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About SBAN

The Small Business Anti-Displacement Network is a network of more

than 175 organizations across the United States and internationally
that work to prevent displacement of small businesses in gentrifying
neighborhoods. Housed at the University of Maryland’s National Center
for Smart Growth, SBAN includes policymakers, nonproft advocates,
technical assistance providers, real estate developers, fnancial institutions,
scholars, and small business owners who share knowledge and advance
policies and practices that keep small businesses in place.
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Introduction

Katy June-Friesen & Willow Lung

Small businesses are vital to the social, cultural, and
economic health of neighborhoods. They foster
community connectedness, create jobs, provide
culturally relevant goods and services, and keep
dollars in the neighborhood. Small businesses are
also highly vulnerable to displacement when neigh-
borhoods gentrify. For businesses whose owners
are Black, Indigenous, and
people of color (BIPOC),
gentrifcation adds to existing
challenges, such as limited
access to capital and technical
assistance. This makes it
diffcult for these entrepre-
neurs to weather the economic
and social changes that
gentrification brings, such

as rising rents and loss of
longtime clientele.

Community ownership

is a long-term solution for
preventing small business
displacement, supporting
neighborhood stability,
and maintaining diverse
local economies. It gives
community members and stakeholders control of
their neighborhood assets and removes property
from the speculative market, preserving it for
community beneft. Historically, community owner-
ship has been a strategy most actively deployed to
preserve or create affordable housing, and most
examples of community ownership are residential.
However, it can also be used to preserve commercial
property and provide space for community-serving
small businesses. The six organizations featured in
these case studies model how commercial commu-
nity ownership can be done—and done well.

At the Small Business Anti-Displacement Network
(SBAN), we research and share anti-displacement
strategies that allow small businesses to beneft

Community ownershipis a
long-term solution for preventing
small business displacement,
supporting neighborhood stability,
and maintaining diverse local
economies. It gives community
members and stakeholders control
of their neighborhood assets
and removes property from the
speculative market, preserving
it for community beneft.

from new neighborhood investments, stay in place,
and build greater fnancial health, wealth, and long-
term stability—for them and the communities they
serve. As part of our research, we talk with SBAN
members and other organizations and cities about
what they are doing on the ground to keep small
businesses in place. In the last few years, we have
seen an increasing number of
communities explore commu-
nity ownership as a strategy to
preserve affordable commer-
cial property. We have felded
requests from organizations,
policymakers, municipalities,
and foundations for resources
on community ownership
anti-displacement models
that beneft small businesses.

While we know there is interest
in this strategy, we also know
there are signifcant gaps in
the research about community
ownership of commercial
assets. Soin 2024, SBAN
began a multifaceted project
to learn more. We formed a
member working group of organizations engaged in
early-stage community ownership projects, began
researching new tools and examples to add to

our toolkit, and put out a call for case studies. We
awarded grants to six organizations to refect on,
study, and write about their distinctive community
ownership approaches, all of which are featured in
this volume. Their case studies offer insights into a
variety of tools and practices, including commercial
land trusts, community investment funds, commercial
property loans, land use policies, nonproft property
acquisitions, and small business incubators that
provide affordable vending space.

Case study authors were part of our November 2024
online SBAN Summit on Community Ownership, which



https://antidisplacement.org/2024-summit/

brought together a national audience of small business
advocates, community development organizations,
funders, and policymakers working on community
ownership solutions. We also visited two case

study awardees in San Francisco and Minneapolis

to get a frst-hand look at how they were combating
displacement through community ownership.

In early 2025, the Mission Economic Development
Agency (MEDA) hosted SBAN members and local
leaders in the Mission District of San Francisco, one
of the fastest gentrifying areas in the country. MEDA
has been supporting the Latinx community for more
than 50 years with housing programs, job training,
fnancial services, and other programs to support
families. Their site visit offered a deep look at their
innovative, multipronged approach to preserving

and producing new community-owned commercial
spaces, including how they partner with the city on
land use and real estate policies.

In North Minneapolis, we visited the Partnership In
Property Commercial Land Trust (PIPCLT), one of the
Frst commercial land trusts in the country. PIPCLT

is supporting BIPOC entrepreneurs not only with
opportunities to rent affordable space or to purchase
it, but also wrap-around tenant support programs
and responsive property management.

What we have learned over the last year is that
community ownership of commercial space and
assets is vitally needed, it is possible, and it is
happening in impactful ways. Communities and
organizations across the United States and abroad

MEDA takes SBAN site visit attendees on a tour of San Francisco’s Mission District. Photo: Malcolm Wallace
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SBAN site visit attendees in front of the headquarters of host Partnership in Property Commercial Land Trust. Photo: Andrea

Ellen Reed

are developing innovative models that are specifc
and responsive to local needs. These leaders are
adapting residential community ownership models,
such as land trusts, for commercial purposes. They
have created programs, policies, and fnancial
mechanisms to support local entrepreneurs, safe-
guard community economic and cultural assets,
and build wealth.

This collection showcases the work of six organiza-
tions that work in six different cities—the Mission
Economic Development Agency (San Francisco),
Women's Opportunities Resource Center
(Philadelphia), Miami Foundation (Miami, Florida),
Mangrove Flatbush Central (Brooklyn, New York),
Partnership in Property Commercial Land Trust

(Minneapolis), and Little Tokyo Community Impact
Fund (Los Angeles). Their work highlights the
numerous ways to conceptualize and enact
commercial community ownership. They demon-
strate how this approach provides stability for small
businesses, helps avoid gentrifcation pressures like
rapid rent increases, and benefts low wealth
communities through both individual and collective
property acquisition.

All of these organizations do their work in cities
experiencing signifcant gentrifcation. Many do
extensive community and economic development
work, of which commercial community ownership
programs are only one part. They are community
development fnancial institutions (CDFIs), land
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trusts, community investment funds, foundations,
small business technical assistance providers,
and a community market and incubator. Some
have been around for decades, and some are new.
The case study authors are full-time staff within
organizations, board members, consultants, and
academic researchers, all with different approaches
to documenting the organization’s community
ownership efforts.

In San Francisco’s Mission District, the Mission
Economic Development Agency has been a leader
for nearly a decade in the city’s Mission Action Plan.
The plan was created in part-
nership with city agencies

and other local nonprofts to
address high levels of displace-
ment from the predominantly
working-class, Latinx neighbor-
hood. MEDA's case study
examines how the plan was
implemented through cultural
placekeeping and how small
businesses have beneftted
from key community ownership
strategies. These include:

1) land use policies, such as
legacy business protections,
preserving light industrial
spaces, offce space restric-
tions, and requirements that new development
include commercial space; 2) acquiring and devel-
oping mixed-use developments that combine
residential and commercial spaces to create
permanently affordable spaces for small businesses
and nonprofts; and 3) providing technical assistance
and affordable capital to help small businesses
stay viable, including through MEDA's CDFI, Fondo

Adelante. As of June 2025, MEDA owns 50 commer-

cial spaces that house small businesses and nonproft
community organizations.

