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ECONOMIC DEVELOPMENT OVERVIEW

What is the “best” way to structure the economic development organization to maximize the advantages of both the public and private-sector entities?  What approach is the most effective?  These questions are not easily answered, and every community should attempt to address them on the basis of the strategies that have been chosen to accomplish local economic development goals.

An important trend, which has emerged across the country, is the effort to cultivate new relationships between the public and private sectors within a framework of cooperation and involvement.  A survey of the members of the American Economic Development Council indicated that the sources of funds supporting the members’ organizations are divided approximately equally among public sources, private sources, and a combination of the two.  This represents a substantial increase in organizations drawing on both business and government sources to support their efforts.  It is our experience that the most effective local and regional economic development programs heavily involve key community leadership and participation from the area’s most prominent private corporations, as well as drawing from these sources for the core of their funding.

A public/private partnership in economic development is much more than the public sector merely offering cooperation to the private sector to facilitate the profitability of local firms.  It is far more than occasional meetings between the city council or county board of supervisors, and local business organizations, such as the chamber of commerce.  While these activities are important, and perhaps integral to good business/government relations, they do not constitute true partnerships among these sectors.  Partnerships are shared commitments to pursue common economic goals that are jointly determined by the community’s leadership.  This collaborative effort can lead to a more rational allocation of both public and private sector resources (including financial) so that these goals are accomplished.

A review of successful public/private partnership efforts suggest the following:

A positive community culture that encourages leadership and citizen participation that is related to the long-term development concerns of the community.

The goals for the development process must reflect the desires and interests of the leaders and residents of the community.  Economic Development organizations which focus on creating jobs and stimulating the local economic base must form effective partnerships. Organizations which are primarily self-serving, ambiguous in their purpose, or overly concerned with who gets credit for what, will have a difficult time finding common ground for a partnership.

A realistic and commonly accepted vision of the community is one     which is based on the area’s strengths and weaknesses as well as on a     common understanding of the potential for the area.  Without a common understanding of what the community is or what it can become, it is difficult to build a better community. Furthermore, unless a realistic vision of the potential for the area is shared by the leadership, the community will never come together to achieve its goals.

An effective community organization is one that can blend the self-interest of its members/investors with the broader interests of the     community.  Self-interest is undoubtedly the spark to most action taken by individuals or organizations in a development context.  If the     individual interests of local leaders and key development organizations can be collectively marshaled through some structure to achieve common ends for the total community, the development process is more likely to work.

The ability and desire to nurture entrepreneurship in the community is     a cornerstone to economic growth. Progressive communities      encourage  risk-takers and nurture their enterprises.  Without some     form of positive intervention, communities generally don’t become     successful centers of new job-creating ventures.  These entrepreneurial     centers are usually the result of some active and motivated     organizations willing to direct a concerted effort to establish a     “climate” that encourages entrepreneurial activity.  If local    entrepreneurs are not encouraged, then the development process will     stop and the community will be the loser.

Continuity of policy is very important. This includes the ability of a community to adapt to changing circumstances and reduce uncertainty for business and individuals who want to take economic risks.  Too frequently, government, in the absence of any consistent goals, pursues ad hoc policies that are disruptive to the development process.  

First, the community should work on a set of development policies that act as a framework for their actions in the development arena.  For example, a community might adopt policies to promote the attraction of specific types of businesses or business clusters.  Subsequent projects as well as regulations would be examined to see if they meet that test.  

Second, local government officials along with business and community leaders should try and determine what kind of community they really want and build social and physical infrastructure accordingly.

Achieving public/private cooperation is the first step in the establishment of an effective, long-term economic development program.  Organizations seeking to provide economic development leadership must also employ professionals capable of meeting the challenges of increasing complexity of the development process.  Today’s economic developer must stay current with developments within the field, be well aware of national and international economic trends, have well-honed interpersonal skills and understand the community’s political environment. This highly visible individual must be able to both educate local leadership as well as effectively involve them in the economic development process.

