April 2013

Open Cases
Date Rec'd Address/ Location Type Date & Action Taken Follow Date Date Abated Results/Comments Rental
*electronic
complaint received
*4-16-13 6505 School yard brush in ROW 4-17-13 letter sent 4/26/2013 4-29-13 N
inoperable/unlicensed 5 days from
4/18/2013 1110 67th vehicle 4-19-13 letter sent receipt 4-29-13 Y
5 days from
4/18/2013 1035 65th tires in yard 4-19-13 letter sent receipt 4-29-13 Y
Property owner
sent in proof of
inoperable/unlicensed 5 days from registration- 30
4/19/2013 1147 65th vehicle 4-19-13 letter sent receipt days Y
Sending fine &
4/29/2013 1028 68th brush 4-29-13 letter sent 5/10/2013 grass violation Y
4/29/2013 1513 66th brush 4-29-13 |etter sent 5/10/2013 5-10-13 N

April Building Inspections

1820 76th

1909 76th

1019 69th

6500 University
6804 Del Matro
7122 Jefferson
7122 Jefferson
1233 72nd
7004 Bellaire
6506 Del Matro
6510 Del Matro

plumbing rough-in

plumbing/electrical rough-in

stop box repair

rough-in plumbing/electrical for Yoga space

deck footings
electrical rough-in
final electrical
approach
approach

new sewer

new sewer




Memorandum
May 15, 2013

TO: City Council Members
Jeff Fiegenschuh, City Administrator

FROM: Sheena Danzer, City Inspector
SUBJECT: Heartland Economic Development Course

I would like to thank the Council members in giving me the opportunity to attend the Heartland Economic Development Course that was held in
Blue Springs, Missouri, April 21-25. MidAmerican Energy was kind enough to offer a $595 scholarship for the course making it that much more
worthwhile. It was personally one of the better courses | have been to as far as new knowledge that was It was a week long course with new
information poured out during every presentation from professional economic developers across the Midwest.

The course is through the University of Northern lowa’s Institute for Decision Making and is an accredited course through the International
Economic Development Council. The course was formed as this is relatively a new field and designed to meet the increasing need for professional
education in economic development. The course | attended is the first step in becoming a certified economic developer (CEcD) which | plan on
pursuing in the near future.

I left the course with the idea that becoming more involved with the Chamber and now Windsor Heights Young Professionals will help in
understanding what businesses in Windsor Heights need in order to survive in our city. Working closely with the larger stakeholders in town and
growing that relationship will be critical in the future as Windsor Heights continues to re-develop. Entrepreneurship is an area that was discussed a
lot in the course as well that had me wondering how many residents in town are working out of their homes. A goal of mine is to get a better
number of those people and see what we as a City, together with the Chamber can do to help them expand if they need to and to make sure they
can expand within the City.
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Business Retention Program Launch Guide

Business Retention Program Launch Guide

Launching a successful existing business program requires more that knocking on doors.
The following pages highlight the different elements that should be accounted for as you
plan your program. We also have identified a number of different roles and
responsibilitiesto be covered. It is not necessary to have different individuals for each
role; however, it isimportant to recognize the breadth of the work to be done. Therefore,
if oneindividual isresponsible for multiple roles, it will take longer to implement afull-
scale program.

Also, it isimportant to recognize a good BR& E program should deliver value short-term
and long-term. Traditional business retention has been very short-term focused. The same
short-term benefits of a classic R& E program are by-products of a properly executed
business information approach to understanding the businesses in the community’s
portfolio.

Program

What will be the program name?
Will there be a specific identity created for the program?
Who will be the program spokesman/champion?

Program Goals

= Short-Term Goal(s)

Touch key employers

Identify and address company and community problems
Identify and assist expansion opportunities

Identify and address companies at risk

o o o o

= Long-Term Goal(s)

= Drive ED resources (organizational, community, and partner) to
opportunities

= Determine needs of growth and value companies in the community

= Watch for business and economic trends

Local Issues

The interview process should have three focuses.
1. Company background information
2. What is happening in the business and the business’ competitive
environment
3. What are the local issuesimpacting the business

Traditional focus has been almost exclusively on element # 3. We call thisa“What’s
wrong with us approach” to business retention. Nice to know but, this approach fails
to take advantage of the visit opportunity to understand what is happening within the

© Blane, Canada Ltd. 1



Business Retention Program Launch Guide

business and their industry. See article, “Locked in the Twilight Zone” —

Caution: Timeislimited. When developing the interview guide, the challengeisto
limit the appetite for the “next” question. It isimportant to stay under one-hour for an
interview.

Process

| ] | ]
o o o o o o o o o o

0O o o o o o o o o o

[u}

Target Company List (Appendix)

Which companies?

Quality or quantity (see goals above)?

How selected?

What background info is available (internally and/or externally)?
How will additional background info be gathered?

Rapid Response Team

Who are the go to people who will work to resolve each issue uncovered?
Will response team members be given a program orientation?

Who will manage the longer-term challenges and tasks?

Who will manage the response team and insure task completion?

Who will share the outcome with those requesting assistance?

Executive Meetings (Interviews)

Staff?

Extended staff? (Local, Regional, and State ED Partners)

Board Members?

Volunteers?

Individuals or teams of two?

Timing: blitz first 50 then, monthly goal ?

How will scheduling be coordinated?

Who will provide interviewer orientation?

Who will manage data collection?

How will collected information be managed to create a knowledge base for
the community’s most important assets?

Will interview flow allow time for prompt follow-up as needed?

= Confidentiality

o

a

o

Confidentiaity policy and management
Who will have access to the interview information

= Info Action

= Who will be the media spokesman?
@ Will areport be created?

- Annua Report

- Issueftopical report(s)

© Blane, Canada Ltd. 2
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Business Retention Program Launch Guide

- Policy recommendation report(s)
- Management report(s)

s Who will be responsible for reviewing information asit is collected
looking for opportunities
- Company
Company Groups
Public Relations
- Organizational
Partners
s Who will analyze findings

* Funding

= How will on-going operational costs be covered?

= How will miscellaneous cost be covered?

o |sthere abudget for data?

= |sasoftware program of value and budgeted?

o |spart-time assistance for data collection or entry needed?

Program Roles and Responsibilities

A successful business retention program is multi-faceted. There are many important
roles. Each hasits purpose and requirements. The greatest failure in developing
successful business retention programs is underestimating the resource requirements
shown in Figure 1 and outlined below.

Key Program Roles & Relationships

Champion/ Figure 1
Advocate
A )
Operatlons \
v
Interview » Info Management, .| Assistance
Team Analysis, Reporting "] Coordinator

-

Service
Delivery

Opportunity
Catalyst

A 4

Communications [«

/

© Blane, Canada Ltd. 3



Business Retention Program Launch Guide

Champion/Advocate

= Qutside person

= Awareness building/promotion

= Partnership development

= Spinresults (media, leadership, members)
= Apply results

»  Pushing information into policy

Operations

* Interview coordination
= Data management
= Quality control
= Data
@ Analysis
o Datainterpretation and public dissemination
= Staff & partner coordination
= Volunteer recruitment, training, motivation
= Partner recruitment, orientation, motivation

Information Management

=  Gather background information on existing employers to be interviewed
= Convert raw datainto usable information

» Package and present info for varied audiences

» Explore new ways to use existing data

»  Feed success stories to advocate, operations, communications

Assistance Coordinator

»  What is needed?

=  Who can help?

=  How will they be informed?

=  When there’s agap, who follows-up?
» Didit get done?

Opportunity Catalyst

= Business opportunity?
=  Partner opportunities?
= Joint venture potential ?
= Market opportunity?

= Cluster potential?

© Blane, Canada Ltd. 4
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Response Team

Team formation
Coordination
Follow-Up
Tracking
Reporting
Anaysis

Other BR&E Planning Resources

o]
2
o
0
2
8
QD
o
o
T
8
2
¥
e
g
3
X
3
8
2
o
3
8
3

o Locked in the Twilight Zone: Business Retention Fails the Strategic
Value Test!
@ Rocketing out of the Twilight Zone
o TheMissing Link: A Vision for Retention & Expansion
o Untapped Potential
o Step-by-Step Business Retention Survey Evaluation
= Advanced Business Retention: Beyond the Basics, Course by Blane, Canada

Ltd. —http://www.blanecanada.com
= Synchronist Business Information System® Business Retention Software,

conferences and training courses —http://www.brel.org
= Economic Development Institute (EDI) ED Professional training program
covering BR& E and other topics specific to ED management —

State and Regional Partners

© Blane, Canada Ltd. 5
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Appendix

Existing Business Interview Selection Procedure and Criteria
Launch Sequence

Company/Executive Identification and Selection

In addition to your own list sources, the following are recommended resources and
procedure for selecting companies for business retention interviews.

Company List Resources

National
= Harris Directory
= Dun & Bradstreet MarketPlace database
=  Hoover’s Business Information
= Public Library (business services section)

Regional & Local
= Public Utility Partner
=  Tax Assessor’s Office
=  Business Registration List
= Workforce Investment Board
= Economic Development Organization

= Chamber
= Council of Governments
= United Way

Step 1: List Categories

Determine which of the following categories will be used for selecting companies.

List Category” Yes/No
Industry type (if desired)’
Business sector or target industry cluster(s)
Energy load
Image companies”
Largest employers and largest taxpayer
Mid-sized companies 25 — 250 employees
Small, emerging companies, 5 — 50 employees
Public/quasi public employers®

! Some categories may overlap, e.g. largest employer/large energy user

% Industry type, e.g. cluster, manufacturing, headquarters, and commercial services
Image companies are well known outside the community and create positive
impressions of the community and/or draw traffic to the community

* Schools, hospitals, government facilities, large non-private employers

© Blane, Canada Ltd. - Appendix - Al
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Step 2: Categorization
1) Review the list and mark each company based on their industry group.
a) Primary sector
b) Retail/Local Service sectors
¢) Public/quasi public
2) Review the company list for any companies with known high risk concerns.
3) Review the company list for each of the categories identified for inclusion in Step 1.

Step 3: List Filters

1) Select companies by category. The following is our recommended representation

List Category Primary CRTS
Representation | Representation
Percent Percent
Industry type (if desired)® XX XX
Primary sector or target industry cluster(s)
Energy load 15 5
Image companies” 5 20
Largest employers and largest taxpayer 15 25
Mid-sized companies 200 — 25 employees 45 30
Small, emerging companies, 5 — 50 employees 10 15
Public/quasi public employers® 10 5
Total® 100% 100%

! Some categories may overlap, e.g. largest employer/large energy user

2 When a category exceeds the target representation, a random sample of the
companies within that category should be selected

8 Industry type, e.g. PRIME cluster, manufacturing, headquarters, and commercial
services or Retalil, local service, tourism cluster, accommodations, food,
entertainment

* Image companies are well known outside the community and create positive
impressions of the community or draw substantial traffic to the community

®Schools, hospitals, government facilities, large non-private employers

® Percents shows are guidelines, not absolute. This is intended to produce a
representative sample, not a statistical sample

2) Check to insure 80% (+/- 5%) of the companies on the selected list are primary sector
companies. If survey design isfor retail/commercial businesses, then 80% should be
thistype of businesses. Note, it isimpossible to use the same interview form for both
primary sector and retail/commercial businesses. The business drivers and market
scope are vastly different confusing the findings and complicating analysis potentially
leading to the wrong conclusions.

© Blane, Canada Ltd. - Appendix - A2
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Step 4: Executive ldentification & Background Information Collection
Collect and organize contact and company information in a usable manner to
make it available for interview and easy updating over time.

Step 5: Finalize Interview Guide
Plan, develop, and test the proposed interview guide as per the article “Locked in

resources.

Step 6: Conduct Interviewer and Response Team Training (if needed)
Plan and coordinate training as per the launch guide and other available
resources.

Step 7: Begin Scheduling and Conducting Interviews
Determine who schedul es the appointments and how they will be coordinated to
insure no duplications or call backs when someone has declined to participate..

Step 8: Activate Response Team as Needed
Organize, assign, and distribute assistance requests. Track and manage requests
through to completion. Report back to individual requesting assistance as to the
outcome.