In Philadelphia, the Women’s Opportunities Resource

Center (WORC) is addressing barriers to commercial
property ownership and creating pathways to
community-controlled commercial space through its
Commercial Real Estate Acquisition Loan (CREAL)
program. As a CDFI, WORC offers a range of fnancial

Case study organizations
are community development
fnancial institutions (CDFIs),

land trusts, community invest-
ment funds, foundations, small
business technical assistance
providers, and a community
market and incubator.

and training programs to its microenterprise clients,
most of whom operate in food retail, personal
services, and child care sectors. In partnership with
the Philadelphia Department of Commerce, the
CREAL program targets legacy businesses in high-
risk corridors and prioritizes those most at risk of
displacement. It offers capital, closing cost support,
intensive technical assistance to prepare borrowers
for acquisition, and fexible underwriting that priori-
tizes character and community ties over traditional
metrics like credit scores. WORC's case study explores
commercial real estate acquisition as a viable and
replicable wealth-building and anti-displacement
strategy for low- and moderate-
income entrepreneurs,
especially Black, immigrant,
and women small business
owners. Since 2020, WORC
has closed 14 CREAL loans.

In Miami, The Miami Foundation’s
Collective Real Estate Ownership
(CREO) fund is supporting
historically marginalized entre-
preneurs and neighborhoods
that face rising rents, specula-
tive investment, and the loss of
cultural and economic anchors.
The fund provides a new
commercial real estate down
payment assistance product—a 5-year, fully forgiv-
able subordinate mortgage loan up to $500,000

to help local organizations acquire commercial
property through a shared equity ownership model.
To be eligible, groups must pursue a collective
ownership arrangement, including joint ventures,
co-ops, and community land trusts, so that more
than one owner stands to gain equity in the property
and collaboratives can compete in Miami’s expen-
sive commercial property market. The goal is to
keep community organizations rooted in place and
provide underserved entrepreneurs with a pathway
to property ownership. The Miami Foundation’s
case study examines the impact of the CREO fund
and community perceptions of displacement and
anti-displacement strategies in fve neighborhoods
across Miami.



In Brooklyn, Mangrove Flatbush Central—a vendor
market, food hall, and incubator—is preserving the
cultural legacy of the Flatbush Caton Market, which
provided a business home for Caribbean street
vendors in the heart of the neighborhood'’s Caribbean
community. The redeveloped Mangrove Flatbush
Central facility on the same spot as the previous
market provides permanently affordable space for
legacy vendors, as well as incubation programs for
the next generation of local businesses. Mangrove’s
case study examines the impact of its key business
preservation and community ownership strategies:
1) supporting legacy vendors through and beyond
redevelopment of the market building; 2) establishing
long-term affordable space coupled with technical
assistance to launch neighborhood businesses;

and 3) exploring additional channels for community
asset ownership. In its frst 2 years, Mangrove helped
sustain 24 legacy vendor operations and support 153
new entrepreneurs through affordable production
and retail space.

In Minneapolis, the Partnership in Property Commercial
Land Trust (PIPCLT) is pioneering one of the frst
commercial land trusts in the country to preserve
affordable commercial property for BIPOC business
owners. North Minneapolis, where PIPCLT concen-
trates its efforts, is experiencing rising rents and
predatory landlord practices that jeopardize small
businesses, undermining economic stability and
cultural continuity. PIPCLT acquires and holds
commercial property “in trust” indefnitely to ensure
lasting affordability and give entrepreneurs the
chance to build generational wealth through stable
and secure occupancy arrangements. Entrepreneurs
can: 1) rent at an affordable rate; 2) rent-to-own

a property; or 3) buy property in partnership with

PIPCLT, which pays a portion of the purchase price.
PIPCLT's case study explores racial disparities in
business ownership in the Twin Cities and introduces
how the CLT works to help fll the gap.

In Little Tokyo, a 140-year-old neighborhood in
downtown Los Angeles, a group of elder community
leaders created the Little Tokyo Community Impact
Fund (LTCIF) to stem the displacement of communi-
ty-serving legacy small businesses. LTCIF's founding
members are volunteers who have been involved

in local community activities and organizations for
more than fve decades. The fund’s assets come
from small-dollar community investors who accept
below-market returns, which enables LTCIF to
acquire commercial real estate and lease spaces
at stable, below-market rents. LTCIF's case study
discusses the decisions the board of directors

had to make and the action they took to implement
their community ownership strategy. This includes
their incorporation as a social purpose corporation,
designing the shareholding structure for broad
ownership and decision-making power, and exten-
sive community outreach. As their case study
went to press, LTCIF had just purchased their frst
commercial property.

SBAN plans to further synthesize the takeaways
from these case studies and our research in a
forthcoming strategy guide to community owner-
ship. This guide will lay out what advocates should
be doing to support commercial community owner-
ship and offer key lessons for building community
ownership programs. We are excited about the
growing interest and action around community
ownership strategies that allow vulnerable small
businesses to thrive in their communities.

To learn more about community ownership, visit our Small Business Anti-Displacement Toolkit.
If you are engaged in a community ownership program that benefts small businesses, we want
to hear from you! How did you do it, and what lessons do you have to share with our network?

Please be in touch at sban@umd.edu.



https://antidisplacement.org/toolkit/
mailto:sban%40umd.edu?subject=

Cultural Placekeeping
Through Community
Ownership in San Francisco’s

Mission District

e Luis Granados, Chief Executive Offcer
e Peter Papadopoulos, Senior Policy Analyst

e Sandra Collins, Vice President of Development
& Communications

e Juan Mesa, Director of Marketing & Communications

Mission Economic Development Agency

e Sofia Flores, Development Manager —
Grants & Strategic Analytics

e Santiago Martinez Xonthe, National
Partnerships Program Manager

e Juan Diego Castro, National Partnerships Director

For more information, contact Juan Diego Castro, nationalpartnerships@medasf.org
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Executive Summary

Between 2000 and 2010, more than 12,000 residents
were displaced from San Francisco’s Mission District,
which threatened the stability of the neighborhood’s
predominantly Latino, working-class community

and culture amid rapid gentrifcation. Fueled by the
growth of the city’s tech sector, infux of venture
capital, and real estate speculation, private develop-
ment intensifed the competition for land and prop-
erty, driving up rents and shrinking the availability

of affordable housing. These pressures not only
impacted long-term residents but also threatened
the small businesses, cultural institutions, and
community-based organizations that historically
anchored the neighborhood.

In response, the Mission Economic Development
Agency (MEDA) partnered with
local nonprofts and city agencies
to launch the Mission Action Plan
2020 (MAP2020)in 2015. This
community-driven initiative
addressed the root causes of
displacement through place-
based solutions that prioritized
community ownership and joint
community-city decision-making.
Atits core, MAP2020 operated
under the principle of community
ownership: that neighborhoods
are most resilient when residents
have control over the assets that
shape their daily life, from housing
and commercial spaces to access
to capital and quality jobs.

