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Mission Statement: Our Port Angeles Community At W ork, where we live, work &
play

Introduction

In 2009 Downtown Port Angeles was handed a bag of lemons, with a little squeezing, some
added sweetness and a whole lot of stirring a community came together to paint 46
buildings with volunteer labor.

When we set out to do this project, no one knew what the scope would be. We immediately
formed a well organized framework for a project of any size, and it quickly garnered support
from the community. Those were the keys to the overall success of the project.

We hope you will find this to be a guide to not only how to paint buildings, but for any project
that you may need the help and support from a broad spectrum of your community to
accomplish.

It's amazing what can happen when a small group of citizens cares about its downtown,
forms a plan, and gets the rest of the community excited enough to make great tasting
lemonade!

Motivation

The closing of Hood Canal Bridge for retrofitting, seminars on sustainability and an
American Institute of Architects (AIA) study in March, 2009, provided the catalyst for the
longtime, often discussed vision of approximately 15 people who wanted to improve the
appearance of downtown. They wanted to give it a new vitality while creating pride of
ownership in their downtown. Downtown had just come out of two years of construction on
various projects, and had served as a traffic detour route for construction projects outside of
downtown.

The Hood Canal Bridge connects the Olympic and
Kitsap Peninsulas to the metropolitan Seattle area.
The bridge’s eastern half was being replaced and
was scheduled to be closed for six weeks beginning
May 1, 2009.

On March 30, 2009 four members of the community attended a Port Angeles Downtown
Association (PADA) Design Committee meeting with a proposal to give downtown a fresh
look when the bridge opened and the tourist season began. The plan was to “scrub, polish
and paint” downtown buildings with volunteer labor. They already had a commitment from
one building supply store to discount paint and supplies and one building owner was ready
to get started.

On April 6, those from the community and the Design committee that felt the job could be
done met again and Our Community At Work — Painting Downtown (OCAW) was born. A
framework was put in place, and duties were assigned to a core team of volunteers. The
format for a public meeting was outlined and a goal to paint 5-7 buildings in 45 days was set
into motion. Five months later the 44™ building was completed on October 7, 2009.




First Public Meeting

We scheduled a public meeting for one week later, on April 14th, in the Port Angeles City
Council chambers to garner support from the public for donations, volunteers, and supplies.
Nearly 150 people attended and the project budget went from $0 to over $700 cash that
night. Also donated were equipment, supplies, supply discounts and newspaper advertising
space.

How we got people to the meeting:
Newspaper — Published articles about the
meeting and goals of the project
Fliers- Distributed through PADA,
Port Angeles Regional Chamber of Commerce,
Port Angeles Business Association
Email lists and service clubs
Radio — Edna & Kathy appeared briefly on a local
talk show to invite listeners to the meeting

We “stacked the deck” at the meeting with people and businesses already on board who
were willing to step up at the meeting. We had one building ready to be painted, a building
supply business ready to go with a 30% discount (the discount was their idea), and
equipment donated. There were even people in the audience ready to volunteer to lift a
paint brush or pull a weed. Having those in place created the excitement we needed and
told the public we had a plan, which made them more willing to get on board as well.

Presented at that meeting was:
A power point presentation on the project’s goals (see website)
Equipment and supplies that had already been donated
How the community could get involved.
Sign up sheets that quickly filled up with people volunteering for:
o Donations

o Painting
0 Weed pulling
0 Window washing
0 Pressure washing
0 Go To Guys — project foreman
o Food for volunteer crews
0 Administrative
0 Marketing and publicity
0 Adopt a Building (for groups)
Groups that signed up to help at that meeting included:
- JROTC
AmeriCorps

Olympic Medical Center
Port Angeles Food Bank
Community Service programs
Windermere Real Estate

And those who joined us later:
- United States Coast Guard
Peninsula College Boy's Basketball and Girls Softball teams
Local Artists from Waterfront Art Gallery
Church Youth Groups
Key Club
Peninsula College



Building Momentum

We knew that community support would be vital to get paint on one building, let alone any
more, so we enlisted as many sectors of our community as possible.