The public sector should commit to create a positive environment for the business community.  This is accomplished in a number of ways:

1. They can provide public sources of funding that otherwise would not be available to local projects or activities.

2. In certain cases, public agencies can provide tax incentives or other financial incentives that otherwise would not be available to private business.

3. They can provide assistance with regulations that are often a major stumbling block for new industrial projects.

4. They can provide access to political and professional leadership for major development efforts.  Without such support, many investment activities might be more difficult to achieve.

5. The public sector can help coordinate the use of resources from state and local government. Generally, most local development policies ultimately are implemented by public agencies.  Furthermore, many federal, state, and local resources targeted toward economic development require the approval of state and local governments before they can be used to promote specific projects and activities.

RESOURCE DEVELOPMENT GROUP

ASSIGNMENT

Resource Development Group undertook to develop consensus of countywide leadership regarding:

· The need and opportunity for elevating Elkhart County’s economic development program to a more competitive level.

· The appropriate program of work to enhance the County’s capacity to achieve its growth objectives.

· The funding level, which could be available from the private and public-sectors to finance the proposed program of work.

With respect to building consensus regarding the operational needs of the EDC’s program, RDG’s efforts were designed to:

· Assess perceptions regarding the EDC’s current and future economic development strategies.

· Evaluate key leadership’s acceptance and support for the implementation of a program of work involving a formal retention & expansion program, community marketing and new business recruitment efforts.

· Prioritize key activities and program initiatives to be featured in the expanded economic development program.

With respect to building consensus for revenue support, RDG’s assignment was to:

· Investigate the size and structure of existing funding support and analyze the potential for increased investment from all business sectors in Elkhart County.

· Develop a consensus of leadership to determine and validate the ongoing mission of the EDC and assess the likelihood for continued leadership and financial support.

· Develop a strategy that will ensure a successful funding campaign consistent with a new, five-year business plan.

METHODOLOGY

The Resource Development Group mission is to ensure that its clients maximize both their potential and their success in the planning, funding

and implementation of their economic development programs.

The methodologies used in the Countywide Assessment process include:

1. Resource Development Group experience: RDG has conducted more than 60 community assessment projects throughout the country, in which RDG developed, tested and recommended multi-year business plans and funding strategies.

2. Background: Background information about Elkhart County and past and current activities of the EDC was provided by the Staff and Board Leadership. 

3. Interviews:  More than 45 individual interviews were conducted with business leaders and public sector officials throughout Elkhart County.

4. Analysis:  Our analysis and assessment was focused on:

· Leadership perceptions and positioning;

· Effectiveness of the EDC economic development program;

· Elkhart County’s financial capacity and propensity to support an enhanced economic development program;

· Identifying potential leadership for a countywide funding campaign.

LEADERSHIP CONSENSUS AND KEY FINDINGS

1. What is your impression of economic development efforts (i.e. local business expansion, new business recruitment & start up, job creation, workforce development, capital investment) in Elkart County?
Elkart County has experienced economic growth over the past 10+ years despite the absence of a formal and coordinated countywide economic development effort.  The entrepreneurial spirit and strength of the housing and RV industries has created an environment for business expansions and new business start ups despite the lack of a pro-active, coordinated countywide economic development program. Each community in Elkhart County has focused on managing their own economic development efforts with internal staff with little collaborative efforts with neighboring municipalities.

Many people in Elkhart County, including those participating in the community assessment, unless they are directly involved in the economic development process, don’t seem to have a clear understanding of how economic development works and the nature of the relationship among the local governments, the business community and the EDC.   

“Economic development has been ad hoc, it has just happened.”

“We have been reactive, not pro-active, but have grown nonetheless.”

“This community likes the status quo – is resistant to change.”

2. How would you rate the EDC’s past and current effectiveness in driving economic development strategies, delivering economic development services and achieving results?

Those who could render an informed opinion about the EDC’s current staff and board leadership were mostly neutral and some were negative. Once we got beyond interviewing the current Board members and people who have dealt directly with the staff, the EDC seems to be relatively unknown in terms of what it’s mission is and what it has accomplished. 