Step 9 Organize and Compile Findings for Analysis and Reporting
Collect and organize contact and company information in a usable manner to
make it available for interview and easy updating over time. Think of thisasa
building a knowledge base that will survive your timein this position and benefit
the person who follows you. They should be able to step into the role and learn
your procedures and understand what has happened in the past with only a
modest level of training and support.

Step 10 Promote Findings and Recommendations Drawn from the Report
Collect and organize contact and company information in a usable manner to
make it available for interview and easy updating over time.

Step 11 Initiate Action to Implement Recommendations
Take the top priority and set a plan to implement the required change or
correction.

Step 12 Continue the Interviews and Repeat the Cycle
One of the biggest changesin business retention has been the movement to an
on-going business retention effort. Instead of periodic blitzes, many
organizations now have monthly call goals to insure ongoing contact with
employers and continually refreshing their knowledge of changesin the
community.

© Blane, Canada Ltd. - Appendix -
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Thelmportance of an
Existing Business Strategy

This article was written to help
Synchronist Users reinforce the
importance of business retention to
a community’s economy. It can be
reprinted and distributed as wished
with credit to source in local media,
organization newsletters, web sites,
board meetings, etc.

Eric P. Canada
Blane, Canada Ltd.
1506 Cadet, Suite 100
Wheaton, IL 60187

630.462.9222
ecanada@blanecanada.com




A community’s best companies are your competitor ’s best prospects!

by Eric P. Canada

... dozens of other economic devel opment organizations may be
communicating with your community’s best employers right now. If the
community makes doing business difficult, company executives may turn to

another community for help.

When it comes to the discipline of economic development, states, regions and municipalities can

choose from a variety of strategies. Generally speaking, these can be broadly categorized into
three categories. business attraction strategies, strategies that encourage or foster
entrepreneurship, and strategies that are designed to grow the businesses aready in the

community.
Economic I mpact

Looking at the source of jobsin a
community givesinsight into the
importance of business retention. Based
on research by Blane, CanadaLtd., the
average community will derive 76% of
their new jobs and capital investment
from existing business. Business
attraction will contribute 15%, and
entrepreneurship will deliver the balance
of the new jobs and capital investment,
about 9%. In arural area, the
contribution of existing businessesis
likely to be 86 - 90% because both
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Figure 1

Attraction

Existing Business

Entrepreneurship

business attraction and entrepreneurship will contribute less.

Add in “lifetime value,” the economic benefit generated by a company over the life of the
business, and the economic impact of existing companies increases. Even asmall employer’s
lifetime value can be substantial when payroll, taxes, business purchases and philanthropy, are

considered.

Y et, existing businesses, as any investment annuity, are easily taken for granted by community

leaders.

Business Retention

To strengthen the relationship with existing businesses, many economic devel opment
organizations have a business retention program. There are four elements to a comprehensive

existing business program. Business retention and expansion is only one of these elements. Each

element requires a progressively higher level of commitment of time and money, as shownin
Figure 2. The reward in each case is commensurate with the investment.




= Responsive Retention
- Respond to the problems/needs of individual companies.
= Attention Retention
- Create opportunities to shower attention on existing employers.
= Executive Contact
- Conduct personal interviews or surveysto identify company and community iSsues.
- Collect company-specific strategic information.
= Business Development
- Provide support and services
to help individual and
groups of companiesto
increase sales and grow in
the community. Business Development

Existinag Business Figure 2

Results have been mixed. Jobs have been T Executive Contact
saved. Important issues have been

uncovered and corrected. Y et, existing Level of Attention Retention
business programs do not get adequate Benefit
support or the funding needed to protect Responsive
individual company’s or the community’s Retention
most important asset, its economic future.

Level of Effort R

Portfolio M anagement

Progressive communities around the US and Canada are now adopting a new view of existing
companies based on the future economic security these companies represent. Progressive
communities are looking at the existing business base as a portfolio. The value of the portfoliois
the sum total of the value the individual companies bring to the community. Similar to an
investment portfolio, the community’s portfolio provides future security. But, insuring future
security means managing the portfolio. Like a stock portfolio or area estate portfolio, the first
step to manage the existing business base as a portfolio is to assess each company and their
business practices.

Economic devel opment organizations have used executive contact, private one-on-one meetings
with business executives, as a central part of business retention. Historically, the goals have been
clear:

» Help companies at risk of leaving/downsizing

» ldentify opportunities to help companies expand in the community
« ldentify problemsthat could cause employers to leave a community
» Build relationships with individual company executives

Conducting executive visitsis not enough to adopt an effective portfolio management strategy for
existing business programs. In order to be effective, the questions asked during the visit must be
designed to gather predictive data. Municipa officials must craft questions and guide the
executive interview discussions in order to obtain information concerning the corporation’s
growth plans, community problemsif any, need or desire for assistance, perception of placein the
community, and perception and level of awareness the company may have of the officials



themselves. This new interview strategy leads to an understanding of the value of the company to
the community, satisfaction levels, growth potential and the potential risk of the firm leaving the
community or downsizing. As a by-product, the interview identifies companies at risk, companies
that need help expanding their facilities, and community-based problems.

The goal of community economic portfolio management is to better manage public resources and
increase the return on investment in economic development policy and programs by maximizing
the future economic value of the business base. Communities adopting a portfolio approach to
existing business are now redefining the purpose of the executive visit. They are also defining the
strategic information needed to understand a company’s economic contribution to alocal
economy.

For thefirst time, instead of focusing exclusively on individual companies, community leaders
are asking, “What is the value of our portfolio? Is the portfolio being neglected? Should our
portfolio be conservatively or aggressively managed? What is the cost/consequence of afailureto
act? What are to the community’s long-term objectives for the existing business portfolio?”

Balancing An Economic Development Strategy

Traditionally, economic development strategy has been dominated by business attraction.

However, looking at the risk of lossto
other aggressive marketers and the New Model for Economic Development
potential represented by the existing

business base, economic development

strategy should be led by the existing Attraction
business program, including business
retention.
Existing
By emphasizing existing businesses, Business

50%

progressive communities adopting a
portfolio management strategy are
working to align their economic Resource
development strategy with real world .
realities. This approach:

Entrepreneurship

= Focuses resources on the greatest opportunities

=  Makes business retention/expansion an integral part of a more comprehensive approach to
existing business

= L everages the executive-contact/assessment phase to collect information beneficial to
business development, business retention, as well as business-attraction programs

» Improves the community’sinfrastructure, making it more attractive to prospective
investors

= Generates positive success stories documenting company and economic growth

= Worksto diversify the economy

Focusing on portfolio management provides all the benefits of a classic business retention and
expansion program. Companies with problems and/or expansions are identified while community



problems are isolated. At the same time, resources can be properly directed to growth and value
companies.

Close

Viewing the existing business base from the perspective of a community’s economic portfolio
clarifies the community’s dependence on maximizing the portfolio’s value. This defines a clear
role for the economic development organization. It provides arational to draw together the
economic development resources deployed in avariety of programs and services provided locally
aswell as at the state level. Furthermore, maximizing the portfolio value requires strategic
information, a hands-on management approach, and selectively directing resources to growth
companies to help them achieve their potential. Thisis clearly a proactive strategy, presenting a
compelling argument for additional resources. Starving existing business programs to devote 80
percent of the available resourcesto business attraction is a flawed strategy, a strategy no longer
valid in agloba economy.

Economic devel opment strategies dominated by business attraction leave communities with too
much at risk. Building a portfolio management strategy refocuses economic devel opment
programs on the long-term. Communities and their economic development organizations can
invest their resources (incentives, loans, grants, public infrastructure, time, etc.) more efficiently
to maximize the long-term value of the portfolio.

Eric P. Canada is the leading authority on existing
business strategies and business retention. His
extensive body of work has changed the way
economic development organizations manage their
relationships with the companies in their economic
portfolio.

Mr. Canada is a partner in Blane, Canada, Ltd.,
Wheaton, lllinois. 630.462.9222,
ecanada@blanecanada.com
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Locked in the Twilight Zone:
Business Retention Fails
the Strategic Value Test!

Eric P. Canada
Teresa A. Rendleman

Business retention programs are not reaching their potential. The model currently
in use produces little information to help manage or anticipate economic growth,
predict companies at risk, or identify growth industries. Questions of significani
strategic value congtitute less then 12% of the questions posed in the typical survey
or visit. A new approach is proposed to maximize strategic information gathered

through the retention process.

In April 1994, we stated in Blane,
Canada Ltd.’s Clients and Friends
Letter,

“Business retention programs
that fail to gather predictive data
areonly 40% effective.
Satisfaction and future plansare
only a small part of what should
be gathered during a retention
visit/survey. Competitive
intelligence experts use
information to predict the
behavior of companies. Using
these same techniques,
development professionals can
identify companies at risk even
befor e management knows.”

Thetruth is, we were wrong! Thereis
even less strategic value to the
information collected under the
business retention model currently in
use. After analyzing more than 50
retention survey instruments, the results
indicate that:

more than 53% of the questions
confirm information already
known or easily known

only 5.2 % of the questions
gather company intelligence

fewer than .6% of the questions
focus on gathering industry
intelligence

In short, the current approach fails to
access critical knowledge held by
CEOs and senior management while
time is wasted confirming information
available from others in the company.
No wonder retention activities
contribute little to the marketing
strategy of most development
organizations. The problem is that the
current model for business retention
focuses on:

confirming information easily
known

identifying local problems
offering assistance

building good will

These are important goals, but in an
environment of global competition
these issues do not drive corporate
decision-making. Therefore, should a
development organization invest 88.4%
of their information collection process
on these issues? We think not. Is this
the most valuable information a
company executive can share with a
development professional? No. Rather,
an organization should utilize strategic
and competitive intelligence to help
sharpen the focus of internal and/or
external marketing activities.

Today, according to our current
analysis, questions of significant
strategic value constitute less than
12% of the questions posed during a
retention visit or in amail survey. Yet,
averages can be misleading. For
example, 57% of the surveys asked no
guestions of strategic value. In those

cases where strategic questions were
asked, based on a 30-minute interview,
an average of only 3.6 minutes was
devoted to gathering strategic
information.

State of the Art

Prior to 1993, we hadn’t given much
thought to the structure and purpose of
a business retention survey instrument.
Like other professionals, over the years
we had conducted many visits,
telephone interviews, and created
written surveys. Each was a dlight
variation of the others we had written
or gathered from peers. We accepted
common practice as appropriate and
useful. The notion that there was
another way never occurred to mel

A personal breakthrough resulted from
work Blane, Canada Ltd. had done for
development and corporate clientsin
the areas of customer satisfaction and
competitive intelligence. In these
disciplines, the emphasisison
enhancing the strategic value of
information. The link to business
retention came from the book, The
Competitive Intelligence Handbook, by
Richard E. Combs and John D.
Moorhead. From this book along with
other sources, two phrases struck a
cord.

“The essence of any competitive
analysis activity isthat it contributes
to making better and faster
decisions.”

Charles J. Mathey

“ Competitive Analysis’

“ The answer is only important if we

ask the right question.”
Anon

We have since confirmed that a conflict
exists between information gathered
through business retention programs
and the information devel opers actually
need to improve marketing results.
While conducting research for the
book, Economic Devel opment:
Marketing for Results! We interviewed
dozens of peersin development.
Through these interviews it became
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clear me that development
organizations invest tremendous
resources in business

Figure 1: Category Definitions

Confirmation Questions -
confirm basic company
information already known or
easily known

Assistance Questions - offers
to help resolve problems,
provide information, facilitate
third party help

Problem Identification
Questions - identify specific
problems and rate overall
satisfaction with community
services

Predictive Questions -
explore management actions to
assess attitudes toward the
company’ s growth potential

Industry Intelligence
Questions - identify trends
within the company’ sindustry
regarding demand, product
innovation, competition

Company Intelligence
Questions C gather
information about the
company’ s markets, activities,
and plans

Buyer/Supplier Linkage
Questions C assess changing
relationships with key
customers and or suppliers

retention and produce information of
relatively low value. The low quality of
results has caused a halfhearted
commitment to retention/expansion, a
predominantly reactionary management
style, and little consideration of
collected information in crafting the
organization’s overall marketing

strategy.