The Core Team

Building/ Business Owner Liaison—Edna
Publicity & Marketing—Kathy

Tracking & Recording—Barb

Project Coordinator—Jan

Architect / Designer—Chuck

It was the responsibility of the Core Team (CT) to keep the project focused on the goal.
When someone wanted the painting to have a theme, we reminded them that we already
had one ‘Small Town USA'. Another wanted to make coloring boxes of the buildings, they
were reminded that to do that we had to paint buildings first. We were committed to this
project 110% even while doing our regular jobs. From the beginning a “no egos allowed”
policy was established. This project was never about what one person, or what the CT did.
It was all about pride in our community and what we can do together. The team kept the ball
rolling, but it was the grassroots effort of the volunteers who made it happen.

The City of Port Angeles requires right-of-way use permits for commercial buildings being
painted where a public sidewalk or street may need to be used. The permit allows for the
use of sidewalk and parking areas for equipment and detour routes for pedestrian safety.
The City worked with us in an unprecedented way by issuing one permit that would cover
any job being done within the scope of the larger project. The Public Works Department
provided barricades, cones and signs to be used in work areas and installed the necessary
filtration fabric in street drains to insure that waste water from pressure washing of buildings
was properly handled.

Insurance coverage to satisfy the permitting requirements became cumbersome, but with
public and private entities working together the problems were resolved. It did slow down
the permit process by about two weeks. It is recommended that this issue be addressed
upfront to avoid delays. When the PADA insurance policy was not adequate the Port
Angeles Regional Chamber of Commerce was able to acquire a rider to their event policy
that would cover the project. The Chamber donated the cost of the rider to the project.

Additionally, the City participated in the project by contracting with a professional painter to
have two buildings that they currently own in the downtown painted.

Several paint stores offered deep discounts on paint and supplies for the project. A local
hardware store owner paid for the rental of two man lifts and another hardware store
donated the use of a scissor lift for the first three months. The lifts were then provided at
deeply discounted rates for the remainder of the project with funds made available through a
Lodging Tax grant. Ten property owners paid for professional painters, who were also able
to take advantage of the discounts and equipment. The remaining buildings were painted by
volunteers, or the property owner.

The Red Lion Hotel made a section of its parking lot available for volunteers to park their
own vehicles as well as the man lifts used in the project. Parking spaces were made
available in other areas of downtown for equipment as needed. They also began working
with their corporate office to move up the scheduled painting of the hotel by more than a
year so they could be a part of the project!



The owners of a building housing the CornerHouse
Restaurant and Downtown Hotel had planned to paint
before this project was conceived and were in the
process of choosing colors. They had been dragging
their feet because of the cost, but stepped up to be the
first building to join the project. This is one of
downtown'’s oldest and most visible buildings. To have it
done first meant visibility and immediately put a very
large face on the project.

On April 29, 2009 as soon as the right of way use permit was approved work began on the
first buildings —The Morse Building and Wenger buildings were pressure washed. The
Downtown Hotel/Cornerhouse Restaurant followed within days.

The project got a huge boost on May 2nd, 2009 with the annual “Clean Sweep” PADA
downtown cleanup. 100 kids from a downtown church youth group and JROTC picked up
trash, and pulled weeds.

It All Comes Together

OCAW co-chair and building/business liaison, Edna, met with the building owners to explain
the project and what benefits the project provided. Edna is a long time member of the
community and as an owner/operator of a destination gift shop downtown, she was able to
talk to owners as a peer and a friend in many cases.

After identifying buildings that would benefit from a facelift, Chuck, a local architect who is a
long time member of the PADA Design Committee, made a color rendering of each
participating building taking into consideration the historic features of each. Because he
knew each building so well, he knew how each surface should be treated, the age of the
building and any facade renovations that had been done previously. The building owner
always had the final approval of colors and paint scheme.

Windermere Real Estate adopted the Wenger
building. They bought the paint and spent a lot
of time painting it. Olympic Memorial

Hospital, and Peninsula College faculty and staff
adopted Harbortowne Mall by supplying
volunteers, and we supplied a Go-To-Guy.

What was discounted:
Paint and supplies — by as much as 30%
Equipment — deeply discounted through local merchants

What was donated:
The use of 3 lifts for 2 months (that was later extended by a month)
Cash from:
0 Individuals
0 Businesses



o Port Angeles Regional Chamber of Commerce
o Port Angeles Business Association
0 Lodging Tax funds

Food from:
0 Restaurants
o Food Bank

o Individuals
Volunteer time
The cost of the permits
Cost of insurance — covered by Port Angeles Regional Chamber of Commerce
What were the benefits to building owner:
Discounts on materials

Coordination Lodging Tax money was used to pay for
Design consultation equipment rental after the initial 12-week
Equipment period, some supplies, marketing, award
Right of Way Use Permits applications, and a brochure.