The majority of respondents realize that the EDC is relatively new, but many believe that it has been effective in coordinating economic development policies among traditionally disparate groups and communities.

The most often mentioned criticisms of the EDC include:

· EDC has been reactive and passive

· Very limited communications and investor relations efforts

· No major accomplishments to point to

· Limited new business lead generation

· EDC must coordinate and communicate better with local Chambers

· The Board is very large and seems to be political
“I don’t really know how well they have done.”

“ I rate the EDC as a 6 out of 10, perhaps a C.”

“The organization’s mission is good, but I’m not aware of any major accomplishments.”

“The EDC needs to help companies understand what tax incentives 

and training programs are available.”

“The EDC seems to be an organization in search of a mission.”

3. In your view, what are the most priority issues/problems, which currently impact Elkhart County’s economic growth potential?
· Labor availability

· Limited availability of industrial land

· Residents like the status quo  

· Internal perception - complacent and mediocre

· Educational attainment levels

· Social Infrastructure, housing

“The current industrial base is solid, but not one which will 

advance a community.”

“Not prepared to offer white collar/knowledge workers the 

quality of life they require.”

“The City of Elkhart is not competitive, it is too bureaucratic with stringent codes and regulations.”

“Elkhart is almost out of M-1 zoned land.”  

4 What are your thoughts regarding the proper role and responsibilities of the public and private-sectors in economic development efforts? 

Most assessment participants agree that cooperation and teamwork are the operative words.  Local governments and the business community have an equal responsibility to foster and promote good development, as well as funding the EDC.  

The majority of respondents believe that EDC funding should be 50% - 50% between public and private sectors or believe the private sector should provide the majority of funding.  Those who are familiar with the EDIT suggest that it should be the source of public funding for the EDC. 

5. What are your thoughts regarding the role of local organizations to influence important development issues and where should specific responsibilities lie?
The following list reflects the opinion and responses expressed by the majority of assessment participants.

ISSUES




 
LEAD ORGANIZATION
Community Image Enhancement
 
Chambers of Commerce

Strategic/Land Use Planning


County/local governments

Workforce Development/Training    
Educational Institutions

Workforce Recruitment


 
EDC

Marketing Defiance County
           
EDC and local Chambers 

New Business Recruitment            
EDC

Existing Industry/Retention Expansion
EDC with Chamber Execs.

Transportation/Highways


County Government

Product Development  (Infrastructure,
Private Developers

Industrial parks, Sites, & Buildings)



Small Business Development 


Chambers of Commerce

Commercial/Retail Development

Chambers of Commerce

Downtown Development


City Government & Chambers

6. Which of these initiatives will deliver the most benefit to your      industry/business?

Answers varied widely, with companies that are frontline beneficiaries of economic growth giving higher benefit ratings to marketing, new business recruitment and job creation.  Non-frontline beneficiaries, such as manufacturers, gave higher benefit ratings to education, workforce development and training programs.  The most frequently mentioned priorities in order are:

· Existing Industry Expansion Support 

· Targeted New Business Recruitment 

· Strategic Land Use Planning

· Workforce Recruitment

· Image Enhancement

· Product Development

· Workforce Development

· Marketing 
· Transportation 

· Small Business Development

· Commercial/Retail Development

· Downtown Development

7. What are the most important issue impacting your business during the next 5 to 10 years?

· Labor force availability

· Land use and availability

· Regulations and taxation

· Environmental issues/regulations

· Transportation

8. What are the key measurements, benchmarks and return on investment criteria that you would like to see incorporated to grade the Elkhart County EDC’s economic development program?