To help make the case for this article
that the wrong questions are being
asked, we conducted a structural
analysis of current survey instruments
to document the types of questionsin
use. Seven categories of questions were
defined. (Figure 1) Surveys were
gathered from devel opment
organizations throughout the U.S. and
Canada. (Figure 2) More than 50
surveys were received and evaluated.

For each survey, individual questions
were evaluated and then categorized.
To avoid skewing the results when
categorizing, Teresa Rendleman, who
did not know how the findings would
be used, put the questions into
categories.

The matrix in Table 1 shows the
representative distribution of questions
by type for a number of the survey
instruments evaluated. The findings, as
shown in Table 2, fully substantiate the
premise:

surveys are dominated by
confirmation questions
guestions do not tap the
specialized knowledge of
executives

guestions provide little in the
way of strategic information to
focus internal or externa
marketing

The biggest surprise in the matrix was
that fewer than half the surveys explore
the possibility of supplier opportunities
with local executives. Linked industry
marketing can be a powerful marketing
strategy. Peoria, Illinois has pursued a
linked industry marketing strategy for
years. And, according to Tucker
Kennedy of Peoria EDC (IL), severd

new facilities, including their last two
attractions, located in Peoria to be
closer to a primary supplier. The
evidence in our analysis indicates that
while development professionals talk
about supplier/buyer marketing
strategies they are apparently not
making use of a primary tool, the
retention survey, to capture information
to make this strategy more effective.

If the hope is for improved marketing
results, development professionals must
increase the strategic value of available
information. Because the retention
survey process effectively generates
information from important sources, it
should be the cornerstone of a strategic
information system. The key becomes
asking the right questions.

Figure 2: Sample Instruments

To gather arandom sample of
survey instruments, personalized
letters were sent to 55
development executives
requesting copies of R/E
instruments (personal visit,
phone, and/or mail). To insure a
random sample of instruments,
each recipient was asked to
photocopy the letter and forward
it to two other professionals.
Also, anotice asking for current
survey instruments was placed
on an Internet mailing lists of
approximately 125 individuals
interested in economic
development. Finally, sample
instruments included among
materials from AEDC’ s
business retention course were
included. All instruments
received before the deadline
dates were included in the
analysis.
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Table 1: Representative Sample of Survey Question Distribution

COMMUNITY CcQ AQ PIQ PQ nQ CIQ BSLQ TOTAL
QUESTIONS

A (Chamber) 15 15

B (EDC) 10 3 7 2 22
C (Regional) 9 2 5 1 1 18

D (Regional) 30 6 9 2 47

E (EDC) 7 7 2 4 16 36

F (State) 27 12 9 1 3 2 54
G (University) 27 1 14 2 44

H (Chamber) 30 7 10 1 2 9 59

| (State) 4 3 6 2 15

J (Utility) 9 2 5 16*
K (City) 27 2 13 1 1 44*
L (City) 12 6 1 19
KEY

CQ = Confirmation Questions

AQ = Assistance Questions
P1Q = Problem Identification Questions
PQ = Predictive Questions

11Q = Industry Intelligence Questions
CIQ = Company Intelligence Questions

BSLQ = Buyer/Supplier Linkage Questions

* indicates subquestions that were not counted separately but rather included in the main question total

Table 2: Summary of Results

cQ AQ PIQ PQ 1nQ ClIQ | BSLQ TOTAL
TOTAL QUESTIONS
QUESTIONS
753 150 354 61 9 74 15 1,416

AVERAGE
NUMBER OF 16 3.5 8 1 0 1.5 0 30
QUESTIONS

PERCENT 53.2% | 10.6% | 25% | 43% | 6% | 52% | 1.1% 100%

A New Conceptual Framework

In the book, Economic Devel opment:
Marketing for Results!, we proposed a
new conceptual framework for
increasing the strategic value of
information gathered through the
business retention process because we

believe devel opment organizations

must:

seek out and acquire
information relevant to the
decision-making process of
companies and the
development organization
create a process to transform
unconnected pieces of

information into relevant,
accurate and useable strategic
knowledge

focus information resources on
helping identify marketing
opportunities and predicting
companies at risk
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Competitive or market intelligence is
defined as “the selection, collection,
interpretation, and distribution of
publicly-held information that has
strategic importance,” according to
authors Richard Combs and John
Moorhead. Counter to the purpose of a
traditional retention program, a market
intelligence approach seeks to gather
and organize predictive information as
well as market intelligence. Predictive
information provides value by helping
the devel opment executive anticipate
changes impacting a community’ s
economic base. Market intelligence
seeks to document or quantify
competitive advantages and weaknesses
affecting retention and attraction.

Improved marketing results are the
driving force behind the need for
redesigning the retention survey. The
proposed approach is not aradical new
concept. It is supported by proven
market research and competitive
intelligence techniques used regularly
in other industries.

To achieve the maximum benefit from
aretention program, it should be
viewed as a four-stage system.

Stage 1 C compile employer
information

Stage 2 C conduct CEO
interviews

Stage 3 C compile and analyze
the data

Stage 4 Cblend findings into the
marketing plan

Stage 1 - Compile Employer
Information

About 50% of atraditional business
retention survey is devoted to collecting
employer background information, e.g.,
company address, number of
employees, union representation, senior
executives, parent company, products,
and SIC codes. This information should
be collected by phone from the
company’ s executive assistant or
human resource manager prior to
conducting the CEO interview. There

are two benefits to obtaining this
background information in advance.
First, during interviews with the CEO,
interaction can be focused on questions
that will provide more valuable
information along with industry
insights. Second, being prepared
demonstrates to the CEO that the
organization has done its homework.

Stage 2 - Conduct CEO Interviews

The emphasis of the redesigned
retention survey instrument should be

on capturing three types of information:

customer satisfaction, predictive
information, and marketing research.
Some predictive information and
market research data cannot be easily
captured in awritten (mail out) survey.
Some of these questions do not lend
themselves to multiple choice or short
answers. Question choice and
presentation are very important in the
mail survey instrument. To maximize
gathering of strategic information, use
telephone or personal visit interviews
consisting of open-ended questions.
Each interviewer should be prepared to
probe for clarification by following up
answers with the questions * Why?’ or
“ Can you give me an example?’

Type of Interview

Blane, Canada Ltd.” s experience
indicates that in general telephone
interviews are as effective as personal
visits. The critical ingredient, person-
to-person contact, exists in both
methods. Telephone interviews have a
number of advantages: they tend to be
more efficient, they can be scheduled
for the convenience of the respondent,
they can be completed in lesstime, and
they greatly reduce non-productive
downtime required for travel between
interviews. Telephone interviews also
provide a sense of comfort because the
respondent is not being directly
observed and, consequently, isless
aware of the interviewer’ s note taking.

On the other hand, in personal
interviews it is often easier to establish
arapport with the respondent than in

telephone interviews. In addition, a
personal visit alows for the use of
props, which might be needed to clarify
aquestion or facilitate an answer.

Regardless of the method C mail,
phone, or personal Cto affect the
change being proposed, it is essential to
dramatically overhaul the types of
guestions posed to company executives.
The following sample questions cover
three areas of interest: customer
satisfaction, predictive information and
market research. Brief explanations
highlight the nature of these sample
guestions.

Customer Satisfaction

Attitudes are important indicators of
customer satisfaction. If attitudes have
changed, it is important to know how
they have changed. For example,
negative trends help identify problems,
whereas positive trends could indicate
progress has been made in improving
services or resolving past problems.

Sample Questions
1. Hasyour attitude toward doing

business in this community
changed during the last two

years?

2. If yes, hasit improved or
deteriorated?

3. Why?

Predictive | nformation

To begin to predict company behavior,
it isessential to learn about factors that
drive expansion and relocation. For
example, if asister facility (facility
with the same production capabilities)
isaready in place, production can be
shifted quickly in response to changes
in business conditions. The possibility
of aquick shift increases therisk level
for communities with a sister facility.
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Sample Questions

1. Doesyour company have asister
facility producing the same or
similar products? (List city and
state or country)

2. Arethe plant and equipment at
the sister facility older or newer?

For many companies, the driving force
in plant location is proximity to market.
When growth isin a different
geographic region than production,
pressure increases to move or expand
production within the new market.
Being unaware or complacent about a
company’ s growth patterns could cost
a development organization expansion
opportunities. Vauable insight is
gained through understanding a
company’ s market area and direction
of growth.

Sample Questions

1. Where are the company’ stop
three markets served from this
facility?

2. Whereisyour company’ s
market growing fastest?

3. What isthe company’ stop
international market?

Market Research

Understanding advantages and
disadvantages of doing businessin a
community from the executive’ s point
of view can provide valuable marketing
insights. Problems can be addressed,
and opportunities can be leveraged.

Sample Questions

1. What are the advantages of
doing businessin this
community?

2. What are the disadvantages of
doing businessin this
community?

3. Where are your primary
competitors located? Why?

These questions are just afew examples
of the approach developers could use to
predict behavior, evaluate satisfaction,

and improve economic development
marketing. They represent the types of
guestions devel opment professionals

should ask during aretention interview.

Thislist is not complete, however, and
these questions are not designed to
blend into an existing survey
instrument. Further research is still
needed to determine what specific
questions will produce information of
the greatest strategic value to
development professionals. Additional
examples of interview questions are
provided in the book, Economic
Development: Marketing for Results!

Stage 3 - Compileand Analyzethe
Data

Each survey form has value and
provides insight as each describes one
company’s situation and one
executive' sview. Thisinformation
must be analyzed separately. The first
step of the analysisisto perform a
“risk” assessment. Based on the
company information gathered, a
determination must be made regarding
the following questions:

1. Isthereany reason to believe
that this company is at risk for
downsizing, closure, or
relocation?

2. Isthere evidence the company is
considering expansion locally or
elsawhere?

3. Isthe company committed to the
community?

4. Regarding these findings, what
steps, if any, should be taken by
the organization?

Company analysis should be completed
immediately following the personal or
telephone interview, and any required
action should be scheduled as soon as
possible thereafter.

The real power of aretention program
designed as a market research tool is
gained from the aggregate result of
numerous surveys. By comparing the
answer given to each question, it is
possible to identify trends among
clusters of companies. The clusters

used for analysis can be made up of
companies grouped by size, industry,
location, market, or other shared
characteristics. The goal of this cluster
analysisisto find recurring comments
that identify opportunities or suggest
potential problems. The condition of
the community’ s product, community
services, and attitudes, is of particular
concern during cluster analysis. The
search for competitive advantages also
takes place in the cluster analysis.

A cluster analysis should be conducted
regularly as new surveys are added to
the information base. Results should be
compared to data from aprior time
period. Cluster analysis can be
performed manually or electronically
depending on the number of surveys
involved and available resources.

Stage 4 - Blend Findingsinto the
Marketing Plan

The final step in the retention
information system proposed is to
decide how the new information
affects marketing.

What are the implications for
future marketing activities?

Arelocal companies at risk?

Do local plant managers need
community information
packaged specifically for off-site
decision-makers?

Is more internal marketing
needed with local executives?

How should the organization
respond to changing attitudes
about doing businessin the
community?

Are there new opportunities for
business attraction to be
researched or pursued?

Can area executives open doors
through their affiliations to help
with business attraction?

Any conclusions drawn from the
analysis of the interviews must then be
systematically blended into the current
marketing plan.
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Jumping the Gun

As development professionals tend to
be action oriented, it islikely that some
will plug into their current retention
survey sample questions from this
article. The perspective and strategic
information the questions suggested
here would improve any of the
instruments we have analyzed. But, to
break the “er” improvement cycle -
newer, bigger, better, and shorter, -
common in business retention survey
instrument design, more work is
necessary.