Insurance

Work force

Go-To-Guy: The foreman at each building. He
worked with Charlie and the building owner,
picked up paint, coordinated the volunteers
working on his building, made sure all
equipment and supplies were on site,
maintained a safe work environment and saw
the project to completion.

Once a color scheme and project scope was approved by the owner, it then went to OCAW
co-chair Jan, PADA VP, Design Committee member and B&B owner, who coordinated:
Prep work needed:
0 Pressure washing 3-5 days prior to painting
o Building prep and priming as needed
o Weed control
A Go To Guy
Equipment scheduling
Volunteer crew scheduling
An information folder for the project
Notified the volunteer coordinator and the food coordinator

Information folders were given to the Go-To-Guy for each building. They contained:
A color rendering of the building with paint chips
Hold harmless agreements to be signed by all volunteers
A time sheet — where hours worked were tracked for each volunteer
Phone list with numbers for:
0 Jan —the co-chair of the project
0 Chuck — the architect
o PADA office
Lunch vouchers — if they were being used
Parking permits for volunteers



A local t-shirt shop printed “Team PA” shirts for the workers, using surplus supplies. Signs
saying “THANK YOU! This Building / Business Has Agreed to Scrub, Polish & Paint with
Team PA” were placed in the windows of each participating business.

At the PADA office, Barb recorded:

donations of:

0 money

0 equipment

o food
paid invoices
tracked volunteer hours
number of volunteers
work done on each building
amount spent on each building

The most striking image of the scope of
the project was an aerial map of the
downtown covered with sticky notes
identifying the work needed on each
building and the progress made.

Kathy C., a local winery owner and the publicity coordinator kept the media informed and the
public excited. She paid for a publicist to handle regional publicity while she and one other
person made sure that people locally knew what was happening. With a flip camera, she
shot video at several of the buildings and put them on YouTube. It was her responsibility to
write press releases and keep the power point presentation up to date. OCAW was featured
on KPLU Radio, and Northwest Cable News as a result of the efforts of the marketing team.

When we realized that the project was going to exceed the funds that we had available for
equipment, etc., Kathy put together another Power Point presentation for the lodging tax
committee and we succeeded in procuring a grant for sufficient funds to rent the equipment
necessary to complete the project, finish the publicity plan and print a brochure about our
success. A printable copy of the brochure is available at:
http://portangelesdowntown.com/files/community%20at%20work%20trifold%2001.13.10.pdf

Support Team

Cathy H. wanted a job she could do from home so she became the volunteer coordinator,
who gathered the crews. When Jan scheduled a project, Cathy emailed volunteers, letting
them know what building was being painted when and approximately how many people
would be needed.

A separate crew pressure washed the building a couple of days before the scheduled
painting. She put in a lot of time, developed the email list, adding to it each time someone
new volunteered.

At the public meeting many people signed up to make cookies and make sure the crews
were well fed, but it was Genelle who coordinated it all, making sure that food was on site
for breaks and lunch each day the volunteers worked. Schedules were tight and
communications were challenging so often it was feast of famine. Yet somehow everyone
got fed in the end.



The Port Angeles Food Bank was eager to provide food and beverage items for lunches and
breaks as a way to give back to the community and grocery stores donated food. Several
downtown restaurants gave vouchers for lunch; residents stopped by and gave the painters
plates of cookies; and soft drinks and coffee were provided to workers by businesses just
about everywhere. This job can take some time, especially with a project that ran so long, so
make sure the person or persons doing this have the time to devote to shopping, contacting
stores or food banks, who may need some time ahead to prepare and then delivering food
to the work site.

Go-To-Guys

The Go-To-Guys were paramount to the success of the project. At the community meeting
in mid April, a sign-up sheet was available for those that were willing to act as a “foreman”
on the job sites that had some type of construction and management experience. They
attended one organizational meeting, took on the tasks at hand and never looked back.
They were the person in charge that kept everything moving on their assigned buildings
while maintaining the safety of the volunteers and the spectators on the sidewalk. They
became the backbone to the success of the project.

Team PA ~ The Volunteers

Port Angeles residents have an amazing capacity to give of their resources and of their time.
It is proven over and over every day, but it was never as apparent as it was with this project.
One couple rode the bus 45 miles from another community to help paint, some showed up
with their favorite brush or with no experience at all.