MAP2020 explicitly framed its goals through the lens
of cultural placekeeping, emphasizing that preserving
community identity requires not only resisting
displacement but also ensuring that residents retain
stewardship over the cultural, economic, and physical
environment of their neighborhood.

To address these displacement challenges, MAP2020
proposed a set of interrelated strategies that aimed
to stabilize the neighborhood and preserve its
cultural and economic fabric:

Community ownership
goes beyond asset transfer
to include wraparound
support and organizational
development, empowering
residents to shape
neighborhoods, assert
collective rights, and build
shared prosperity beyond
preventing displacement.

Develop land use policies to protect small businesses
and preserve blue-collar jobs that were increasingly
at risk.

Pursue the acquisition and development of proper-
ties to create permanently affordable, mixed-use
spaces for housing and commercial purposes,
while also retaining key community assets in the
face of speculative market forces.

Improve access to affordable capital and business
technical assistance for local entrepreneurs

who historically lacked access to traditional
fnancial systems.

Identify funding strategies to include public,
private, and philanthropic investments to imple-
ment MAP2020, to accompany the City and
County of San Francisco’s signifcant investments
to support the planning and
implementation of MAP2020’s
interrelated strategies.

This case study examines

how these strategies were
implemented in practice, offering
specific examples of how the
MAP2020 framework impacted
small businesses, with a particular
focus on community ownership.
These collective efforts aimed to
ensure that local policy-making
efforts refected the lived experi-
ences of residents, disrupting
top-down decisions and shifting
power back to the community.

MAP2020 built nonproft capacity

for community strategies,
including affordable housing development, small
business lending through a community development
fnancial institution (CDFI), and policy advocacy that
continues as Mission Action Plan 2030 (MAP2030).
This framework requires patient capital, sustained
advocacy, and structural change. Community
ownership goes beyond asset transfer to include
wraparound support and organizational development,
empowering residents to shape neighborhoods,
assert collective rights, and build shared prosperity
beyond preventing displacement.

Chapter 1: San Francisco November 2025



Introduction

San Francisco’s Mission District is renowned for its
cultural heritage and the community-led initiatives
that have emerged in response to gentrifcation and
the displacement of its long-term residents. Between
the 1950s and 1970s, the neighborhood experienced
an infux of Latin American immigrants, solidifying
itself as a Latino cultural hub in the Bay Area. The
dot-com boom of the late 1990s and the Great
Recession of 2008, however, led to gentrifcation,
destabilizing the Mission District’s low-income,
working-class residents. Between 2000 and 2010,
the neighborhood’s Latino population declined
signifcantly, with over 8,000 residents displaced,
often to cities 2 or 3 hours outside of San Francisco.

Local advocates and community organizers built
bridges across issues and sectors, forming coalitions
and mobilizing residents, artists, small business
owners, and community organizations to protest,
march, and challenge City Hall's decisions. In 2000,

the Mission Anti-Displacement Coalition (MAC),

a broad alliance of Mission District organizations
that would later include the Mission Economic
Development Agency (MEDA), emerged as a powerful
force in the anti-displacement movement. MAC
effectively mobilized residents to push back against
speculative development that was displacing thousands
of tenants and small, family-owned businesses. The
coalition employed several land use tools, including
interim controls on market-rate housing, a community-
driven area plan and rezoning process, and a multi-
year organizing campaign that culminated in the
People’s Plan for Jobs, Housing, and Community.

Working alongside a new generation of homegrown
Latino organizers, the coalition developed deeper
policy expertise and greater political infuence. Their
sustained efforts ultimately compelled the city to
acknowledge the crisis and commit to a formal
city-community partnership. The pace and scale of
displacement through the early 2000s required
coordinated and integrated strategies to preserve

Figure 1.1: Latino Displacement From San Francisco’s Mission District, 2000-2010
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the neighborhood’s character and retain the long-
time residents who have shaped it.

Previous community organizing victories laid the
groundwork for the next phase of a city and community
partnership, the Mission Action Plan 2020 (MAP2020).
This initiative focused on developing tools and
pathways to curb gentrifcation while advancing
community-driven development strategies.

During the ensuing wave of gentrifcation, MEDA,

in solidarity with several community-based organi-
zations, began planning MAP2020 in 2014 with an
internal governance structure; a process to coordinate
with the city; a timeline that spanned several phases to
include planning, community engagement and imple-
mentation, and concrete targets to monitor progress;
and accountability for the different implementation
pathways (administrative, legislative, zoning codes,
ballot measures, and charter amendments).

From 2014 to 2019, MAP2020 championed innovative
place-based community ownership strategies
designed to protect and expand affordable housing,
small businesses, blue-collar employment, and
nonproft spaces in the face of intensifying gentrifca-
tion pressures throughout the Mission District. The
initiative’s core principle was that neighborhoods thrive
when residents possess genuine ownership stakes and
decision-making power within their communities.

Case Study Approach

This case study examines the community ownership
and anti-displacement strategies of MAP2020,
which were developed collaboratively among resi-
dents, community organizations, advocates, and the
City and County of San Francisco from 2015 to 2019.
Our research drew on several sources of data:

Qualitative interviews with those involved in
MAP2020, including MEDA staff, community
organizers, small businesses, and city partners.
Small business owners who were interviewed also
participated in both MEDA's business program
services and San Francisco’s Small Site Program.

Local government published reports, planning
documents, data sets, and maps. These include
data and reports from the City and County of San

Francisco’s database, the San Francisco Planning
Department, community reports, and MEDA policy
staff meeting minutes.

Community research and data, including
community memos and analyses of data from the
American Census Bureau, to create socioeconomic
profles of the changing demographics of the
Mission District (age, income, language spoken,
rent burden, etc.).

Leading Organization

Mission Economic Development Agency is a 501(c)3
nonproft organization based in San Francisco’s
Mission District. Founded in 1973 as a place-based
organization, MEDA focuses on comprehensive
community development through integrated direct
services, wrap-around referral support, and commu-
nity leadership programs that foster policy advocacy.

Rooted in San Francisco’s Mission District, MEDA is
advancing a national equity movement by building
prosperity, community ownership, and civic power.
In 2024, MEDA directly served over 18,000 clients
through its broad array of cross-sector services:
Asset Building Programs (VITA/free tax, housing
counseling, fnancial capability, below-market-rate
application support, eviction defense), Community
Real Estate (affordable housing and property
management), Fondo Adelante community devel-
opment Fnancial institution (CDFI) and business
development technical assistance, Mission Promise
Neighborhood, National Partnerships and Policy

& Advocacy. Since its founding in 1973, MEDA has
continuously expanded into new service areas and
formed new partnerships to address the growing
challenges facing its community.