We believe economic development
needs a comprehensive strategic
information system. To system
envisioned will bundle value laden
guestions, noted earlier, with
information gathering techniques
including the retention process, new
information sources, information
management tools, and structured
analysis procedures. To construct a
comprehensive system as described will
require involving expertise outside of
economic development. This expertise
will be derived from the input of people
who gather and evaluate business
information from afinancial
perspective such as stock analysts, floor
traders, and investment portfolio
managers. Thereis aso aneed to
involve information specialists such as
competitive intelligence researchers,
electronic researchers, aswell as
computer specialists to assemble
hardware and software into support
systems that automate the information-
handling component of a system.

Conclusion

Today's business retention
methodology and tools are ill equipped
to address the needs of the development
organization wanting to build their
local economy. Good will is no longer
the issue. Continued reliance on the
traditional business retention approach
for information collection in today’ s
competitive environment leaves
development organizations vulnerable
and open to criticism. Business

retention programs should play a
greater role in providing company,
industry, and marketing information
needed to build the foundation for solid
marketing strategies.

There is tremendous potential for
increasing the strategic value of a
business retention program without an
appreciable cost increase. To capture
the potential of this shift, development
professionals must challenge traditional
methods. They must increase
experimentation to build better
retention interview tools.

The ability to gather strategic
information for marketing should
become atop priority for every
development organization. Internal
information resources should create
opportunities and anticipate changes
that impact businesses within a
community.

Next Step

Since proposing this framework,
development professionals who have
read Economic Devel opment:
Marketing for Results! and participants
in marketing courses where this
concept has been discussed have
challenged Blane, Canada Ltd. to
develop the concept into a complete
strategic intelligence system for
economic development. This challenge
has resulted in the formation of an
independent research consortium to
develop the concept and share the
results.

Blane, Canada Ltd.” sresearch in this
area continues, aswe believeitisan
inexpensive way to increase marketing
effectiveness. We are currently helping
to form an independent research
consortium to lead work on creating a
comprehensive strategic information
system for economic development. The
intent is for participants to share the
cost of research and then have access to
the resulting system for their
organization.

Participation in the consortium is open
to state, regional, and local
development groups (devel opment
organizations, units of government,
public utilities or others) in the U.S.
and Canada interested in increasing the
value of internal information resources.
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Synchronist Business Information System®

Award Winning
Business Retention Software

The Synchronist Business Information
System® gives economic development
organizations absolute control over existing
business information. It puts them in a
leadership position on managing their
community’s existing economic portfolio.

The Synchronist System is far more than a set
of business retention questions. It is a
structured business information system
designed for collection, management,
analysis, and reporting of the business data
impacting the community’s economy. The
Synchronist System is a business assessment
tool. It is the most powerful tool of its kind
available to economic development
professionals; proven effective in local,
regional, and statewide applications
throughout the U.S.

Every attempt at computerizing business
retention has been about automating the
traditional R&E practice. Since the current
practice is fundamentally flawed, the outcome
is faster, low value information. Not much of
an ROI (return on investment) there. Blane,
Canada Ltd. has recast the question. For our
clients and Blane, Canada Ltd., R&E is about
strategic information, about understanding the
company and how they fit into the fabric of the
community. The Synchronist System is
designed to deliver both.

Synchronist information, including sample
screens, reports, and users can be found at:
http://www.synchronist.com

Impact

“Everyone thinks they have an R&E program
— until we show them what we can do with
the Synchronist. They are blown away!”

Deb Calvert, MidAmerican Energy, IA

“l need it! After using the Synchronist

System in St. Joseph, MO, | can't function

without it. It has become a staple for me."
Lynn Parman, formerly St. Joseph, MO,
ordering Synchronist for Lawrence, KS

Breakthrough Concepts

The Synchronist System is built on
pioneering research by Blane, Canada Ltd.
This research and Blane, Canada Ltd.’s
portfolio management concept have changed
the way economic development
professionals approach business retention
and the broader range of values derived.

The conceptual underpinnings of the
Synchronist System are captured in the
series of articles:
"Missing Link: A Vision for Retention and
Expansion."
"Locked in the Twilight Zone: Business
Retention Fails the Strategic Information
Test!
"Rocketing out of the Twilight Zone"
"What's a Gazelle?”

Articles available at:
http://www.blanecanada.com
(See Books & Articles)

Eric P. Canada

Blane, Canada Ltd.
1506 Cadet, Suite 100
Wheaton, IL 60187-7380

© Blane, Canada Ltd., 2003

630.462.9222

630.462.9210 fax
ecanada@blanecanada.com
http://www.blanecanada.com




The Prospect comes to town — preparation, the tour, and follow-up

Before the Visit - Company Information

1.
2
3
4
5.
6.
7
8
9.
1

0.

Learn as much as we can about the company, their industry, the pro;ect (utility and labor
requirements especially), the company s competitors, and your competitors.

Is it areal deal? Ask ecoriomic development allies to check out the _company.
Who is making the decrsron within the company? What are the criteria for making it?
Why are they onsrdermg your commumty? Where else are they lookmg’?

Are they considering off shorelout-of-country locatrons'?

What is the project timing?

Who will be coming? What are their titles and responsrbrlltres within the company?
Why are they looking for a community like yours'?

What are their key location factors?

Ask them, what wrll it take to make this happen?

Preparmg for the community vis’il:

1.

10.
11.
12.
13.

14.

18.

16.

Ask prospect source (state agency, etc.) what he/she would recommend you do to best
host the company? Engage them in helping you as much as possible, but realize they
may also be showing the company representatives other communities.

Put together a list of everyone the prospect might want to meet, along with their contact
information and cell phone numbers and email addresses.

Have a street sweeper go through town and clean up as much as possible. Drive through
town with a critical eye.

The prospect will likely need to use the rest room during thelr vrsrt--make sure itis clean
and orderly.

Prepare bneﬂng materials, lncludlng a PowerPoint presentatron on your community — put
it ona CD to give them and put it on your website or in a bound or three-ring fact
notebook (use your community brochure if that is all you've got, but a three-ring notebook
that lays flat would be better). Include maps of available sites and buxldmgs of interest to
them,

Who needs to be on the greetmg committee and who heeds to be in reserve’? The
presidents of the commumty college and regronal university would be good to have
available.

Hold a pre-visit briefifg and rehearsal with as many of the players as possrble

Map out the tour route and run it to time it. My suggestion would- be-to begin and end at
the strong points. First and last impressions are the ones most remembered.

If they are staying overnight, where are they staymg'? Put flowere a fruit basket, and a
welcome note from the mayor in their room,

Give the prospect & list of local people they wrll meet along with their contact rnformatron
including cell phone and email.

Arrange for visits with local companles Select companres who support your efforts
especially “high-tech.”

Learn about the prospect’s industry and what some of the trends are so that you-.can talk
with the client in a meaningful way. Brief the locals on this information.

What are the unique needs of the prospect’s industry? For example, semi-conductor
facilities oﬁen use large quantities of water and have pretty nasty waste water to treat.
Prepare an'economic 1mpact anelysrs to determine what type of incentives and how
mugch to offer. Don't give away the farm, but be prepared to negotrate Fmd out what
their critical needs are, including their tlmrng

Keep their visit out of the press unless they give you permission. Pre- mature disclosure

.can and has killed deals,

Maintain their confidentiality uniess they give you permission to dlsclose mformatron
This is often hard to do in a small town.



17.

18.
19.

20,
21.

22.

23.
24,

25.

Have a clean large vehicle ready ~ some use a motor home or large van. Have a driver
who knows the route and has rehearsed it. Don't fry to be the driver and the narrator.
The narrator needs to focus on the client's reactions, including body language, etc.

If they fly in, make sure the airport terminal is clean and orderly. It will be their first
impression of your commumty

Show all sides of your community, not Just the "good stuff.” Emphasize small-town values
and good schools ~ important for them in recruiting employees.

Arrange a luncheon, dinner, or breakfast with community leaders in a private room.
Prepare a written rtunerary, mcludrng address and phone for where they will be staying.
Don't forget to build breaks into the itinerary - restroom and cell phone/emaﬂ

Work with the agency bringing the prospect to town. But if this is the real deal, offer to fly
them in and out by helicopter (assuming the prospect would like to do so). This provides
a great aerial view of the communlty and mlnlmlzes the dlstance off the expressway
issue.

Put a news embargo in place. Tell the press that you don't want their next story to be
about how you lost the deal because they leaked the story.

Work as a team - all of us are a lot smarter than any one of us. Make sure everyone
knows their role.

Relax and have fun! This is a great opportunity to learn.

The community visit

1.
2.

7.
8.
9

10.
11.

Pray for good sunny weather but have umbrelias and foul weather gear on hand for them
and you.

Be on time and prepared. Ask the prospect handler to give you a call when they are on
their way. Prospect tolirs often run behind schedule.

Hold an orientation meeting with a map and, if pOSSIbIe aerial picture to show them what
they will be seeing. Make adjustments as needed in the tour to include the places in
which they show the most interest.

If possible, hold a teleconference call with the governor to tell them they are wanted and
needed.

Give them a briefing book including itinerary, local contact info, map, community fact
book, CD- presentatron etc. Offer to ship it home for them’ since they ‘may be visiting
several communities and not want to lug it home. Put as much as possible on a CD or
DVD for them to take back. Give them a copy of the community history DVD.

Have a dlgltal camera along and take prctures at their request to be emailed to themn
promptly after their visit, ,

Call ahead to let people know you are on your way

Pace yourself and use a tag-team approach so that you stay fresh and alert.

Have the site/building information available in print and electronic form (CD or ideally on
a Memory Stick — more high tech).

Give them a memorable gift (not too heavy or offer ship it home for them).

Thank them for taking the time tfo visit.

After the Visit

1.

RN

‘Send a hand-written thank-you rote fo both the agency that brought you the prospect and

the company representatwe for taking the time to visit. Email is fine but a hand written
note is rare these days. You want to be remembered.

Promptly follow up with any additional information they request

Create a password protected section of your website containing all the information they
have been given. This way, the prospect can share the mtormatron with others in the
company when he returns,

De-brief the team and take notes for improvements for next tlme Ask the agency that
brought the prospect to participate.

Be ready for the next visit — theirs or someone else s. It could happen tomorrow.



1. Industrial Site Information

IName of Site

ize of Total Sife .

JLocation of site relative to the Clty proper
{ Existing Building Information
Total square footage

I Office

Manufacturing

Warehouse

Ceiling height

Dock doors

Truck doors

" Craneand tonnage, if apphcable

" Heating

Alr condifioning

Column space

Previous use

‘Name

“Current Address

‘Phone Number

Fax Number

Elevation range of site

General topography of site [JLevel [] Gently Rolling [ ] Rolhng
{1s slte within corporate city limits? [lYes [JNo
1is slte subject to annexation? ClYes [JNo

Is site subject to flooding? [JYes [INo

__Established 100 year flood level elevation at site

East

‘West

North

‘South

Previous land use

; Has an envnronmenfal audit of th

Highway

Railroad

IPresent zoning

Applicable protective covenants andlor Zoning regulation

Type of soil and typical bearing ration

Sewer size and provider

Electric power source and power specs

Natural gas source and service line size and

Refuse collec’ﬂon

Police protection

fire protection

Fire insurance class ratmg at snte
Buliding cost ™ :

‘operty cosis: asking price per acre




« Slfe Location Profile

County

Ten year growth rate city

Ten year growth rate county
earest metropolitan areas -
nicipal Information:
Government form for City

Government form for County

Full time policemen for City / County

Fire insurance class rating for inside and outside city

Plannlnwforcements

Zoning enforcements :
ommiunity.suppe

Medical

Hospitals

Local health maintenance organizations

Agencies which prowde 24-hour emergency medical mobile services

Clinics®

Physicians

Dentists

Churches

Country clubs

Parks

Hotels and motels’

Restairants for formal dining

Public libraries
nancial institition:

Number of banks
City bond rating
County bond rating

Liéeh' ed child care centers :

Public systems-name, accreditation, current statistics, national standardized {est results
Private schools

Local or area vocational tech school info
Area unlversitles or-colleges

HiqhwayS' interstates and US highways : ‘
Airport service, runway length, nearest commermal service
Motor fre ght carriers

Telephone“serwce
TV stations

Radio stations
Newspapers

New homes
Apartments

Unemployment rate
Average drawing radius for labor




Local tax rates lmposed

_Sales tax rate Imposed

) Electﬁc local suppliers

_Sewage treatment, capacity

Water Sup l / Info

Averaqe ram

Average snowfall

Temperatures

Direct prevailing winds

_Local elevation range

 Wiscellaneous information -
fList of major Service related employers in area

Local union associations

Major manufacturing/distribution operations

AManufacturing/distributing closings

_,Areaa proved landf iIs-non hazardous and h

Employee selectuon/ﬁralnmg ]

Financial options

Special inducements

3. Project Costs for Specific items

Pro;ected annual taxes based on facility and site
__Projected | taxes based on production equipment

" qus

Unskilled )

Packers and assemblers

Skilled

) Mm;mum percentage of base wages

Maximum percentage of base wages

Area average % of base wages

Avallabmty of space in X size range

Estimated Triple net Rate Range
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by Jerry W. Szatan’

Companies contacting communities {0 evaluate them as
potential locations for a new investment present an exciting
potential payoff to a:community’s economic development
effort. Site selection typically is a process of elimination,
however, and communities that are unable to respond

in an effective .and timely -manner will be left behind in’

favor of their better-prepared competitors. The purpose
of this report is to help communities ‘meet the challenge
by providing insights into the site ‘selection process and
the needs and practices of site selection consultants
and to review common questions asked by prospective
businesses orsite selectors about rural areas.