Area residents would walk or drive by and offer their “thank you” to the workers that would
fuel them for whole day. Tourists would stop and ask what was happening in Port Angeles
and were always amazed that it was a volunteer community event. They were quite
impressed. Business owners did the same, and made sure that who ever was working on
their building was well fed and watered.

On July 11™ a community party was held, intending to be the celebration at the end of the
project. Instead but it became a “thank you” to the volunteers and built momentum and
awareness for Phase 2. More building owners wanted to be part of it, the weather stayed
warm and the community support was growing daily so painting continued.

At the party a ribbon was cut to the ‘new’ downtown, hot dogs, lemonade and cake were
served. Chuck led tours of the buildings that had been completed. As a fun token,
volunteers were given paint sticks with “Our Community At Work — Painting Downtown
2009” on them. After the entire project was completed in October 2009, a thank you letter
was sent to each volunteer and the owner of one of the buildings, who also owns a Chinese
restaurant elsewhere in town said “thank you” by inviting all who worked on her building to
dinner at the restaurant.

After working for over a year with a business owner elsewhere in town to find a downtown
location, she was finally moving into a vacant building that desperately needed paint. After
exhausting all other volunteers a group of athletes from Peninsula College were recruited to
complete the 44™ building on October 1%,

Two additional buildings were painted the following week by their owner who looked at the
newly painted buildings around him and didn’t want his buildings to be the only ones on the
block not painted, and they would have been.



Lessons Learned

Things we did right and would do again:

Preplanning and being organized with people you know will get the job done.
Get the permits and insurance in place at the very beginning
The community meeting was imperative to the success.

Engage people on the committee who are well respected in the community. Find the
people in your community who have the connections that need to be made.

Make it clear from the very beginning that, if anyone, working on the project will be
paid for their services or time. We had no paid participants for this project.

Involve a wide spectrum of the community, you'd be surprised who will help, if asked.

Be prepared to expand the project if the need arises and the people and materials
are available.

Save the celebration for the end of the project—we did lose some volunteer
momentum for the second half of the project.

Unexpected Benefits

Suddenly businesses and residences throughout town were being painted.
The community rediscovered downtown by coming to see the progress.

The closure of a large anchor store in May 2009 went largely unnoticed by downtown
businesses. They were keeping track of what was being painted rather than the
headline news.

Downtown gained the self esteem it had lacked for years. Business owners took
pride in having their business downtown.

A disagreement over colors for adjoining buildings was resolved to the satisfaction of
both parties and the volunteers even got donuts. Something that would probably not
have happened before this project...and they liked the colors!

Red Lion Hotel was scheduled to be painted in 2010, but when local management
made the corporate offices aware of what was happening throughout downtown, they
diverted their painters from California to come and paint this hotel, a year ahead of
schedule.

Just the Facts

46 Buildings painted in 24 weeks

226 volunteers worked 3323 hours valued at $62,306.00
$215,371.00 invested by building/business owners
$12,000 invested by the City

1231 Meals/Snacks donated

100% Improvement in Community Spirit



Core Team Testimonials
Edna, Co-chair, Building Owner Liaison

What | did ~

Because of the work that was done before | went to business owners, | already had
solutions and answers for them about:

Acted as contact and liaison with the building owners for the project
Help with color schemes

Work wherever needed to get whatever needed to be done
Worked through the permitting and insurance process

Assisted with fundraising and donations of equipment and materials

| already had groups lined up to adopt buildings before | approached owners: Support from
the hospital, college, and on it goes. | made it easy for the owners before | asked them to
spend money.

I do believe that the strength of the co-chairs/committee heads and their goals from the
beginning and ability to answer questions and solve problems before they arose was the
reason for the success. As a city and downtown we had tried this sort of project before but
never with such support and organization. Strong /work together co-chairs and committee
folks made this happen. One of the things | said often was that everyone had something to
give. This was a project of all folks not just those who had money or businesses. It was fun.
It gave us a beginning and hope and pride.

I think that the planning up front that we did before the first city meeting and our firm
commitment to how we were going to do things were the decisions that lead to our success.
When at the community meeting they said, "theme", Chuck already had the answer--the age
and time period of the building. The co-chairs and the committee folks already had their
game plan. We were all on the same page.

What | learned ~

Define the responsibilities for each chair to work independently and jointly and
maintain communication at all times (preferably daily). No egos allowed. Be
prepared, have a plan, be professional in approach. Capitalize on the talents of each
of your team members.