Answers varied widely and were very dependent on the specific business sector in which a particular assessment participant’s business is operating.  The clear majority of people interviewed strongly support program goal setting, activity goals and output measurement including, but not limited to:

· Increased tax base, SEV growth

· Service delivery to existing industry

· Number of new companies recruited to Elkhart County

· Local expansion projects completed

· New infrastructure projects

· Per capita income

9. What are the top four objectives, which need to be successfully accomplished during the next several years for the EDC’s economic development program to be viewed as very successful?
The EDC must successfully develop and implement a more visible, focused, proactive and results-driven program which:

· Aggressively implements the economic development initiatives

     identified in the Horizon Project report.

· Be prepared to effectively present Elkhart County to outside

     investment.

· Continue to enhance cooperation/collaboration among local

     governmental units in executing a countywide economic

     development strategy, while delivering meaningful services to each

     community.

· Significantly improve communication with business and

     community leaders, program investors and the residents of Elkhart

     County about its economic development programs, activities and

     results.

ASSESSMENT  SUMMARY

There is no major current economic crisis in Elkhart County which would energize and mobilize public and private-sector leaders to focus intensely on local economic development activities.  Most agree about the merits of a proactive economic development effort, but the housing and RV industries remain very strong and the biggest issue is the lack of an available trained workforce.  These conditions make it difficult for the EDC to develop a widely recognizable value proposition.

Workforce availability and development are important issues, but are not the primary responsibility of the EDC.  The EDC can help to facilitate solutions, but is not in a position to directly deliver program solutions in these areas. 
The basis of many economic development programs is the creation of high quality, good paying jobs.  However, job creation is not at the top of everyone’s list as the most important and needed activity in Elkhart County.  Our interviews indicated that business leaders, manufacturers in particular, and some community leaders will show continued reluctance to fund the EDC, which many see as passive and focused simply on “job creation”.

The EDC must be careful not to become a “catch-all” organization for special projects and administrative functions outside of its core mission focused on supporting local industry expansion, marketing Elkhart County and implementing a targeted new business recruitment effort.  

The EDC must have a clear understanding and develop the answers of the following questions:

· Who are our customers?

· What are we being paid to do?
· Who is paying us to do it?

FINANCIAL FEASIBILITY

Based on our assessment interviews, there is sufficient financial capacity in Elkhart County to adequately fund an amplified economic development program.  However, there seem to be mixed signals as to whether local governments will be willing to maintain and/or increase their current funding levels. 

Local manufacturers, large and small will not financially support a program, which they believe may work at cross-purposes to their immediate and long-term interests.  There seem to be plenty of unfilled manufacturing jobs available in Elkhart County. Job creation for the sake of job creation through new business attraction would, in their view, adversely impact the current labor pool and force upward pressure on wages. 

Although many of the manufacturing executives we spoke with support white collar job creation to backfill the Bayer job losses, the EDC has not clearly demonstrated its focus, intentions and capabilities in executing a targeted new business recruitment strategy. 

Securing the maximum amount of private sector funding would depend directly on the following important factors:

· The level of cooperation, collaboration and unification among the local governments to advance a countywide economic development agenda. The level of annual funding the public sector will commit to in advance of private sector solicitation;

· The perceived economic value derived by the businesses community from a targeted and output driven economic development plan;

· The strength and breadth of the Campaign Leadership team;

· The level of financial commitments made by members of the EDC’s Board of Directors.

Based on our interviews, we believe that future funding from the City of Elkhart is at significant risk.  Should the City of Elkhart reduce or eliminate its EDC funding the risk may expand to the other local governmental units, which may follow suit.

There were four, current, private-sector program supporters interviewed who were unsure whether they would continue their program investments.  These four investors represent approximately $25,000 in annual funding.

We did uncover 16 new potential program investors, who in aggregate, might invest in the range of $50 - $60,000 annually.

We interviewed 6 large companies with high funding capacity, but all declared that there was little or no possibility of them providing funding support.

CAMPAIGN RECOMMENDATION

At this time, Resource Development Group advises the EDC of Elkhart County not to launch a broad-based, fundraising campaign at this time in support of an expanded economic development program.

We recommend that the specific action steps (See page 21) be considered to secure your existing funding base and better position the organization in advance of any future multi-year, public/private fundraising campaign.