From 2001 to 2005, MEDA joined the Mission
Anti-Displacement Coalition, a group of grassroots,
tenant, and community organizers, to advocate
against the frst wave of gentrifcation and displace-
ment. MAC developed the 2006 People’s Plan
after a decade of community advocacy, and the San
Francisco Planning Department later incorporated
some elements of the People’s Plan into the Eastern
Neighborhoods Plan. Shortly thereafter, the Mission
Anti-Displacement Partnership (MAP) formed,
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Figure 1.2: Plaza Adelante, which houses MEDA's headquarters and El Mercadito, a special incubator program for small businesses

and local nonproft organizations.

coordinating community advocates for a community-
level planning process based on MAC’s 2006 People’s
Plan, and MEDA served as the fscal sponsor.

In 2012, MEDA launched Mission Promise
Neighborhood (MPN), uniting 15 organizations
to address family economic success and student

Figure 1.3: Mission Anti-Displacement Coalition Logo
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achievement. MPN’s survey found 82% of families
severely rent-burdened, threatening educational
outcomes. By 2014, MPN implemented a two-
generation approach linking family stability with
student success through co-located services at
four schools, expanding to nine by 2018.

MEDA's 2014 Community Real Estate program

laid the groundwork for MAP2020’s community
ownership model. In 2015, San Francisco launched
MAP2020, a pioneering city-community partnership
with MEDA and community organizations. As a
community-driven planning process, MAP2020
actively engaged with the Planning Department,
the Mayor’s Office of Housing and Community
Development, and the Offce of Economic Workforce
Development to assess existing policies and later to
monitor new initiatives for neighborhood stabilization
(Gil & Feng, 2017). This data-driven plan set measur-
able goals for housing stabilization, community
business spaces, and job creation across income
levels. Unlike previous incremental solutions,
MAP2020 offered a comprehensive strategy to
preserve the Mission District’s character and demo-
graphics through collaborative planning between
community organizations and city agencies.
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Table 1.1: MAP2020 Participating Organizations

COMMUNITY-BASED ORGANIZATIONS

« Causa Justa: Just Cause
« Pacific Felt Factory
« San Francisco Tenants Union (SFTU)

« People Organizing to Demand
Environmental and Economic Rights (PODER)

« Mission Economic Development
Agency (MEDA)

« (Calle 24 Latino Cultural District

« Dolores Street Community Services/Mission
SRO Collaborative (MSROC)

« Cultural Action Network (CAN)

+ Mission Housing Development * MEDA
Corporation (MHDC) « Calle 24 Latino Cultural District
« San Francisco Organizing Project (SFOP) « Pacific Felt Factory
- Dolores Street Community Services/ MSROC = SFTU
« The Day Laborer Program and < CAN
Women's Collective + Individual members from Plaza 16 Coalition

Phase 3: Implementation & Monitoring of MAP2020, 2018-2019

+ MHDC » Mission Dolores Neighborhood Association
« San Francisco Housing Action Coalition + Mission YIMBY
(SFHAC) + Central Mission Neighbors Association

Dolores Street Community Services/ MSROC ~ «
The Day Laborer Program and Women's

Northeast Mission Business Association
Hispanic Chamber of Commerce

Collective - Homies Organizing the Mission to Empower
* MEDA Youth (HOMEY)
» Calle 24 Latino Cultural District » Mission Merchants Association
- Pacific Felt Factory + Support San Francisco Manufacturing (SFMADE)

United to Save the Mission (USM)
Mission Neighborhood Centers
People Organizing to Demand Environmental ~ «
and Economic Rights (PODER)

San Francisco Bay Areas Planing and Urban ~ °
Research Association (SPUR)

The Brewers Guild

The Golden Gate Restaurant Association
San Francisco Latino Parity and Equity
Coalition (SFLPEC)

CAN

Individual members from Plaza 16 Coalition

- MEDA

+ USM

Mission Merchants Association

Calle 24 Latino Cultural District

American Indian Cultural District (AICD)
Clecha

SFLPEC

Individual members from Plaza 16 Coalition
Mission Housing Development Corporation

* Friendship House
« Youth Art Exchange
« Chile Lindo

SAN FRANCISCO GOVERNMENT

Phase 1: Planning MAP2020, 2015-2016

+ San Francisco Planning Department

» San Francisco District 9 Supervisor

- The Office of the Mayor (Lee)

« Mayor's Office of Housing and Community
Development (MOHCD)

» Office and Economic and Workforce
Development (OEWD)

Phase 2: Implementation & Monitoring MAP2020, 2016—2017

« San Francisco Planning Department

» San Francisco District 9 Supervisor

» The Office of the Mayor

+ MOHCD

- OEWD

- San Francisco Health Services Agency

- San Francisco Department of Building Inspection
» San Francisco Rent Board

« The Office of the Mayor (Lee, Farrell, Breed)

« San Francisco District 9 Supervisor

+ San Francisco Planning Department

+ MOHCD

- OEWD

« San Francisco Health Services Agency

- San Francisco Department of Building Inspection

» San Francisco Rent Board

« San Francisco Metropolitan Transportation Authority
» San Francisco Arts Commission

Phase 4: MAP2020/MAP2030, 2024

- The Office of the Mayor

« San Francisco District 9 Supervisor

« San Francisco Planning Department

+ MOHCD

+ OEWD

« San Francisco Health Services Agency

- San Francisco Department of Building Inspection

» San Francisco Rent Board

+ San Francisco Metropolitan Transportation Authority
+ San Francisco Arts Commission
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ownership strategies implemented
are land use strategies, permanent
affordable spaces, and access to
capital. These strategies are not
possible without the collaboration
of local organizations, city partners,
and community members having a
community-led initiative.

Early Mission District community
advocacy highlighted the effective-
ness of land use policies, zoning laws,
and permits as effective tools for
anti-displacement as early as 1998
(Casique, 2013). As a community-
level planning process involving
community organizations, advo-
cates, and city agencies, MAP2020
underwent several iterations of
land use strategies. These included
the implementation of interim
controls from 2015 to 2017, which
were completed as the process
itself achieved formal endorse-
ment and adoption in 2017. In
2024, the San Francisco Planning
Commission endorsed continuing
community stabilization efforts
that began with MAP2020 and wiill
extend through MAP2030.

The initial concern for the commu-
nity was preventing Mission Street—
the city’s largest Latino commercial
corridor—from following the path of
neighboring Valencia Street, which
had transformed from a working-
class Latino area into a high-end
shopping destination over several
decades due to gentrifcation. By
the time MAP2020 was launched

in 2015, Valencia Street had lost
most of its lower-income-serving
businesses, with commercial rents
doubling or tripling compared to
the $25-$35 per square foot range
on Mission Street.

Key Land Use Policies and Programs to Prevent
Displacement in The Mission District

Light Industrial Controls
(May 2017) Ordinance 170156

Purpose: Protect blue-collar
businesses that provided
higher-wage jobs for immigrant

workers without college degrees.

Prohibits the establishment
of new gyms and massage

parlors in light industrial zones.

Limits retail uses in northeast
district corridors in light
industrial spaces.

Modifes building height
codes to encourage ground-
Ffoor blue-collar businesses
in mixed-use buildings.