Recruit building owners upfront that are willing to participate resulting in a project that
is already rolling when it was presented to the community for volunteers—the
momentum had already started.

To do or not to do ~
Insurance coverage to satisfy the permitting requirements became cumbersome, but with
public and private entities working together the problems were resolved. It did slow down

the permit process by about two weeks. It is recommended that this issue be addressed
upfront to avoid delays.

10



Chuck, Architect, color and design

What | did ~

| worked with the building and business owners to select colors for their buildings, and gave
input on any additional work that needed to be done.

After Edna made the initial contact with the building owner, she would pass along the
information to me to schedule a meeting at the site with either building owner or tenant. We
discussed the colors they personally liked or disliked; what existing colors had to stay
(signage, awnings, building materials) and then looked at the architectural style of the
building and the neighboring buildings. We worked together to determine a color palette they
might like, keeping in mind that the colors should fit the style of the building, and not clash
with neighboring buildings. | would then go back and fine tune the colors and do a colored
rendering of the elevation of the building and some times two or three options for the owner
to review.

Once the colors were approved, the owner and | would look at the size, condition and
complexity of the building and see if a professional painter was needed or if volunteers
would be able to do the work. If a professional painter was needed, | would get a bid from
them and get that back to the owner for their approval. The building owners would then pay
the professional painters directly. | was not paid for my services.

Once the painting was about to start | would work with Jan and the ‘go to guy’ on what
needed to be done for prep work and the paint colors. | also worked with the professional
painters on the colors and placement on the building. All of the communications would go
through me to Jan and the ‘go to guy’. This was very important with all of the volunteers
working on the project, and getting the finished product the building owner wanted.

| also worked on one building to get some of the 1960’s fagade additions removed to expose
the original upper floor facade. This work required a professional contractor to bid and
complete the work.

In the community meeting some people wanted a theme to the painting of downtown. They
wanted it to have one color theme or style to the whole downtown. We would address this
by reminding them our downtown already had a theme “Small Town USA”, and that the
downtown is made up of individual buildings built over many years. This type of downtown is
fast going away and we need to keep that identity.

What | learned ~

Avoid a color theme approach. Work with the architecture and the building owner on
the colors. Each building should stand on its own without clashing with its neighbors.

Any time you are working with the public you will never be able to make them all
happy.

Make sure you have one or two buildings already committed and ready to go before
you go public.

The commitment to keep this project going was 24/7. | needed to keep my schedule
flexible. Building owners would want to meet at all times of the day. | also needed to
be available for the Go-to-Guy to make sure that the volunteers could continue to
work.
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To do or not to do ~

Be flexible; remember the project is not about you. It is about the community and the
volunteers.

Keep a positive attitude. Everyone is working hard to make everything happen.
When things don't go as planned, just move forward—no one else will know.

If you set up any project prior to going to the public and keep the momentum moving
forward, you will succeed. It does not have to be a painting project, the philosophy
will work on and type of group project.

Jan, Co-chair, Project Coordinator ~

What | did ~ After the April 14 meeting, | began to put together the team to make it happen.
From the list of volunteers received that night, | selected those that | thought would be able
to work independently in various roles. | had one meeting to bring those people together
and ask for their assistance and input on what needed to be done. | left that meeting with a
food coordinator, Genelle—two ladies that agreed to set up spreadsheets and work on the
forms for the packet, Jody and Linty--and Barb took on the administrative tasks.

I then had a meeting with those that had signed up to be Go-to-Guys. The professional
painter and his crew also attended and offered their assistance in instances that weren't
suitable for volunteers (that was a blessing). That meeting ended with 5 Go-to-Guys and a
volunteer coordinator. One was a building owner that paid to have his building painted, but
volunteered to do the prep work on another one. During the summer, | recruited two
additional volunteers to take on that role. Mike was one of those volunteers and we would
never have made it through the summer without his help. That night Cathy attended the
meeting with her husband and left being the communications person for our volunteers.

By April 29, we were ready to go and the cleaning and prep work began.

Once the work began, my job was basically to make sure that whatever was needed was
made available. Everything from scheduling the project with the building owners, the use of
equipment between the go-to-guys and professional painters, mural painters and building
owners that worked on their own buildings. | also tried to visit the projects everyday to let the
volunteers know how much they were appreciated and assist as needed getting supplies,
etc. | did get the opportunity to work as a painter on several of the buildings during the
summer and working with the volunteers was one of the best experiences.