PROGRAM RECOMMENDATIONS

EXISTING INDUSTRY RETENTION & EXPANSION SUPPORT

Successful economic development organizations have implemented very proactive, local corporate calling programs in which well trained, professional staff conduct thorough and repeated R&E visitations to identify opportunities to deliver meaningful support services and solutions to problems and issues impacting local industry.

A clear understanding should be reached with all of the local communities throughout Elkhart County about how they wish to engage the EDC to deliver support services to companies in their jurisdictions. A formal Retention & Expansion program can then be implemented for the communities through a contract for service arrangement for an agreed upon annual fee.  

· An aggressive corporate calling program, coordinated with the local Chamber Executive will allow the EDC to identify and uncover issues and challenges impacting the expansion plans of local companies. Additionally, companies, which may be at risk of leaving the area, can be identified and resources mobilized to assist in their retention.

· As a result of the corporate calling program, a value-added menu of support services can be developed, allowing the EDC to effectively deliver important support services to the existing manufacturing base. 

These services might include:

· New state and local incentive programs

· Project financing

· State legislation changes 

· Wage and benefits surveys

· Grant Writing Assistance

· Export Assistance Programs

· Government Procurement

MARKETING AND NEW BUSINESS RECRUITMENT

In many respects image is reality.  Today, progressive communities are not leaving their image enhancement to chance.  They are continuously and pro-actively branding their community in a favorable light. 

· The EDC  should  consider  creating a “news bureau” which  collects

     good  news  stories about  Elkart  County  and  regularly disseminates

     them to local and regional media outlets.

· Collateral marketing materials should be created which include the pertinent information and data about Elkart County needed by decision-makers in the site selection process.  The long-term information delivery system for the EDC should include a content rich, interactive website describing the features of each of the communities in Elkhart County and the buildings and sites currently available.

· It is widely assumed that the EDC is the lead organization involved in

     new business recruitment. The EDC should collaborate with the local

     Chambers to  market  Elkhart  County  while  serving as the driver for

    new business recruitment efforts.

· Elkhart  County  needs  to  have  a “One  Stop  Shop” for   economic

    development, making it as easy and efficient as possible to disseminate 

    information and deliver services in support of economic development.

    The EDC should continue to be positioned as the hub and coordinator

    for economic development activities throughout Elkhart County.

The EDC should maintain an updated comprehensive database of all industrial property and buildings available throughout the County.  Additionally, the EDC should have the development policies, zoning & permitting procedures, incentive programs, etc. from each of the cities and townships throughout Elkhart County.

The new business recruitment strategy should be comprised of several key initiatives:

1. Develop target industry groups, in coordination with the Department of Commerce, to identify growing companies in targeted industry sectors considering a presence in the Northern Indiana region. Execute a pro-active outreach program, which includes direct mail, company visitations and attendance at trade shows.

2. Identify and establish a network of “multipliers” which include site consultants, developers, real estate professionals, etc. throughout Northern Indiana, N.W. Ohio and Southern Michigan.  Establish a systematic schedule of direct contact with these multipliers including regular communications, visitations and events. 

RECOMMENDED NEXT STEPS

1. Conduct strategy meetings with local elected officials to establish a firm understanding of the EDC’s current and future economic development service delivery to communities throughout Elkhart County. The EDC should ask Elkhart County and the Cities of Elkhart, Goshen, Middlebury, Nappanee and Wakarusa to establish a service delivery framework or contract for service and then commit to an aggregate annual funding level of $200,000+ annually. This program funding would ideally come from the Economic Development Income Tax.

2. In order to protect and secure anticipated 2005 private sector funding, current private sector investors should be invited to an “Investors Only” meeting, given a program update and formally asked to renew their current investment level for 2005.

3. Manufacturers in Elkhart County have traditionally started and grown their operations with little help from economic development practitioners in Elkhart County.  Many manufacturing executives seem to have a “Shade & Shelter” mentality and are simply looking to be as profitable as possible “right now” in Elkhart County. A solid value proposition must first be developed for local manufacturers in advance of soliciting this industry sector for funding support or securing their endorsement in support of a countywide fundraising campaign.