Mission Street Commercial
Protections (January 2018)
Ordinance 171173

Purpose: Address displacement

from large-scale housing

developments.
Large Development Review:
Projects over 6,000 square
feet on Mission and 24th
Streets must obtain condi-
tional use (CU) permits,
ensuring public hearings and
community input.
Small Space Mandate for
Businesses and Nonprofits:
New buildings over 10,000
square feet must include at
least one small commercial
space (2,500 square feet or
less) with street frontage.
Office Use Restrictions:
Prohibited general offce uses
on upper Foors of Mission
Street to prevent further
displacement of small busi-
nesses and nonprofts by tech
and real estate offces. Allow
art activities and catering
within the Mission Street
Neighborhood Commercial
Transit District.
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Legacy Business Protections
(November 2018)
Ordinance 180803

Purpose: Protect longtime

community-serving businesses.
Requires CU permits for new
uses replacing San Francisco
Legacy Business Program
participants.
Creates public oversight to
discourage the displacement
of established businesses.
Extends protections to parts
of the Bernal neighborhood.
Prohibits commercial store-
front mergers over 1,500
square feet (later relaxed to
require CU permits for these
mergers during COVID-19).
Requires small commercial
and nonproft spaces
on the ground foor for
large projects.
Later expanded citywide
in 2024 in an 18-month
interim control.

San Francisco Legacy Business
Program (November 2015)
Resolution 141038

Purpose: Protect longtime

community-serving businesses.
Established in the early days
of MAP2020 by the Mission’s
District 9 supervisor.
Supports businesses
operating 30+ years (20+
if threatened) by creating
a legacy business registry.
Provides payments to
landlords who offer
long-term leases and to
businesses based on the
number of employees.

(See Appendix C: Map of Legacy
Businesses & Land Uses)
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Calle 24 Latino Cultural District

The Calle 24 Latino Cultural District was established in
2014 to address the challenges of gentrifcation

in San Francisco’s Mission District, with a focus on
preserving Latino culture and local businesses
(Ordinance 170028). The cultural district now covers
roughly the southern third of the Mission District.
The San Francisco Cultural Districts Program was
established in tandem with MAP2020, with shared
support from city agencies and community involve-
ment. It implemented culturally driven land use
controls and small business requirements through
the use of special use district designations.

The Calle 24 district helps create zoning rules,
develop building design guidelines, and preserve
historic sites to protect community identity. While
the cultural district designation does not guarantee
legal protection, Calle 24 has formed a council to
ensure businesses meet specifc requirements and
promote Latino culture. Council efforts include
increasing business visibility, organizing community

While disagreements among stakeholders in the
MAP process occasionally necessitated additional
community advocacy, the MAP2020 process
encouraged those with diverse perspectives to fnd
common ground and develop collaborative solutions
to protect the Mission District’s character and small
business ecosystem. MAP2020 established three
new major sets of land use policies and two new
programs that the City and County of San Francisco
approved, and also created public investment frame-
works that the city would support (see Appendix B:
San Francisco Business Assistance Special Programs).

A key component behind the success of each area

of land use policies was community organizing and
advocacy. Advocacy was crucial for driving small
business and affordable housing land use policies.
While MAP2020 was born out of community advocacy
in the Mission District, with each passing year of the
program and despite the increasingly strong partner-
ship with city departments that developed, community-
based advocacy was required at different intervals as
new challenges arose between 2015 and 2019.

cultural events, and assisting long-standing busi-
nesses with landlords. Calle 24’s approach has
inspired similar initiatives nationwide, fostering
discussions on urban planning, affordable housing,
and the importance of community in preserving
cultural heritage.

PERMANENT AFFORDABLE SPACES

MAP2020's second strategy focused on ensuring
that small businesses and nonpro¥ts can afford
long-term leases through fnancial assistance,
business technical assistance, and the utilization of
mixed-use developments that combine residential
and commercial spaces. MEDA launched its
Community Real Estate program in 2014 to maintain
and expand affordable housing in the Mission District.
As MAP2020 land use policies addressed the need
and guidelines for mixed-use development, MEDA
began to create and preserve both residential and
commercial affordable spaces, as did its MAP2020
partner, Mission Housing.

MEDA helps businesses and nonprofts fnd stable
locations by navigating the real estate market and
developing affordable housing that serves seniors,
families, and transitional youth. These developments
include integrated spaces for childcare, affordable
retail, nonprofts, and arts programs. Highlights include:

* Integrated development: Combining affordable
housing with community-serving commercial spaces

SBAN | COMMUNITY OWNERSHIP STRATEGIES
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Legacy Business Spotlight

BISSAP BAOBAB

Bissap Baobab is a renowned restaurant and cultural
gathering spot situated in San Francisco’s Mission
District. The business has established a reputation for
its friendly atmosphere and diverse customer base,
making it a vital part of the local community. Marco
Senghor, the owner of the business, faced numerous

challenges as a minority business owner, including
struggling to get loans and navigating strict local laws
that can make running a business tough.

On July 24,2024, Bissap Baobab received the Legacy
Business Award from the City of San Francisco, which
honors its cultural and historical signifcance. The
restaurant has demonstrated resilience in the face of
rising costs and changing neighborhood dynamics,
thanks in part to support from local organizations like
MEDA and the surrounding community.

e Community ownership model: Small businesses
and nonprofts can eventually own their rental
properties within affordable housing buildings

e Technical support and capital access: Improved
resources to help small businesses secure leases
and later purchase their buildings

Small Sites Program

San Francisco’s Small Sites Program, launched in
2014, protects smaller mixed-use buildings (typically
4-25 units) that house low- to moderate-income
residents and local businesses. MEDA is the city’s
largest partner in the program, having stabilized
more than 500 tenants and 43 small businesses and
nonprofts through building acquisition and renova-
tion (see Appendix D: Property Acquisition Guide).
Target properties: Buildings with existing tenants at
risk of displacement, particularly in the Mission District.

Tenant protection: Current residents and businesses
are retained at rates affordable to low- to moderate-
income residents and small businesses.

City funding: San Francisco contributes $275,000 to
$550,000 per residential unit to maintain affordable
rents and cover necessary repairs.
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Fair market purchases: MEDA offers competitive
prices to property owners.

Program Results:
* 96% completion rate on housing projects
e 20+ property owners have sold buildings to MEDA

e Focus on families with children and properties
needing repairs or safety upgrades

* Emphasis on tenant engagement and housing
rights education

Community Ownership Model

By partnering with local nonprofts, MAP2020 has
made community ownership of commercial spaces
achievable, which is particularly important as rising
property prices make it diffcult for small business
owners to purchase their own spaces. Through the
MAP2020 process, the city and community began
to defne community ownership as a comprehensive
approach that extends well beyond simple capital
ownership. Not only was the governance structure
of MAP2020 community driven, but the ultimate
goal was to create affordability for diverse income
groups of residents and small business owners.
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Small Site & Legacy
Business Spotlight

EL RIO BAR

El Rio Bar, established in San Francisco in 1978, is a part
of the LGBTQ+ community, known for its live music and
vibrant events. Originally located in the South of Market
area, it moved to the Mission District to connect with
the local Latin music scene. The space has become a
community focus board, hosting over 200 fundraising
events annually for local organizations.