What | learned ~

Support from the various departments of the City was paramount.

A 3-step process worked best—advance pressure washing-prep team, followed by
large group and finally the finish team.

Recruit more large groups to glean volunteers for the major push for as much work
as possible on the first day of a painting project followed by a more focused, smaller
group of volunteers to complete the finish work to avoid over taxing volunteers over
the long haul of the project.

Go-to-Guys should have construction knowledge and organizational skills. They
were the key to the success of the project. They are on the ground working with the
volunteers on a daily basis. They need good people and management skills. Be
selective.
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Don't be afraid to ask. If you need help, advice, assistance or product--ask. You'll
be surprised how willing people are to help.

| learned that a group of community minded people can come together to share their
time and talent and accomplish great things. Not everything that needs to be done in
a community needs to be done by public entities. The City of Port Angeles was
supportive of our ideas and worked with us (actually stayed very low-key) and found
ways to help us get things done.

To do or not to do ~

Surround yourselves with people that can work together—you might be surprised
who those people might be. People came together to work on the project that were
in some cases a surprise to the community. And we all did it with a smile and had a
great time.

Leave preconceived notions at the door and step up to the challenge. You'll be
amazed at what you can accomplish.

Barb, Tracking & Recording

What | did ~ As Executive Director of the PADA, | fielded a lot of phone calls from building
owners wanting to be part of the project, from media wanting to know the progress and from
well wishers in the public. | was also the keeper of the spreadsheet that told us what building
was being done, how many volunteers, how many volunteer hours, how much money was
spent, and what was being done on the building. The amount spent on a building was easy
to get from building owners because | promised to keep it confidential and use the numbers
only in the context of the project as a whole, and not individually. One building had a new
roof put on, another put on a new awning, but neither were painted. | also kept track of what
was donated, cash, food, or equipment. | sent thank you notes to those who donated and
‘Way to go” to others in the community who followed our lead and painted or spruced up
their building. That was one of the most fun parts of the project — suddenly buildings all over
town were being painted.

What | learned ~ The biggest thing | took away from this experience is the amount of
people who will get behind a project they feel strongly about. If you ask for help and break
down a project into smaller pieces, like just painting a wall, you'd be surprised who will raise
their hand to help. The volunteers now feel great ownership in downtown.

I am a life long resident of Port Angeles, and have been part of the PADA for 20 years and |
have not seen anything transform downtown like this project did. For many years, even
before the construction began, downtown hid in the shadows of what it could be. This
summer it came into the sun, and so did the perception of a community. Not only did the
perceptions and attitudes of the greater community change, it forever changed the mood of
downtown toward itself. Cinderella has finally gone to the ball, and midnight won't strike for a
very long time.

To do or not to do ~

Keeping track of all the stats is important to start from the very first project. The more
information you have, the better. We referred to this spreadsheet daily throughout
the project, even the slightest details are important. This information was extremely
valuable in applying for lodging tax dollars and on award applications.
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Keep the media informed, but make sure you designate only one or two people who
they contact to keep the information accurate.

Take lots of photos. We documented the entire project with before, during and after
photos. We now have a library of pictures that document each building whether they
were painted or not.

Kathy C, Publicity and Marketing

What | did ~ Initially | put together the Power Point presentation for the community meeting
which was also used to present the program to different service groups. As the local
marketing and communications coordinator | shot video, posted it to YouTube site and other
social media sites, wrote and distributed press releases. The Power Point presentation was
updated and modified throughout the project detailing ROI, accomplishments to date, and
volunteerism from every segment of the community for the Lodging Tax committee. | was
also in charge of some of the side projects; window displays and the wine barrel project.
(See ‘other projects’)

What | learned ~ On-going marketing and communication is key to this kind of project.
Perception is reality. There is a need to keep the momentum of the project going so
additional volunteers will come forth. Pride in community increased when volunteers
promoted our community as they worked telling the story to tourists who walked by and
asked questions.

To do or not to do ~ | wouldn’t do this project without that first community meeting. It was
essential to getting the community on board. Another key component is building the
momentum in print and on-line media and keeping it visible. At the end of the day, this
project wouldn't have happened without the core group of volunteers and the many
volunteers that worked a building or a particular aspect of the overall project. It was
successful because businesses, local government, business leaders, service groups, and
individuals wanted the best for their community.