The term -“rural areas™ in this report- refers io both
unincorporated -areas and small cities—everything other
than metropolitan statistical areas (MSAs)-—though much
of this.information could-apply to smaller MSAs, especially
those that are lsolated from Iarger urban agglomeratlons

Before turning 1o some speclffc ques’nons asked by site
selectors, it might be useful o emphasize a few points about
the -broader ‘economic developrent contexi. Attracting
a corporate facility to your community, while offerirg the
excitement of a:ribbon cutting, s ‘only part of a broad
economic development strategy that most often includes
business retention, entrepreneurship; the promotion of
agricultural -or historical fourism, commumnity’ development
as a regional retail or service center, and-other goals.

Retaining and supporting-existing businesses typically has
greater-economic impact for most communities. Cornmonly

quoted estimates suggest that 80-85 percent of job
growth comes from the expansion of existing industries.
A retention program provides an opporiunity 1o build
relationships with existing business ‘and to understand
your community's strengths and weaknesses from their
point of view. Retention also supports external marketing:
Expansion announcements are powerful marketmg tools.
Companies ‘locate in an area’ based on promises and
expectations. They expand based on experience. Satisfied
local businesses will be your best salespeaple durmg site
visits by companies considering the area for new facilities.

The site selection inquiry may come to'the community from
the company directly, through & representative such as a
site selection consultant, or through an intermediary such
as the state development office or a regional utility. Usually
when the commumty receives a call from a site selection
consultant it may be among ten to fifteen, or fewer,
semifinalists or it may be ‘among three or four finalists fora
site visit. The nature of the ques’nons differs depending on
whether the community is being evaluated as & semifinalist
or as a finalist; typically, the number of guestions and level
of detall increases for the fmallsis For example at the
semifinalist level, the request may for competltlve wage
levels for an occupation; at the finalist level, the request
may ‘be for introductions to several’ employers to talk
in detail about wages and hiring. Given that many rural
communities may not have had direct experience with a
site selection inquiry, a review of questions communities
often ask about the operating practices of site selection
consuitants will provide a useful contexi.

! The author is founder of Chicage-based Szatan & Associates, and has more than twenty years of experience in corporate site
selection and economic development consulting nationally and internationally. He can be reached at {312) 440-9070 or jszatan@aol.com.



Know yourself; do an analysis of community and regional
assets. Site selection information needs will vary by project:
Manufacturers will ask different questions than back office
operations; forelgn -owned companies may ask questions
about topics, such as nearby cultural/language schools,
that domestic companies do not. Thete are common toplcs
that recur in almost every search, however, These include

questions about labor availability and quality, local wages,

available sites and buildings, major employers, utility
capacity, iransportation services, taxes and incentives,
recent economic development news and plans, quality
of life factors, and other operating cost and conditions. 1t
is beyond the scope of this report to list all the common
site selection factors; one source for more information
is the database prolect of the International Economic
Development Councif* (2004; also see DCEO 2004).2

Communmes that ‘wait to collect data about themselves
until an inquiry is received may | discover that they do not
have enough time to assemble the required information.
Having up-to- date and accurate information is critical, but
there typically is a trade-off in maintaining a comprehensuve
database for the wide variety of questions you may be
asked and keeping it up 1o date. Creating and maintaining
a large database can be very time-consuming. Target
industries could help focus your database efforts.

If we can’t prepare for all possible guestions, what do
we do when we are asked about somethlng we have
not prepared for? Know your allies and where to turn for
specific types of information that different orgamzatlons
may maintain. These include state agencies for fabor, {ax,
and regulatory questions; as well as ulilities, universities,
railroads, regional development groups and others.
Relatlonshlps with local employers_are crucial. A critical
step in evaluating finalist communities is talking to local
employers about their experiences in finding labor, sourcing
business services, and working with local government.

How fast do you typically need the information? This
varies by project, but a good rule of thumb is one week,
though it could be two or three days Project deadiines
are shorter today; companies demand two to three weeks’
response time for a site selection step for which they

allowed two to three ‘months ten years ago. Improved
communication technology, especially the internet, has
speeded up the ability to conduct site selection research
and has raised client expectations for delivery speed. This
reinforces the point that you-can't wait until you get the call

1o know the basics about your community.

What do we do If we can get most of the information by
the requesied deadline, but need anocther day or two
for one item? Send what you have by the deadline and
explain your plan to get the missing data and when you will
have it. Responding to deadlines is: crucial: don't miss a
deadline for one missing item. Not responding in time when
there are competing communities with similar assets who
can respond by the deadline may-cause your community
to be eliminated. Site selection consultants have to meet
client deadlines and that determines the deadline you are
given. When you discuss the information request with the
consultant or the .company, ask about project timetables
and be clear on deadline-expectaﬁons. .

There is more to my community than covered in the
questions asked. Should my community communicate
this information? Consultant requests for information
typically are focused and structured based on a prioritized
list of factors for the site search. Since time is usually short,
answers to.these questions must be provided as quickly as
possible; even though there may be other community assets
that might be useful for the consultant to understand. Most
site inquiries will be narrowly focused—especially at the
semifinalist stage when a community is still being qualified
for the presence .of a particular business.asset or service,
Communities that provide extraneous information, hoping
that if they “throw it out, maybe it will stick” ofien make
finding the required answers difficult. Be sure to answer
the guestions asked; then place additional information in
an appendix. This makes it easy for the consultant to find
answers to the questions that are asked and gives you an
opportunity-to showecase your.community.

It would help if we knew the company’s name. Why all
the secrecy? Companies value confidentiality because
it gives them control over the site search process and it
helps prevent the rise and spread of rumors that would

"This website contains a discussion of the program to develop consistent economic development databases and &
downiozdable spreadsheet with the data elements. It also is a good source for information on economic development practices,

trends, and resources.

2DCEOQ hes developed a database website and template for communities to create an IEDC consistent database, Other

states have similar efforts.



harm morale among their workforce. Site searches often
are feasibility studies and, therefore, no action may resuit.
Rumors that a company is looking for a new site, even if
this is for an expansion that will not affect employment in
_any existing facility, easily can become rumors of potential
facility shutdowns.

Communities may try to guess a company’s identity and
sometimes succeed. Be warned -that your community
must -be discrete and respect the company’s désire for
confidentiality. 1t is not uncommon:fora company to drop a
communitybecauseitsidentity wasrevealedinappropriately.
If companies want you to know who they are, they will fell
you at the appropriate step in the process.

How important are incentives? To the exieni that
incentives are predictable in dollar terms, they are part
of the total .financial analysis with other items such as
electricity or labor costs. In other instances, incentives
may be tie-breakers among equal or near equal finalists

offering similar long-term advantages. Companies are

definitely more aware of incentives today, and they seem
to be growing more prominent. Know the incentives that
are available in your community from local, state, or
other sources. From a community point of view, look at
the benefits the new facility promises in terms of payroll,
investment, and taxes and decide if the economic impact
offers the appropriate payoff for the proposed incentive
offering. Companies should be able 1o tell you what they
plan fo add to the economy of an-area. If a company

calls and asks only about incentives,  be sure that you
understand the potential return to the comimiunity before
making a commitment (Gambale 2003°).

How subjective is site selection? Objectivity and
subjectivity both play a role in site selection and their
relative importance may change as the site search narrows.
If & company starts with a large number of candidate
communities, by the time the finalist stage is reached,
unless the search criteria are unusual, the communities
will be very similar on most factors-that can be measured.
When the company visits ‘@ community at this point,
subjective factors may 'make the difference. Company
representatives may like or dislike a community because
of its appearance, because of some incident on the visit,
or because it reminds them of -another community where
they had a good or bad ‘experience. If the communities
are objectively similar, then this miay be the appropriate
place for subjectivity to ‘influence -a choice among the
communities vying for the company.

Any other advice for responding to inguiries? Present a
unified front when dealing with site selectors. Companies or
consultants likely will be looking at a broader region around
a community. Perceivedidistrust or-feuding creates concern;
the company ‘may wonder what will happen if they locate
their facility in your community and the company needs
regional cooperation to address some unforeseen need.
Having a single point of contact to arrange community fours
offers speed, efficiency, and accountability for foliow-up.

Definitely. From a site selecior’s perspective, the general
concerns with rural areas are about availabiiity or capacity
of labor, infrastruciure, suppliers or business services from
a production standpoint, and guality of life for potential
corporate transferees. While the epecific resources and
business services differ from company {c company—a
manufacturermay ask about tool and die shops and highway
access, while a customer contact center will ask abous
customer service laboravalilability- and telecommunications
services—general categories of quéstions that most site
inguiries will include are ‘discussed below.

Is there enough labor? Where will we find workers? This

almost always is a critical question. Some manufacturers
may plan to pay well and expect o attract workers easily

and, thus, may be less concerned, but they will siill ask.
Labor availability, quality, and cost are the most important
auestions for back office facilities ‘and ‘other labor-driven
operations. it is a greater concern for larger employers and
those who will be hiring rapidly ‘or when specialized skills
and seasonal or unpredictable hiring spikes are expected.

Communities ‘can iake several steps to address this
guestion. One of the most imporiant is fo understand and
emphasize the broader regional commuting patterns often
found in fural areas; workers usually commute farther and
longer than in more urban areas. Companies coming from
urban orsuburban environmenis typically expect most of
the hourly workforce to.commute no more than 30 minutes
which transiates into ien to 15 miles or less, depending on

sGambale (2003) reports on a survey of Arez Developments’ readers’ p|ans for new famhhes and their ratings of the

lmpartance of different factors in site selection,



congestion and alternative employment opportunities. In
less congested rural areas, 30 miles can often be covered
in 30 minutes. Moreover, in areas with fewer employment
opportunities, longer commutes, 45 minutes or an hour or
more, may be acceptable. In sum, potential workers often
come from a much wider area than more urban companies
expect. There may be untapped sources of labor such as
members of farm families willing to moonlight for exira
income-or health benefits. Your challenge is to understand
and document these patterns so that you use the data to
persuade potential employers. Another step is to develop
programs, often with the help of state employment agencies,
1o help employers with initial hiring and recruiting.

Where will we find skilled labor? Even if labor availability
in generalis good, a company often wiilbe concerned about
the specific skills it needs for its -operation. The advice fo
emphasize the regional labor force still applies. Developing
strong training capabilities, even at the regional level,
cannot be overemphasized. Much of the workforce in rural
areas may have mechanical skills learned in agriculiure
that provide. a .sound base that can be augmented with
training if they are not directly applicable to the new facility.
Training- capacity is heeded not only for initial staffing but
for ongoing training of hew hires, hopefully stemming from
expansions, and for retraining of existing staff as business
needs-change.