Unfortunately, the bar faced challenges related to
high living costs and stringent zoning laws, which
complicated its operation, particularly in light of rising
rents and shifts in patron demographics. One of the
business owners, Lynne Angel, stated that for 10
years, El Rio was on a month-to-month lease, and the
building was put on the market without the business
owner’s knowledge. The bar’s future was secured
when MEDA purchased its building through San
Francisco’s Small Sites Program, allowing for a long-
term lease. El Rio continues to advocate for better
financial resources and simpler regulations to help
small businesses thrive.

True community ownership requires the integration
of technical assistance, organizational infrastructure,
supportive policy frameworks, and financial
resources. Both the city and community recognized
that this concept encompasses a multifaceted
strategy involving land use planning, process
enhancements, street-level activation, community
space development, and place-based ecosystem
building to retain the neighborhood’s character,
aligning it with community identity and goals. This
holistic understanding proved especially crucial in
rapidly gentrifying areas, such as the Mission District,
where traditional property ownership remains
Fnancially out of reach for many long-term residents
and local small businesses.

What emerged were interrelated strategies for
community ownership that focused on initiatives
to stabilize the Mission District community; enable
community-led investment decisions; and build
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wealth for residents and small businesses through
investments in supportive programming, such as
eviction counseling, tenant protections, below-
market-rate housing counseling, small business
supportive grants, and rental assistance. The prioriti-
zation of stabilizing and strengthening local organiza-
tions, community networks, and community cultural
assets was central to the community ownership
and place-based solutions generated by MAP2020,
which aimed to stimulate the recirculation of wealth
within the community, build neighborhood resources,
and promote economic mobility.

As of June 2025, MEDA maintains 50 commercial
spaces of 85,545 square feet and houses small
businesses and 12 nonproft community organizations.
This creates long-term stability for both residential
and commercial tenants while preserving the neigh-
borhood’s character and affordability.
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TYPES OF TECHNICAL ASSISTANCE OFFERED

Business Planning Training Digital Solutions Training

Marketing Commercial Lease Negotiation Assistance

Business License Renewal CA Sales Tax Returns

‘ Financial Projections ‘ Business Registration ‘

Legal Entities Registrations Grants Application Assistance

Table 1.3: MEDA Small Business Development Program Technical Assistance (TA)

El Mercadito

El Mercadito is an incubator program of MEDA at Plaza
Adelante that helps small businesses by offering small retail
space, ongoing coaching, and support with the launch of the
new business. The Mercadito opportunity is typically offered
to individuals who have completed a business development
course through MEDA and received other free MEDA services.
These small business owners then have the opportunity to
turn their dreams into reality and open a business that helps
the local economy—generating job opportunities and ultimately
keeping the community vibrant.

MEDA has established robust programming to support

entrepreneurs in the Mission, Bernal, and Excelsior districts.

Through structured resources, one-on-one high-quality

coaching, and technical assistance, MEDA helps local business owners start and grow their enterprises—ultimately
contributing to job creation and economic vitality in the Mission District.

El Mercadito Graduate: Café de Olla

Café de Olla is a local coffee shop that serves as a community hangout where local artists and residents come
together. The business opened in late 2019 as part of MEDA's Mercadito business incubator program. Unfortunately,
the business faced unanticipated challenges during the ensuing shelter-in-place orders resulting from the pandemic.
The high cost of operating a coffee shop during such unprecedented times made it diffcult for the business to
obtain fnancial help.

With the support of Fondo Adelante, Café de Olla was able to take advantage of a government relief program and
grants, ensuring its continued operation. Despite the diffculties, the business owners, Eduardo and Jose, remained
hopeful about the business’s future. In 2023, Café de Olla outgrew the incubator space at Plaza Adelante. With the
support of a business coach, additional small business loans, and technical assistance during the transition, the
business relocated to its own commercial space nearby on the Mission Street Corridor.
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Analysis and
Recommendations

The Mission Action Plan 2020 demonstrates how
community ownership strategies can combat
displacement in rapidly changing neighborhoods.
The Mission District’'s combined initiatives—land use
policy; permanent affordable housing, commercial,
and nonproft spaces; and increased access to
capital—have created a replicable framework that
can be applied in other neighborhoods. Because
MAP2020 originated as a community-driven anti-
displacement movement that sought to amplify
community voices, it was not a top-down, municipal-
led planning process. It was a community-initiated
collaboration, forged over many years of trial and
error. And it ultimately required the signifcant
buy-in and hard work of the city and its key staff.

From the beginning, there were challenges to
overcome. Trust between the city and community
partners had to be built, and at times, between
community partners themselves. This was perhaps
most signifcantly achieved through forging agree-
ments on how to prioritize solutions to address the
size and scope of the gentrifcation and displacement
crisis at hand, and committing to implementing those
strategies together. Data had to be collected by the
city and analyzed so that the group could make these
prioritizations. The community also wanted the city
to select a planning department planner from the
Mission District who could be trusted to lead the
effort from the city, a Mission resident who deeply
understood the needs of the neighborhood. The
shared, lived experience with the community led to
the selected planner being a trusted messenger and
advocate who diligently kept the planning process
moving forward despite countless hurdles, closely
tracked its results, and maintained the city’'s commit-
ments to its community partners.

To replicate this work, cities must understand that
community ownership is a long-term strategy.
MAP2020 emphasizes that community ownership
strategies must go beyond fnancial support. Access
to capital by itself is insuffcient; it must be paired
with technical assistance, organizational infrastruc-
ture, and policy alignment. Authentic community

engagement fosters the trust necessary for long-
term change, ensuring that outcomes refect the
needs of those most affected.

On the community side, it may be similarly important
to understand that organizing and assertively advo-
cating are likely going to play a signifcant role in
the program'’s success—whether it be regarding the
overall process, particular issues that are not being
addressed, or even the critical choice of which city
staffer will lead the process.

Collaboration between the community and city
partners is crucial for shared decision-making and
effective implementation.

A holistic approach to community development,
integrating housing, culture, and economic invest-
ments, nurtures a thriving neighborhood ecosystem.

Transparent and accessible information allows for
precise progress tracking and adaptive strategy
adjustments. Commit to continual data gathering,
sorting, and analyzing to detail the challenges;
expand the community’s understanding; and
provide deep context for what the solutions
might be through legislation or process, and
funding shifts.

Pilot the MAP2020 approach with one neighbor-
hood frst and plan for it to serve as a baseline
template for other neighborhoods in the city. The
program should be designed with the necessary
legal, fnancial, and organizational infrastructure
to support its scale and scope.

Land use policy must be aligned with a commitment
to a community-frst approach, where zoning codes
are used to protect community-serving and long-

standing businesses, as well as the larger ecosystem.