The local newspaper was behind it by providing on-going “positive” stories and the
“negative” 5% were largely ignored. You need strong, positive public
spokesperson(s) that are respected by the community.

This type of project will take many more hours than you expect and be prepared
because if not... it will fizzle and you lose all the good that was part of it.

Support Team Testimonials
Cathy H. ~ Volunteer Coordinator

What | did ~ Jan, the project coordinator, would contact me with the particulars of a job,
how many people were needed, and what they would need to do, what equipment would be
used or needed from the volunteers (ladders, brushes, brooms etc.), where the project was
and if food was needed and who the Go-To-Guy for the project was. | would then send an
email blast to the volunteer database | kept with the information for the day, as well as to
Genelle, the food coordinator. As volunteers emailed back to say they would be at a job, |
then emailed the list to Jan and the Go-To-Guy so he would know what his crew would be
for the day. Communication was the most important things to keep everyone engaged in the
process. There were weeks that went by with no activity so a note to let everyone know
what was happening was well received. Then a reminder the day before was sent and any
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last minute changes, i.e., where to park, where to meet, etc. A thank you to all was sent
when a project was complete with photos if | had them. | spent a couple of hours a day on
the computer most days, sometimes it was more, answering emails, sending naotices,
updating messages. | wanted to be part of the project, but needed something | could do
from home, and this was perfect.

What | learned ~ It was crucial to keep volunteers informed throughout the project, when a
building was complete I let them know and sent congratulations. It kept them part of process
and informed them that their hard work was paying off and rewarded. This is a community of
great people willing to jump in and work together in a joyous and positive way. You need a
GREAT coordinator, some one who has their heart on the big picture and their eye on all the
details.

To do or not to do ~

Keep a backup of the database of addresses for future contacts. My computer
crashed a year later and | was unable to recreate the list for follow up activities.

Keep it upbeat. When you're asking volunteers to show up at a site at 6:00 am, you
want to make it sound fun. Actually it was fun!

It made a world of difference to our painters and volunteers when a building owner
offered them coffee, iced tea or bought donuts for the crew. Make sure business
owners take care of the crew who is volunteering to paint their building.

Emails were the most effective communication. Things were much more complicated
and time consuming with only a phone contact. That is where things dropped
through the cracks. It was hard to keep the communication and changes updated for
those folk.

Mike, Go-to-Guy

What | did ~ As a go-to-guy, | expected to act as a sort of site foreman. But unlike an actual
general foreman, many of the needs that | had were being provided & coordinated by other
volunteers which allowed me to concentrate on the task at hand ... painting the buildings.
I enjoy the act of painting myself but with larger groups (of say 8 or more), | found myself
gathering supplies, coordinating paint efforts, working with building owners, Chuck for any
paint color changes, Jan for additional volunteers, additional equipment needs and man-lifts.
Much of my time was actually spent to/from the paint store picking up additional paint,
brushes, rollers, tarps, masking tape, paint buckets and everything else required to
complete the job at hand.

What | learned ~ A few things caught me off guard. The first was the mixology of paint.
Note: Every building had between 3 to 5 colors being mixed and matched, so quite often |
would find myself returning to the paint store with another can of ‘close-but-not-the-right-
color'. This didn't seem to improve very much over time so | simply learned to allow more
time for those to/from paint store trips. The second surprise was probably the variation in the
number and experience of the volunteer work force. We experienced much greater turn
outs during the first few projects than the final few near the end. Since no one was getting
paid, it also appeared quite easy for some individuals to declare a day off whenever they felt
it necessary. And since this project encouraged everyone to come out and help, | often
times found people with little to no painting experience which would require more attention.
An unexpected positive was the reaction from the people on the streets as they would pass
by our job site. Almost without exception the remarks were all positive yet almost
bewildered that their local community could have all come together to help in such a visible
and uplifting way. It helped fuel the volunteer painters all day long!
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To do or notto do ~ | would certainly recommend a few things to anyone volunteering as a
go-to-guy:

Work closely with your support teams. This is no one man show and you can't hire
and fire anyone so work with your resources to ensure you'll have what you need,
when you need it. Start with enough go-to-guys to share the building efforts.

Attempt to broaden the campaign to recruit volunteer painters. Avoid the temptation
to focus on just those that have volunteered in the past. Work with who ever is in
charge of recruiting those volunteers and make sure they have multiple plans and
channels they are leveraging to make sure you have fresh recruits showing up week
after week (building by building).