In many areas of the country, the community college
system has taken leadership of both ongoing career
training and customized iraining for  specific. employers.
Know your area’s training capabilities.(i.e., make friends

with the community college). Also, be aware .of applicable.

state incentive programs and build capabilities to support
your economic development goals. Nissan Motors located
a new auto assembly facility in Canton, Mississippi, where
there was no auto assembly history, in part because the
state prov:ded substantial training incentives, including
building two training facilities and subsidizing other training
activities (Canup 2004; Kanengiser 2003).

Are sites or buildingks availablé? Companies conducting
a site search often wani an available building, and if
there are .no buildings, then sites which are available and

ready io bulld on are usually needed. Ironically, though an.

available building may be necessary to keep acommunity in
consideration, companies often construct their own facility

if the. communlty meets their other needs. An available.

building. sometimes is like the ante .in a poker game; it
aliows the community to stay in contention and provides
the opportunity to present its other operating assets. Many
communities have built speculative buildings to attract
potential tenants. Another tactic is to identify buildings
that can be converted from their original use to a new use;

the most common examples of these are former retail
buildings being converted to back office facilities. Know
your potential sites and characteristics such as ownership,
for sale status, and whether they are served by utilities or
how long it might take to extend necessary utility services
and who would pay for the exiension.

In some parts of the country, rural communities have joined
forces 1o develop regional business-parks offering higher-
quality business -environments with up-to-date telecom-
munications, more extensive landscaping, -architectural
standards, and other amenities. 1n Maine, 24 communities
jointly developed FirstPark (2004), which enabled:formal
sharing of park costs and revenues. As one person involved
in a similar project being planned in'North Carolina stated,
“It will give ourfive-country area a marketable product that
none of us can afford to create alone” (IEDGC 2Q03).

What:can we do if we don’t have sewer capacity or
other infrastructure? This is often a knock-out factor in a
site search, and there likely is not much you can do in the
short run. If a company needs five million gallons a day of
sewage treatment capacity and the-community cannot offer
it, then the community will be eliminated. Even so, there
may be cases where there are options or opportunities to
build -over the long run. Rochelle, Hllinois, built a short-line
railroad .over several years to connect its industrial area
o both Union Pacific and Burlington Northern rail lines,
offering potential companies competitive rail shipping rates
(Szatan 2003). -

What if we are not.on the interstate highway system?
Again, this will ‘be "a knock-out factor in some site
selections. Often, companies will want sites that are within
a predetermined maximum distance from an interstate.
In other cases, though, there- may be an opportunity to
emphasize compensating advantages. Sites away from the
interstate likely will cost less than sites on the interstate,
and the land cost savings may offset the cost of extra gas
and driving {ime, as.may advantages such as betier utility
services or a less expensive and more stable labor force
or other factors. Some states provide greater incentives or
make it-easier o obtain incentives in rural areas through
criteria such as lower qualifying wage thresholds. Amazon,
com built its eastern distribution center in Campbellsville,
Kentucky, about 35-40 milesfromthetwonearestinterstates
because it had an available building and workforce going
for it (Fishman 2000; Sheilly 2004). Do you have a good
four-lane -or even iwo-lane road that'can be upgraded if
necessary?

A neighboring communily has an intermodal freight
facility or a UPS hub; we do hot. How can we compete?
Consider these regional assets. Admitledly those



companies that mosi value proximity to such facilities will
tend to locate in the community or its next-door neighbor;
however, other companies may be satisfied to locate
somewhere nearby. According to economic development
representatives for The Burlington Northern Santa Fe
Railway, their new intermodal facility in Elwood, lllinois,
will benefit companies and ‘communities 50-100 miles
away and perhaps farther depending on company freight
patierns and road networks (Szatan 2003).

Can we transfer employees here? Where will their
professional spouses work? What are your health
services and cultural attractions? This may not be an

issue for some who have grown up in rural areas and seek
to return to a lifestyle they know and prefer. For persons not
familiar with rural living, they will want to know how long it
will take to reach services, recreation, and other amenities.
Is there a larger community within an hour's drive that
could offer a greater variety of employment opportunities?
Is a larger hospital with more services available within an
easy commuie? Is there a university nearby that provides
cultural opportunities? Remember, it is not uncommon 1o
travel an hour ‘or more in major metropolitan ‘areas a few
times a year to attend cuitural events. Your community may
be equally accessible, but you need to know.

Regional efforts are especially important in rural areas.
The combination of being small and possibly little known
ouiside the immediate area and having limited resources
for marketing makes a compelling case for regional
marketing efforts. Executives in Chicago will not be familiar
with many, probably most, communities in southern llinois;
and executives in New York likely will know even fewer.
Examples of rural areas organizing a regional marketing
effort are increasingly common. For example, regional
efforts have been organized along geographical lines—
North Carolina has divided the entire state into regional
county groups; others have focused on a stretch of highway,
seacoast, or river; and others have made alliances of
neighboring communities. The public-private 1-39 Logistics
Corridor (2004) in lllinois, which stretches more than 150
miles from Beloit, Wisconsin, to Bloomington, lliincis, was

formed to market the area and io take advantage of new
intermodal freight facilities.

The questions reviewed above are common in most site
selection inquiries in rural communities, but they are not
a comprehensive list; that is something that may not be
possible to compile. Site selection inguiries will arrive
unexpeciedly, and questions may be asked that the
community has not anticipated. This report has attempted
to help rural communities successfully respond o site
selection inquiries by providing some insight into the
site selection process and reviewing common guestions
that site selectors will ask. To better prepare themselves,
communities should understand their assets, know where
to turn for help with unexpected information requests, and
take a regional approach to identifying assets.
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low to
‘Recruit

New Manufacturing*

Roberi L. Kospke, C.E.D., FM, HLM
Steven R. Warren

INTRODUCTION

life in their area is the reason why
citizens of an area become and
remaininvolved in economicdevelopment.
This critical but elusive quality of life sub-
stantially is a result of the area’s economic
base, as measured by the area’s tax and job
bases, o

The economic base of any area, in turn,
results from investment or reinvestment. it
is investment and reinvestment of capital
which produces the taxbase and the jobs. In
the American economy, most of these cru-
cial investment dollars comie from the pri-
_vatc sector.

1()na unpor’cant source of this essential

“rate sector investment is from manufac--

firms that are new to-an area.
ording to the Illinois State Chamber

of  .merce, 100 newmanufacturing jobs
ir.  comrtiunity can have a substantial
impact on an‘area. Forexample, these new
jobs can produce 315 additional related
jobs, $12 million more in personal income
peryear, and $5,000,000 in additional bank
deposits.

Given this imipact, it is not surpnsmg
thatmanufacturing mvestment issoughtby
people in any area.

THE CHALLENGE OF RECRUITING
NEW MANUFACTURING
INVESTMENT

Recruiting new manunfacturing invest-
ment, however, is a very competitive busi-
ness. There are reported to be in excess of
10,000 economic development organiza-
tions in the United States, all competing for

“ The contributmns of Greg Nisman and Robert

Treatlo the conlent of this articls and the support -

of linots Power are gralefully acknowledged.

\ he desire to lmpmve the quality of '

one or more of the Just 200 major locatxon
decisions made each year. :

To improve the chdnces of standing out
—of winning the investment “race” — the
leaders of an area must approach their job
of stimulating private sector investment as
-a sales function, treating the potential in-
vestor as a clienit and the area as the prod-
uct,

1t has been said that the people who are
successful in economic development are
locally sensitive yet investor client driven.
The challenges to the area’s leadership are
to develop and implement a recruitment
strategy based on matching the area’s de-

. sires and abilities with the investor’s needs

and interests.

THE FIRM'S NEEDS
AND INTERESTS

A firm Jooking to invest in a new manu-

facturing facility has one thing — profita-
" bility ~— upper most in its business mind.
The management of such businesses have

to go before their board of directors regu-
larly and report £0 them how the firm is
doing, Certainly the board wants to know

about recent sales and costs, butultimately
“they are interested in how much money the

firm made and may make in the future.

Managementis always asked “whatare the
. pl'OﬁtS?" .

Profit, of course, is determined by reve-
nues and costs; Basy access fo current or
potential new customers can affecta firm’s
revenues and is-often a.significant plant
location consideration.

Costs, of course, are & major concexn of
any business and dominate most locational
decisions, It is essential for local citizens
involved in economic'development o réal-
ize that businesses measure nearly every-

thing in money. terms, Businesses must’

know in detail the costs, revenues and e~
sulting profitability ‘of doing business in
any location, especially when they aré in

the plant site selection process, They must
have current and accurate data to use in
making théir investment decisions,

The investment decision makers in the
firms are vitally concemned with tangibles,
They pay particular attention to an area's
track record in working with other busi-
nesses. No manager-can afford to put his
company st risk by betling on an ares’s
hopes and promises,

Hence, local leaders. must know what
the area has that the business firm needs.
Capabilities must be documented, In any
business, before salespeople call on & pro-

- spectivenew account, they know their pmd

uct inside and out. Sellmg an &rea is no
different.

It is paramount for local cmzens to think
and act like business people. Citizens must
beready to respond to a piospective inves-
tor's business inquiries accurataly, com-
pletely, and rapidly.

THE PROCESS OF
RECRUITING MANUFACTURING

In order to improve their chances of
being successful in the recruitment of new
manufacturing, there are three sequential
steps the citizens in an area should follow.
These steps arer 1) creating the product
(area) for investment, [preparing] 2) corna-
municating the product’s (area's) capabili-
ties to targeted potential investors {pros-
pecting] and, 3) facilitating the decision
making activities of those investors who
have expressed an interest in the-product
(area) [prospect handling],

Becoming Prepared

Once the leaders of an area understand
whatmotivates an investor, theireconomi¢
development need becomes to position
themselves to respond to the business prod-
uct and information needs of the potenual
investor,

The Product ) :
The area must be in a position to meet
the business needs of the firm. This means
having in place such manufacturing re-
quirements as the appropriate fransporta-
tion network, facilities (land and/or build-
ings) with adequate services, and the nec-
essary labor. Tf thess requirements do not
exist in the area, the only logical response
of the economic development leadershlp of
an area is o create them forat least being

position to do so]
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Data
Data that address the cost of doing busi-

ness and document the nature of the “prod- -

uct” in the area must be obtained, put in a
usable form, and kept current. An area’s
data bank should include information on
the availability, quality, and costs of labor,
transportation, public services, (such as
water, sewerage, and fire and police pro-
tection), and energy services — (electricity
and natural gas). Community leaders must
also be familiar with available industrial
properties—land and buildings. They must
know where they are, how much they cost
and their quality, '

Finally, the leaders must know what -

incentive programsare available, especially
locally, -

Some nonbusiness information should

be in the data bank as well, such as recrea-
tional activities and educational programs.

" Obviously a great deal of information
must be collected. It must be current and
accurate and kept that way. This is not a
simple’ job. It requires a committed Jocal
leadership.

Presentation of Data

The next challengé in preparation is to
decide how data should be presented to the
poténtial investor client to document the
capabilities of an area. . '

A variety of formats are available; they
include: (1) a profile (that summarizes the
information on the location); (2) a fact
book (which provides back-up detail); €))
industrial site and building brochures; (4)
labor statistics; (5) & multi-color brochure
portraying the quality of life in the area; and
(6) finally and least important, a video tape
that gives visual information about the lo-
cation. ' :

Inpreparing Mo@ation inany of these -

formats, it is useful to keep in mind that the
firm's first need is quality information.
Hlustrations, while not irrelevant, are of
secondary importance. Illustrations can
make good.information clearer, but they’
camnot make poor data good.

Throughout this entire effort, the Jocal

leadership must think and be creative be-
cause each client is different. Leaders can-
not afford fo make a purely mechanical
response. Needs of prospective clients cer-
tainly must be anticipated, but unfortu-
nately, no one can anticipate all the needs.
of 2 specific manufacturing investor. The

local economic development leadership

must be prepared to be as innovative as

netessary and mentally ready to create spe- -

cial responses to meet special needs.

The leaders who are in 2 position to
respond to s basic business request have
done their homework,- They have made
their location more competitive in the busi-
ness of economic development through their
anticipation of the product and information
needs of potential new investors.