Strengthen community capacity through building
a coalition of grassroots organizations to enable
effective advocacy, service, and affordable
housing delivery.

Adopt a “collective impact” framework to include
all stakeholders to enable buy-in.
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Build organizational capacity for policy advocacy
in the local jurisdiction ecosystem.

Develop initiative momentum through prioritizing
low-hanging fruit strategies with city partners that
achieve meaningful results without having to over-
come signifcant policy hurdles or funding obstacles.

Create coalitions of related and adjacent organiza-
tions for collective advocacy with local jurisdictions.

Ensure that key city staff are appointed to the
project who are deeply committed advocates and
can help keep the process moving internally, despite
process challenges.

Engage actively with the community, including
residents, small businesses, arts organizations, and
nonprofts, to understand their needs, gather ongoing
feedback, and provide the information and access
needed for them to become empowered advocates.

Invest in multi-year, place-based development
to provide community-led approaches to neigh-
borhood housing and economic stabilization.

Work to establish community land trusts, invest
in CDFIs, or establish a commercial property
acquisition fund as place-based investments.

MAP2020 was designed to create a comprehensive
planning process and implementation with commu-
nity organizations, residents, and the city. Notably,
the city shared the community’s understanding that
community ownership was a broad strategy that
went far beyond capital or buildings. Community
ownership was based on land use and strategies,
process improvements, street-life activation,
community spaces, and place-based community
building through ecosystem development. This

was particularly important for a rapidly gentrifying
neighborhood like the Mission District, where direct
ownership would remain challenging for most
residents and small businesses.

As the Mission and other communities emerged from
the most direct impacts of COVID-19, MEDA and its
community partners approached the city about
revisiting the success of MAP2020 through a second
round of joint community-level planning for Mission

District economic stabilization, as outlined in Mission
Action Plan 2030 (see Appendix F: MAP2030 Goals
to Action Tracker).

Conclusion

The Mission Action Plan 2020 provides an inclusive
planning approach that supports economic stability
through community ownership. The plan provides an
equity-based blueprint for developing neighborhoods
where long-term residents, nonproft workers, artists,
and small business owners can maintain stability as
communities evolve and change.

The Mission District remains a vibrant hub for the
Latino community in San Francisco. The neighbor-
hood is home to numerous nonproft organizations,
cultural institutions, small legacy businesses, and
working-class jobs. While challenges persist due to
rising rents and shifting demographics, community-
led initiatives continue to actively support residents
and their small businesses by offering essential
services, providing an advocacy platform, and
working toward solutions for affordable housing
and community spaces.

MAP2020 serves as a prime example of resilience,
emphasizing community ownership in mitigating a
trend of large-scale displacement. This plan demon-
strates that cultural placekeeping can be effectively
achieved through strategic measures, such as land
use policy, the establishment of permanent afford-
able housing and community spaces, and improved
access to capital. By applying these strategies, the
plan outlines a transformative approach that uplifts
long-time residents, supports local businesses, and
helps preserve the unique cultural identity of the
Mission District.

The insights provided in this report extend beyond
the boundaries of San Francisco, serving as a guide
for communities nationwide facing similar challenges.
It acts as both a road map and a call to action for
meaningful change. When community members,
advocates, and policymakers collaborate with a
unifed vision, they have the potential to reshape
the future, ensuring economic sustainability and
the preservation of cultural identities. Community
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ownership is a vital method for safeguarding cultural
heritage and laying the groundwork for a more
equitable future. Residents, nonproft workers, artists,
and small business owners have adopted locally
driven strategies to protect their cultural identity
and encourage ownership within the community.

This case study aims to raise awareness and
disseminate important information nationwide on
how different neighborhoods can address displace-
ment. The core belief driving this initiative is that
neighborhoods fourish when the community takes
an active role in planning their ongoing development.
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APPENDIX A:

SAN FRANCISCO 2025 AMI CHART

The San Francisco 2025 Area Median Income

(AMI) Chart provides information on the combined
average income for the San Francisco metropolitan
area. The chart is a tool to track income eligibility
and rent limits. For more details, please visit https://
www.sf.govfnd-your-area-median-income-ami-level.

APPENDIX B:

SAN FRANCISCO BUSINESS ASSISTANCE
SPECIAL PROGRAMS

San Francisco’s Business Assistance Special Programs
provide detailed information and resources about
various programs available to small businesses within
the city and county of San Francisco. These programs
focus on land use policy strategy that supports
cultural districts and commercial corridors.
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APPENDIX C:

MAP OF LEGACY BUSINESSES & LAND USES
The Map of Legacy Businesses & Land Uses illustrates
the various land uses within the Mission District. Please
refer to the legend for further guidance and please
visit https://www.sf.gov/legacy-business-program

for more information.

APPENDIXD:

PROPERTY ACQUISITION GUIDE

The Property Acquisition Guide details MEDA's
efforts in community real estate since its beginning.
Additionally, the guide outlines MEDA's objectives
for 2030 and promotes economic mobility.

APPENDIX E:

NEW 4CS OF CREDIT

The New 4Cs of Credit provides a framework aimed
at supporting small businesses by transforming
traditional loan processing. This framework uses a
new set of credit criteria, which includes character,
commitment, conditions, and capacity.

APPENDIXF:

MAP2030 GOALS TO ACTION TRACKER

The MAP2030 Goals to Action Tracker is a matrix
designed to track community-driven priorities among
members, city agencies, and stakeholders. This matrix
serves as a tool to identify necessary changes within
the community.
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Executive Summary

Commercial real estate (CRE) acquisition is a
viable strategy for low-income microenterprises,
small business owners, to avoid displacement
from gentrifying areas of large cities, while
simultaneously creating a sustainable path to
asset building and the creation of generational
wealth. This case study explores the work of the
Women's Opportunities Resource Center (WORC)
to implement and scale CRE lending as an
anti-displacement tool for BIPOC and immigrant
entrepreneurs in the Philadelphia region.

Founded in 1993, WORC is a 501(c)(3) nonproft
and certifed community development fnancial
institution (CDFI) serving the greater Philadelphia
area. WORC offers an integrated suite of
asset-building services, including business
lending, self-employment training, and incen-
tive-matched savings programs. WORC's
microenterprise clients are predominantly

low- and moderate-income (LMI) women and
people of color, operating in sectors like food
retail, personal services, and child care, often

in commercial corridors.
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Recognizing the increasing threat of displacement
through rising commercial rents and gentrifcation,
WORC launched its CRE Loan Program in 2020,
offering loans up to $350,000, plus up to $35,000 in
grant support for closing costs. The CRE loan enables
small business owners to purchase owner-occupied
commercial properties, transitioning them from
tenants to owners. As of FY24, WORC has closed

14 CRE loans totaling $3.38 million, with an average
loan size of $241,000.

The Commercial Real Estate Acquisition Loan
(CREAL) was created by the Commerce Department
of Philadelphia to help small businesses in LMI areas
buy property. The Commerce Department issued

a request for proposals due January 2020, which
was awarded to WORC in June 2020 to manage

the programming (see Appendix A). The award,

for just under $1 million, included both Community
Development Block Grant funds to establish

a revolving loan fund and additional funds to be
used for grants directly to the small businesses.

