Decision
Science for Housing and Community Development: Localized and Evidence-Based
Responses to Distressed Housing and Blighted Communities. New York: John Wiley &
Sons, Inc.

Keeney, R. 1996. Value Focused Thinking: A Path to Creative Decision Making. Cambridge,
MA: Harvard University Press.

Ketti, D.F. The Transformation of Governance: Globalization, Devolution, and the Role of
Government. Public Administration Review 60(6): 488 — 497.

Liberatore, M.J. and W. Luo. 2010. The Analytics Movement: Implications for Operations
Research. Interfaces 40(4): 313- 324.

Midgley, G. and A. Ochoa-Arias. (Eds.). 2004. Community Operational Research: OR and
Systems Thinking for Community Development. New York: Kluwer Academic/Plenum.

Robertson, K. A. 2004. The Main Street Approach to Downtown Development: An Examination
of the Four Point Program. Journal of Architectural and Planning Research 21(1): 55 — 73.

Seidman, K. F. 2004. “Revitalizing Commerce for American Cities: A Practitioner's Guide to
Urban Main Streets Programs”. Washington DC: Fannie Mae Foundation. Web:
http://community-wealth.org/sites/clone.community-wealth.org/files/downloads/tool-fannie-
mae-main-str.pdf.




	University of Massachusetts Boston
	From the SelectedWorks of Michael P. Johnson
	November 2, 2015

	Community-Engaged Decision Modeling for Local Economic Development
	Microsoft PowerPoint - Community-Engaged Decision Modeling INFORMS Philadelphia 2015 03