The Organization

But one substantial requirement has not
been addressed yet, namely who will col-
lect all the prerequisite information, put it
in the appropriate format, keep it accurate
and up to date and présent it to investors?

The answer, of course, is the leadership
of the area through a local economic devel-
opment organization. This organization will
have the responsibility to assure that what
is being done is consistent with the wants
and desires of the people of the area as a
whole. The economic development organi-
zation will also be the group that actually
solicits and works with potential investors.
The organization is a key component of an
economic development program, for the
jobofeconomic developmentistoo bigand
too important for one person ¢r just & small
handful of people in the area. Rather, it is
most successful when it is the effort of a
broad-based team composed of local people
who have an interest and capability in eco-
nomic development, ”

The organization may consider hiring
an economic development professional to
implement their program. This decision

_should be based on the sophistication of the

program and the-availability of funding. If
its impractical to hire a professional, the
economic development organization of
course will rieed to utilize commiftées to

Jimplenient various aspects of the program.

With an operational organizationinplace
and with the necessary data about the prod-
uct collected and putinto a useful form, the

local leaders are well on their way to being

“prepared” for economic development.

- The-evidence is clear that the prepared
area has the best chance of success in the
highly competitive business of economic
development. | E

Generating Investor Interest -

The second step-in an economic devel-

opment recruitment program is generating
prospective dnvestors, = -

Thiere are two different ways in which

potential invéstor clients may approsch an

area, Some clients will contact the local -
“organizafion directly, without any solicita-

tion effort on the part of the local leader-

ship. Other clients result from aresponse to

an outreach activity by the local group or

other organizations. ‘
Because it does not have to wait for t,

client to come to it, the well prepared or-

‘ganization has a major advantage in pros-

pect development. Its leaders are able to
take the message of its area’s capabilities to
prospective investor clients.

To generate prospects, a local économic
development organization may contact in-
vestor firms directly or it may be referred to

. prospective clients. The leadership of an

organization can use both of these ap-
proaches, along with responding to unso-
licited inquiries, -

Referral Organizations.
As Client Sources

Referrals generally come fromeconomic
development organizations that have an
interest in the welfare of the ares, such as
the state economic development depart-
ment, utilities, and railroads that serve the

location. These potentially supporting or-

ganizations are commonly called “allies”.
Referrals can also come from consuli-
ing firms retained by the investor. This
group includes plant location consultants,
along with realtors, especially industrial
realtors, ‘ o '
The local economic development or-:
ganization may choose to concentrate ti, *
eneigies oninforming these referral groups
of the business capabilities of the area and
keeping such people informed. After all,

'they come into contict with more prospec-
tive'clients than the local economic devel-

opment organization ever will,
Referral groups can also be cultivated
relatively inexpensively. The number of
ally and consultant groups is very finite and
the names of the key contacts in each are
available. Often, moreover, they afe com-
monly nota great distance away.aridthereby -
travel is affordable. T
Positive. relationships with réferral
groups, especially allies, also can be very
beneficial to the local ares, in that they can
be of significant suppost in providing de-
tails of services to the area’s prospect,
There will be times — perhaps frequently
—when the local leaders will nead thehelp
of the knowledgeable people in its referral
network, : :
But a ote of caution is in order. If the
localleadership wishes to maintsin a work-
ing relationship with this source of poten-
tial investors, such leaders must work with
thereferral group inaprofessional manner.
The referral group, by bringing a prospect,
to the ares, hias put ifs reputation on the line.!
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They in effect have told the client that the
- *ion has the capability to meet their

The area’s leadership cannat afford
o :referral group down,

Dir¢  ‘eneration

F scts can also be generated directly
sy thelocal organization itself. This is done
1 one of two ways or a mixture of the two.

One is to make the capabilities of the
wea known {o industries in general. For
sxample, the local economic organization
nay place an ad in a general economic
jevelopment publication.

The second approach is to focus on a
ielect number of industries and associated
irms, with the first step being the creation
»f & list of those industries whose probable
1eeds match the area’s interests and capa-
silities.

After the target industries have been
dentified, the local economic development
srganization must produce from this initial
icreening a more detailed list of targeted
ndustries. Next it must identify specific
firms within the industry group(s) to solicit
ctively.

Finally, decisions have to be made about
10w to contact the management of the
argeted firms.

“The aliemative communication proce-
‘s are: 1) to promote the areain industry
3 magazines, 2) to mail prepared

Ma 1g materials directly to the identi-
fie( nagement, 3) fo exhibit at trade
sho nd 4. to use telemarketing.

L. .interest is expressed by a particu-

lar firm, local leaders should look for op- .

portunities to visit the firm's office to pres-
ent the area’s capabilities directly to the
management or encourage the management
of the firm to visit the local area.

An Expensive Undertaking

The economic development leadership
of an area needs to recognize that most
outreach activities are usually relatively
expensive and, if conducted properly, are
very time consuming. Prospecting for new
business is sieither cheap nor simple.

One way for a single location to reduce
the cost of recruiting new business is to
band together with others and, as a group of
towns or a region, solicit targeted indus-
tries and firms.

Facilitating The Investment Process
I'nitial Response
If the people in the area have done their
"‘tgewdrk and are lucky, & business per-
% ally, or consultant/reaitor will contact

the economic development organization
wanting investment information. What
should the people in the organization do?

First, they need to continue to think in
business-like terms from the vantage point
of the investor, It is vital that the local
Jeadership realize that their objective is to
stay on the client’s list of possible locations
by addressing and responding to the con-
tact’s requests.

This third step in the recruiting of manu-
facturing process is often called “prospect
servicing or prospect handling”.

In preparing the community’s initial
response, the leaders need to determine as
much as possible what the client wants.
This will enable the leaders’ to respond
accurately and thoroughly to the prospect’s
needs. Ask how one can help. Listen!

Then the information that the client de-
sires should be sent in the agreed-upon
timeframe. At a minimum, a follow-up
letter should be sent summarizing what is
available and what will be done, and when.

After the initial response package has
been sent, a telephone call follow up should
confirm that the material arrived. Deter-
mine if the information sent was what was
desired. .

Finally state one's willingness to pro-
vide additional help as needed and deter-
mine when would be the best time for
follow-up again. In the process, look for
opportunities to have the client visit the

local area.

On-Sife Investigation

If the leadership is very fortunate, the
client will eventually state a desire to make
a business trip to the area. Leaders should
treat this request in the same businesslike
manner as they did the previous ones. Re-
member that the client is coming to confirm
the information on the business product he
or she has been supplied and to learn more.

" The bad newsis that the client is also
continuing to try to find something that will
eliminate the area, By this time, the pros-
pectis alsoevaluating otherlocations. They
have typically narrowed down a large num-
ber of locations from early in the process to
a select a few to study in depth. Their job,
at this point, is to select the best one, by
eliminating the others.

The client is of course in the area to see
the location. But before the business tour
begins, the local leadership must confirm
what the client wants to see and do. They
also must confirm the amount of conﬁdpn»
tiality the client wants. The leaders should

not make assumptions — they should ask!

The responsibility of the leadership of
the local economic development organiza.
tion is to keep the visit on a business level
by showing the client only what he/she
wants to see and by keeping the local host
group small, but composed of people who
can make the necessary commitments and
who can answer gquestions.

It is wise to keep the business trip low
key. This means no press, no flashy meals
at the country club, no banners, no press
conferences. Maintain confidentiality al-
ways! A location can be eliminated solely
onifs inability to keep the company’s name

and intentions out of the newspapers and

local gossip.

The leaders need to follow up as before
with answers to the new questionsraised by
the client.

Closing The Deal

If the local leaders have created and
documented a competitive “produet”™ and
are extremely lucky, the negotiations may
proceed to the deal closing stage.

SUMMARY

Recruiting new manufacturing invest-
ment offers a potential way for any area to
affect positively its quality of life.

Local leaders who choose this course,
however, must recognize that a well devel-
oped economic development program is
required, as is a significant commitmient of
the area’s leadership resources and, de-
pending on the activities chosen, a substan-
tial commitment of financial resources as
well.

They should also realize that a three step
sequential process is available to increase
the area’s chance of attracting new invest-
ment, :

Step one is preparing the area. There is
homework to do and it must be done. The
area — the product — must be known and
its capabilities documented and even -
proved. The people of the area need to
know whether or not they. can compete
competitively in the business of recroiting
new manifacturing investment.

Step two is generating prospects. A real-
istic program to reach prospective inves-
torsmust be created and implemented. This
includes cost effective allocation of avail-
able Jocal money, people and time.

Step three is handling or servicing the
client. Local leaders must function as pro-
fessional sales people, which means be-
coming knowledgeable about how to relate
to 8 prospective investor.

207



Although utilizing this or any process or
procedure does not assure the desired re-
sults, by following these three steps, the
leaders of an area are doing what they can
to increase their area’s chances of success.

No location can expect to win them all,

Attracting new industries is very competi-

tive and successes are hard to come by,
Expectations should notbe set too high and
instant results should not be anticipated,

The ereation and implementation of &
realistic plan, based on the principles that .-
have been described, however, will cer-
tainly make success more likely.

C

/" T
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The Industrial Prospect”

L Martin Orr, C.1LD,

INTRODUCTION

rom shan'ng information with a

“suspect” to negotiating with 'a
“live prospect,” the interview, asa
ommumca&on process, | isthe basis for our
ssults as economic developers The inter-
iew is the first step in turning an ayailable
vilding or site into a new facility wnh jobs
3 your cominunity.

In actuality, no two mtervxews will be
1e same. Individual ecohomic developers
ave theirown styles. Individual local com-

wnities base their interviews to some de-

ree on their strengths (which prospects
'ill likely know in advance). Every pros-
ect representative has his own individual
pproach. This dxverSLty provides a.-great
Nllenge and is a' reason for economic
Hopers to operate in' a professxonal

N ospectrepresentative cancomein
i s - and fonms. Some will be com-
any cials or officers. Some may be
aff , sonnel (such as engineer, real es-
e manager, marketing representative)

ssigned the task of fmdmg a location for .

te new facility. Or, in nimerous cases, a
ansultant will be employed to do the inj-
el investigation and screenmg ‘On the
her hand, your community may be repre-
mted by 2 professional economic devel-
3. In quite a few instances, however,
cal volunteer Jeaders will be performing
i the community representatives.
The purpose of this “interview primer”
to emphasize the importance of the inter-
ew process. Regardless of individual ; Bp-
vaches, the basic elements in preparmg
rand conducting an interview are consis-
nt. Properly conducted, the initial inter-
ew with ‘a “suspect” will often lead to
stailed discussions with a live prospect.
o that reason, each inferview must be

orough. A complete interview will in--

ude: LISTENING to the prospect’s re-
lmements and desirés; TALKING bothto

answer the prospect’s questions and to sell
your ‘product and community; and
WATCHING to be aware -of facial ‘and
other reactions which mayindicate the need
for further information, ©

The “HOW TO" theme of this publica-

tion is ‘designed to assist the economic -

developer to prepare for and to conduct a
successful prospect interview. For either
an existing business expansion prospect or
a new business facility location prospect,
you are representing your comsaunity.

PREPARING FOR
THE INTERVIEW

Knowing Your Product.

_As the professional economic devel-
oper or the committed volunteer represent-
ing the community, the prospect expects
you to know a broad range of details about

“your commaunity. Thus, you are respon-

sible for accumulating quantitative infor-
mation about your commuruty, your sites
‘and buildings, and your services. Theprod-

wuctalso includes those qualitative attributes

that you and your commumty are proud of

-and can sell'to others.

Although developmgamoroughknowl-
edge of your product at first appears to be
an ominous task, 2 good economic devel-
oper leamns to utilize Jocal and state re-
sources. For information not easily main-
tained in your organizational files, being

- familiar with and having access to others

becomes important, Other Gn-gomg re-
sources would include: the city engineer
and public works staff, city and county tax

~offices, university indusiry resource of-
. fices, state development organization and

revenue . depamnem offices, and pnvate
nsaltors and developers

Instead of saying “I do not know" tc a
prospect’s question, it is better to say *“T will
get that information for you.”