The frstloan closed later in 2020.

CRE lending is inherently complex, requiring intensive
one-on-one support and highly contextualized under-
writing. WORC'’s community ownership approach
includes outreach through trusted local partners,
technical assistance to prepare borrowers for acquisi-
tion, and Fexible underwriting that
prioritizes character and community
ties over traditional metrics. WORC's
model addresses barriers such as
low credit scores, limited collateral,
and high upfront costs, particularly
for New American and BIPOC
entrepreneurs unable to access
mainstream fnancial systems.

Recommendations to replicate this

work include (1) expanding fexible

CRE fnancing for LMI BIPOC businesses, (2)
aligning public grant and loan programs with real
market needs, (3) simplifying zoning and permitting
processes, and (4) ensuring policies and funder
requirements refect on-the-ground realities.

WORC's experience offers a road map for community
lenders, governments, and advocates seeking to

WORC'’s model addresses
barriers such as low credit
scores, limited collateral,
and high upfront costs.

promote small business ownership and prevent
commercial displacement in rapidly changing
urban neighborhoods.

Introduction

This case study explores commercial real estate (CRE)
acquisition as a viable and replicable wealth-building
and anti-displacement strategy for low- and moder-
ate-income (LMI) entrepreneurs, especially Black,
immigrant, and women owners of small businesses
in Philadelphia. It highlights the work of the Women'’s
Opportunities Resource Center (WORC)—a nonproft
community development fnancial institution (CDFI}—
in addressing barriers to property ownership and
creating pathways toward community-controlled
commercial space.

This case study seeks to address two problems:

1. The systemic exclusion of BIPOC entrepreneurs
from commercial property ownership due to
barriers such as credit score thresholds, capital
access, and underwriting bias; and

2. The rapid pace of gentrifcation is increasing
commercial rents, destabilizing business operations,
and accelerating the displacement of legacy busi-
nesses in historically marginalized neighborhoods.

In many Philadelphia neighborhoods—especially
North, West, and Southwest
Philadelphia—long-standing small
businesses are being priced out
of communities they helped build.
Despite strong community ties and
business viability, entrepreneurs
are losing access to affordable
commercial space due to specula-
tive real estate trends and struc-
tural inequalities in the lending
system (Turner & Snow, 2021).

The case study also identifes major challenges
to advancing community ownership, including

A lack of tailored fnancing products that meet
the needs of LMI borrowers

Zoning and permitting barriers, particularly for
mixed-use and owner-occupied properties in aging
commercial corridors
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Limited access to trusted legal, architectural,
and technical assistance, especially for frst-time
property buyers

Institutional funding structures that favor large-
scale developers over neighborhood-scale,
community-led models

Fragmented coordination between stakeholders—
including CDFIs, real estate agents, city offcials,
legal experts, and business advisors—which

often leaves small business owners navigating
conficting or siloed guidance from in-house and
external professionals

These challenges are further compounded by a
shifting political climate in which anti-displacement
tools like CRE ownership must contend with
changing local priorities, regulatory inconsistencies,
and funding constraints. By documenting WORC's
design, implementation, and lessons learned from its
Commercial Real Estate Acquisition Loan (CREAL)
program, this report offers a real-world road map for
CDFls, policymakers, funders, and community devel-
opment practitioners seeking to replicate or adapt
similar approaches in their own cities and corridors.

Community ownership of commercial real estate

is a powerful tool for disrupting intergenerational
cycles of poverty and marginalization. In cities like
Philadelphia—where gentrifcation has been driven
by major anchor institutions, speculative investment,
and uneven public infrastructure spending—CRE
ownership offers an immediate opportunity for
entrepreneurs to

build equity through appreciation;
stabilize monthly occupancy costs;
retain control over their storefront,
customer base, and business future;

reinvest in neighborhood institutions and
cultural identity.

WORC'’s CREAL program advances community
ownership policy and practice by centering
ownership in the hands of those who are often
excluded—namely Black, Brown, immigrant, and
refugee entrepreneurs. In doing so, it supports

the development of shared prosperity corridors
rather than revitalization through removal.

The importance of this work extends far beyond
Philadelphia. In cities like Detroit, Atlanta, Los
Angeles, and Washington, D.C., similar forces of
displacement are at play. Programs like CREAL can
be adapted to protect and preserve cultural corridors,
local economies, and community leadership in the
face of redevelopment pressures (Gaskin & Baird,
2021; Prosperity Now, 2022).

Case Study Approach

This case study was developed by WORC, the lead
implementing organization for the program. The
authors are internal to WORC and include lending,
technical assistance (TA), and program evaluation
staff directly involved in the program’s design,
delivery, and documentation.

As such, this is a practitioner-led case study,
grounded in real-time data, feld implementation
experience, and direct engagement with clients.
The goal was not to conduct a detached academic
evaluation, but rather to offer a comprehensive,
on-the-ground perspective of how a community-
based CDFI operationalized a commercial real estate
strategy to prevent displacement, support business
resilience, and promote community ownership.

The research process was designed to both docu-
ment what has been done and extract lessons that
can inform similar efforts across other cities, CDFIs,
and public agencies.

The case study draws on both quantitative and
qualitative data sources, collected between 2020
and early 2025. Data sources are listed below.

Internal Program Data

Loan fles, underwriting documents, and servicing
records for all 14 CREAL loans closed between
March 2020 and January 2025.

Closing cost grant records and disbursement logs.

Client demographics, loan performance data, and
business characteristics.
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CRE Client Survey (2024)

WORC designed and distributed a structured survey
to all current CREAL borrowers.

The survey included a mix of Likert-scale, multiple-
choice, and open-ended questions about borrower
experience, motivations for property acquisition,
perceived barriers, fnancial outcomes, and personal
refections on ownership.

In-Depth Interviews (2024—-2025)

Semi-structured interviews were conducted
with selected CRE borrowers to gather rich
narrative insights.

Interviewees were selected to refect diverse
business types, geographies, and backgrounds
(including New American entrepreneurs).
Interviews were transcribed and coded themati-
cally around key categories: confdence, opera-
tional stability, community engagement, and
ownership outcomes.

Consultations were conducted with stakeholders.
Internal interviews were conducted with WORC
lending staff, TA providers, and city government
partners (notably the Philadelphia Department
of Commerce).

Secondary Sources

Peer-reviewed literature, government datasets, and
think tank reports were used to contextualize the
Philadelphia small business landscape and national
trends in CRE access.

Key sources included U.S. Census data, Federal Reserve
Bank reports, U.S. Small Business Administration (SBA)
policy manuals, U.S. Department of Housing and Urban
Development (HUD) zoning reports, and studies by the
Urban Institute, Prosperity Now, and NCRC.

Quantitative data from loan fles and the survey were
analyzed descriptively using basic statistical me