Just expect multiple trips to the paint store each day. Don't get upset or panic when
they make mistakes. It won't fix anything.

Inspect the building both before and after the 'pressure washing' to determine if a full
coat of primer paint will be needed. About 1/2 the buildings did require a thick coat
of primer paint before the actual paint could be applied. This takes more time and
perhaps a different crew depending on size of building. Less detailed work so less
experienced people could do this.

Plan to arrive 1/2 hour before the crew to set up drop cloths, lay out supplies, fill
buckets of water (for both clean-up and to throw in used brushes). Plan to work an
hour or so after the crew leaves (you don't want inexperienced people cleaning the
rollers and brushes). Much easier to stay organized than chase after chaos.

Organize your volunteers by experience levels, give the cut in brush and windows/
trim to people you won't have to clean-up after. Likewise, there are always enough
big open wall spaces to be painted by those that are painting-challenged.

Lead by example whenever possible. Take on the toughest task and show them it
isn't so hard really. Teach don't criticize.

Celebrate your successes. These are the projects that people line up to applaud. Let them
and join in. It has to be fun!!

The City’'s Point of View

In general terms, | think that the downtown painting project was a critical morale boost to the
community due to the challenges that we were facing with the closure of the Hood Canal
Bridge. Rather than the community taking a complacent retrenching approach during the
bridge closure, this project united the community and helped us turn a negative experience
into something very positive. It showed that we could really accomplish something if we
rolled our sleeves up and worked together without any concern about who would get the
credit at the end of the project.

On a more specific note, the project was well structure with volunteer teams headed by a
team leader. In addition, it was very well organized with the proper equipment and materials
in place to get the work done in an efficient manner. Finally, by phasing the project over
several months it was very manageable. If the project had been attempted to be
accomplished in one or two weeks, | think that the outcome could have been much
different.

Kent Myers, City Manager
City of Port Angeles

16



But Wait, There’s More

We created a page on the PADA website www.PortAngelesDowntown.com (click on Our
Community@Work) that became the scrapbook for the project. A local business donated the
assistance of their publicist to get the story of the project to the regional media and some of
those stories, in print and radio can be found there. You will find the “who, what and why” of
the project there. Every form we used is there also, feel free to use what you can.

A walking tour brochure was created to acquaint the public and visitors with the project. It
lists every building completed as part of the initial phase of this project, and dramatic before
and after photos. The brochure can be found on the website as well.

In the summer of 2010, four more buildings were painted by their owners. Only four
buildings remain to be scrubbed, polished or painted. The committee is still working on
getting those done.

OCAW also spurred many other projects:

An alley alcove became a canvas for a mural painted by members of a downtown art
gallery. (photos on website)

31 members of a church youth group accompanied by employees of a bank painted
a small apartment building, just outside of downtown in a weekend. (You Tube on
website)

A mural, and an information kiosk owned by PADA was refurbished.

About 50 pictures, painted in one night by residents, adorned the windows of a
vacant furniture store.

Local artists painted, collaged, and refinished 10 wine barrels, which were also
added to the window. When the barrels were auctioned off they raised $3,145 for the
newly formed Port Angeles Arts Council. (see website)

A display of prom dresses in a former department store window, inspired by
“Twilight”. Port Angeles is one of the locations of the series of books.

Awards received by Our Community At Work:

PA Chamber of Commerce Beautification Award - September 2009

Washington State Dept. of Commerce Excellence in Downtown Revitalization
Outstanding Achievement in Design - 2010

Port Angeles Downtown Association Partner Award - 2009

Conclusion

The people of Port Angeles have always been extremely generous. When a need arises, the
community comes together to fill it. It amazed all of us working on this just how much
downtown was loved by this community and how many realized that when the soul of a
community is spruced up and looking great, the entire community benefits. Though the
timeframe and commitment were longer than we anticipated in the beginning, if the
circumstances and volunteers were right, we'd all gladly step up to the challenge again.

Please feel free to use any information in this guide and on the Our Community@Work page
on http://portangelesdowntown.com/our community at work.php There are also before
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and after pictures as well as some of the regional media attention this project received. If
you can't find what you're looking for on the website or in this guide, just give us a call at the
PADA office 360-457-9614 or email to director@portangelesdowntown.com

Sample forms below...

NOTES:
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