4. People are hesitant to invest in organizations or programs they don’t know or understand and right now too many business leaders don’t know the EDC or believe there is any major crisis to be addressed by the EDC. 

5. The EDC should implement a consistent and proactive investor relations and communications effort to significantly enhance its image in the business community. The EDC must gain a higher profile throughout the County to ensure the success of any future broad based funding campaign.

6. All of this can be done over a four-five month period enabling the EDC to be better position to launch a successful multi-year campaign and should you desire, RDG would be pleased to partner with the EDC to assist the staff and Board Leadership in managing this process.  

INVESTOR RELATIONS PROGRAM

The objective of the Investor Relations/Communications Program is to make every current and prospective investor an integral part of the EDC by providing a systematic, structured program of:

Communication



Recognition

Opportunities for Feedback

Participation in Program Initiatives
COMMUNICATION

· Investor Meetings – A requirement of this program will be to hold an Annual Meeting with all investors.  The EDC staff and Board Leadership will present to the investors the activities, successes and accomplishments of the EDC for the previous year.

· Investor Newsletter (Quarterly) – Hard Hitting, bulletin style.

· E-Mail Bulletins (Monthly) – Updates on specific topics of interest to business and community leaders.

RECOGNITION

· Publicity in newsletters, EDC materials, and print media.

· Special recognition at the Annual Meeting.

· Special corporate recognition for hosting special events.

OPPORTUNITIES FOR INTERACTION

· Annual Meeting, Investor and Committee Meetings, and Special Events.

· At least one direct contact per year for each investor/stakeholder.

PARTICIPATION IN PROGRAM INITIAITVES

· Serve as a member of a Committee.

· Serve as a key member to host receptions/tours for prospects.

ASSESSMENT INTERVIEWS

Accounting

Crowe Chizek


Bob Giel

Agriculture

Farm Bureau


Mike Yoder

Architects/Engineers

Wightman Petrie


Ken Jones

The Troyer Group

Kent Schumacher

Attorneys

Baker & Daniels


Glenn Killoren

Banking

Key Bank



Scott Mattern

Lake City



Mike Kubacki

First State Bank Middlebury
James Hiatt

1st Source



Philip Harbert

National City


Gary Graham

Goshen Community

Doug Johnston

Bayer Credit Union

Dallas Bergl

Construction

Ancon



Andy Frech

FM Stone



Carl Tiedemann

DJ Construction


Bob Schrock

Almac-Sotebeer


John C. Sotebeer

Wagner Construction

Robert Dunlop

Education

Ivy Tech



Ron Gerstbauer

Government

City of Goshen


Allan Kauffman

City of Elkhart


Dave Miller

City of Elkhart


Mark Brinson

Elkhart County


Tom Byers

County Council


John Letherman

Health Care

Elkhart General


Greg Lintjer

The Centre PC


Lain Downs

Hospitality

EssenHaus 



Lance Miller

Manufacturing

Dutchman



Rich Florea

NIBCO



Rex Martin

Utilimaster



James Orbik

Rollpak



Dale Weaver

Fairmont Homes


Jim Shea Jr. 

Coachmen



Claire Skinner

Jayco




Wilbur Bontrager

Godfrey Marine


Bob Deputy

Skyline



Art Decio

Media

The Truth



Dave Ogle

WSJV



Kevin Sargent

Miscellaneous

Flying J, LLC


Bill Johnson

Real Estate

Gateway



Dan Brekke

Elkhart East


Rob Letherman

Retail

Martins



Bob Bartels

Concord Mall


Robert Thatcher

Utilities

NIPSCO



Chris Pieri

AEP




David Switzer

Chambers of Commerce

Elkhart Chamber


Philip Penn

Goshen Chamber


David Daugherty

Nappanee Chamber

Larry Andrews

Middlebury Chamber

Linda Baxley
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