Know Your Prospect
i th&name ofthe prospect company and

the name of the prospect representative is
known in advance, you have an opportu-
nity to prepare for the mltml prospect con-
tact or interview,

A small amount of research can provxde
you with information on the company's
current facilities, sales and profit history,
and prior investment pattems, Familiarity
with this information and names of the

'prospect’s corporate executives helps the

economic developer in two ways. With
fewer questions to ask the prospect, you
have more time to listen to the prospect and
to respond to his questlons Secondly, the
prospect will appreciate the active interest

of the local community,

: Sources of mformanon include local
libraries, chambers of commerce, and state
development organizations. Types of -
formation include annual reports, Dun &

“Bradstreet, Moody's, Standard & Poors,
-and other i investment: mports and business
-periodicals.

Frequently, the name of !he prospect is
not known at the time of the initial request

for information. Prospects and site selec-

tion consultants will acqmre information
from many communities before selecting a
limited number for more detailed analysis.

In these cases, the economic developer
must respond professionally to the specxﬁc

questions ‘asked. A part of the response

may include asking the prospect's repre-
sentative for more detail regardmg some
questlons

«Knowlng Yourself‘

Conducting an “interview" by face-to-
face mectmg, telephone conversation, or

. by letter reqmres confidence on-the part of
- the -economic development professional.

The prospect s initial opinion of your com-

- munity is du‘ectly influenced by the confi-

dence you have in yourself and your prod-
uct. This confidence is reflected in the

ability to. answer questmns and to ‘show.
enthusiasm. ‘

I the interview process, some deci-

- sions have to be made, parmularly whether

the project appears to fit in with your

. -community'senvironmentand whether the

proposed facility or-expansion ought to be
pursued v1g0rously

Participating in professional economic
development education programs and leam-
ing through experience provide the basis

: foryourconﬁdence This,along withknow- -

mg your product and the prospect, puts you

in the position to represent your commu-
ity properdy.
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CONDUCTING THE INTERVIEW

Setting the Stage ‘

As noted earlier, no two interviews will
be the same. Your initial prospect commu-
oication may be limited to & telephone
interview or to a written response from a
prospect representative. However, foreach
case you have the opportunity to present
professionally your community.or to muff
it completely. In each case, the purpose of
the interview is to respond to the ques-
fions of the prospect and to sell the ben-
efits of your site and community.

When limited to s written response, you

save few altematives, Short, concise but.

lhorough, answers must be given to ques-

lionspresented. Additional writtenresponse
should be limited to an attractive commu- .

nity profile and/or organizational brochure
tlong with your offer to provide further
mformation. A site selection representa~
ive may request information from many
*ommunities; if multiple responses are be-
ing reviewed, the voluminous information
packet may be guickly rejected.

The Telephone Interview :
The telephone interview requires the.
same elements and attention you would
zive to a face-to-face interview. Yourenvi-
‘onment must be controlled to the degree
hatyou will not have interruptions and that
rou will have information available. If you
sannot devote adequate time or you must

sather information from otherareasin your .

’ffice, it is advisable to ask the prospect if

you can call back within 4 short period of

ime. . . i
Listening to the prospect'srequirements

ud questions is theé crucial. part of the

nterview. Prematurely attempting to lead
he prospect to the attributes of your site
withoutknowing the prospectrequirements
nay shorten the interview. The prospect
epresentative may feel that you cannot
neet the requirements. h

Although cordial .conversation is ex-

sected, answerstoindividual questionsmust

% to the point. If the prospect representa-
ive has a site selection evaluation form
irom which questions are being asked, su-
serfluous discussion may indicate a “snow
ob.” Asking for clarification during re-
iponse to questions may furtherhelp you to
locument the requirements. Allow the pros-
pect to end the “interview.” Once you un-

Jerstand the requirements, offer to mail

farther information. Based on your feel-
ings about the interview, you could invite
lhe prospect to visit your community or

offer to visit the prospect at his office.

The Face-to-Face Interview

.The face-to-face interview normally
occurs inone of two environments — your
office or that of your prospect, In ¢ither
case, you musi commit your time and your

- attention to the prospect representative.

The face-to-face interview is very demand-
ing because you must present yourself as an
organized professional, At the same time, it
can be most rewarding because you can
visually see the response of and establish a
rapport with the prospect representative.
Inthe interview in'your community, you
are in-control of the environment. By set-
ting aside time in your office or a private
conference room, you are able to devote

.your attention to the prospect requirements.

Although there may be pressure by local
community leaders to participate in the
initial interview, this contact should be’
limited to yourself and one or two key
resource persons. At this time, you are
primarilyresponding to the prospect’s ques-
tions. The more people present and taking
time to talk will reduce your ability to learn

the prospect’s requirements. A site/facility .

tour and 2-meal or cocktail with the pros-

. pect will provide.an opportunity to intro-

duce others to the prospect. However, it is
very possible-that the prospect representa-
tive will not want to meet with others. The

- -desire to'remain anonymous should be re-

spected.: . .
A team -effort may. be beneficial, with
one person primarily responsible for listen-

ing to and recording the prospect require-
- ments and a second person primarily re-
sponsible for answering questions and sell-

ing the product. Ini addition to benefiting
you, the teanveffort may expedite the deliv-
ery of & good response 1o the prospect.

PROSPECT INTERVIEW
INFORMATION -

. Prospect inquiries and interviews nor-
mally include four types of information.
From the prospect, the purpose of the in-

- quiry ‘and technical requirements are re-

ceived. From you to the prospect site/facil-

ity/commiunity facts and community at- -

tributes and incentives are provided. An

-example “Prospect Information Guide” is
- included in Exhibit A; the following is a

description of the information sought.

Purpose of the Inquiry _
The general purpose of the inquiry should
be identified to assist you in determining

your ability to respond to the prospect, This
would include the proposed use of & facility
and marke/geographic factors of impor-
tance in considering your cosnmunity, The

" type of facility is based on the proposed

use, ranging from manufacturing to office
purposes, Market service area factors in-
clude both geographic service area and
type of customer information. Other geo-
graphic factors include time, distance, and
shipping costs from suppliers or to custom-
€18,
The initial prospect inquiry ‘will nor-
mally include the anticipated date by which
a proposed site/facility is needed, Critical
site/facility or service requirements are of-
ten identified initially. = - .
The prospect’s ‘introductory informa-
tion will provide you an overview upon

. which more detailed requirements will be

based. This introductory information may
indicaté factors you will want to emphasize
in future communication.

Technlcal Requirements

Specific site, building, utility, transpor-
tation, and employment requirements of
the prospect are normally identified in gen-
eral terms in the initial interview. Basedon
response fo the initial requirements, more
detail may be requested.

Site size my be but one consideration as
other site information may include soil

-~ types, slope, shape, and expansion options.
- Inadditionto suchlocation factors astrans-
*portation access and population area, con-

siderationmay include relationship to other
business and planned industrial/business
districts. B -

If ‘an existing building is sought, the
prospect will identify general facility re-
quirements and specifications such asnoted
inthe example form. Other special require-
ments such as heavy utility services should
be noted so that you can investigate the
comuiunity’s capability of meeting them.
If the prospect proposes new construction,
factors for considerationmay include build-
ing codes and recént cost comparisons,

 Utility requirements vary in impertance
depending upon proposed type of uvse. In
anycase, however, special attention should
be given fo the terminology used — iec.,
units per hour vs. units per day vs, units per
month. Also, any special requirements or *.
peak factors should be noted,

. In addition to volume. of water, other
criteria may include pressute, alternate
sources, and purity or mineral content.

Both existing and possible future sewer-
age requirements should-be noted. Special
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EXHIBIT A
Prospect Information Guide

PROSPECT NO.

STAFF PERSON

INITIAL CONTACT - 19

AL ZCT SOURCE: Referral by:

Exlétlng Company
Bank

Response to: — o, 11 T-11 11 111}

Advertising campalgn
Letter/direct mafl
Telephone contact

State
Realtor/Developer

l. COMPANY INFORMATION

Company Name

Contact (Name)

Title

Fhone (_.__. }

Street

Cliy/State/Zip

Principal Product(s)/Service(s)

Location of Headquarters .

Location of Other Facilities

Ii. REQUIREMENTS: Oecupancy by ' 19

A. FACILITY for: . :
Primary Function: manufacturinge ., assembly

distribution . ,warehouse _____________, bulk processing
office’ ’

Prlmary Markete:docal .. ,regional ___..__.__.,naﬂonal

international
Geographlc Area based on: proximity to raw materla!s/suppher&

- proximity to commercnal customers_ww , proximity to eansumer markets

Jother —
SITE: '?Acresm Isoll bearing
‘Freeway access:No : ; Yes swithin . miles -
Metro area: ) (-1 I i ; population range
_ No — ;butwithin ' : miles
€. BUILDING: - Size : sq. i
Avallable or will construct
Celling height Bay widths
Sprinkler Alr Conditioned
DoeKS e truck high i Drivesin doots
Type of construction temrsenar e —

Fioor beating

Type of use: Ofﬂce ' : ' = . sq. it
o - Manufacturing ' ' -~ 86 1l
Warehouse . : - 8. ft. -
Number of parking spaces - ;
‘ @ther buxldmg requirements
‘D, UTILITIES ' ,
Waler (treated), oo gals./day {untreated) ' ' gals.Jday
Sewage . » gals./day '
Electriclly : -‘kwipeak ' : . kwidsy
Natural gas cu. ft./day E '
Coal - I tons/day -
. Otherfusls -
" Other waste disposal
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E. TRANSPORTATION:
Trucking: privale
Commerelal Alrs No

Hall served: Nﬁ

: Yea ¢ volume -

¢ local s interstate

: Yes

Barge: NO . ; Yes

F. EMPLOYMENT:
Transierred

Total Projected

s volume

swithin oo milles

New

Professlonal

Skilled

Unskilied

Tralning Assistance Deslred Na s Yes

Type of skilis

Organized Labor: No .

Unlon(s)

; Yes

G. FINANCING:
Approx. Investment §

Asslstance requested: Ne

¢ Yes

Land/Bullding

H. OTHER:
Bonded warehouse: No

Foreign Trade Zone: No . ; Yes

IS 1111111

§

Equipment

miles

s Yes

Underground space

; within

mlles

ill. COMMENTS/FOLLOW-UP

disposal requirements should also be rioted,
although special processing is normally the
responsibility of the prospect.

Electricity requirements, in addition to
base demand, may include available alter-
nate sources and mterruptlble service fac—
tors.

Immediate and future natural gas and
fuel requirements may include information
about alternate fuels available. For coal
users, content and source may be a factor.
. Foreach type of utility service, the costs
- may be a factor based on volume of use.

Additionally, polluuon control require-
ments of your community may be a factor
in response to some prospect nseds.

Normal transportation requirements are
easily identified. Special cargo handling
requirements and zone information should

- be noted if an immediate response cannot
be made. :

Employment and skilllével reguirements
should be collected so that available labor
and training inforniation can be provided to
the prospect. Special considerations may
include salary and wage comparis_ons, train-
ing assistance available, and union involve-
ment in the prospect company and/or in
YOur commuhity,

Financing assistance by your state or
Jocal community may be requested. De-
pending upon your knowledge of the pros-

pect company, the general alternatives can
be presented. Detailed discussions of fi-
nancing should normally be deferred to the
appropriate officials (for example, local or
state financing authorities),

Other prospect requirements may in-
clude the need to have some or all facilities

within or near a foreign trade zone or 'un-
derground space. Also, bonded warehouse
space information may be impoﬁant.

Responding to prospect requirements
may involve information readily dvailable
or, as previously noted; may involve call-
ing upon local and state resources. In either
case, the local economic developer is re-
sponsible for gettmg the answer fo the
prospect.

Your Response

The third type of information in the.
prospect interview is your responss to the.

requirements given you, Having an avail-
able community profile or fact book is
desirable during your verbal response 10

questions asked and a copy should be given .

to the prospect representative for posmble
unasked quesnons

Community Attributes and Incentives

The fourth type of information in the
prospect interview supports your extra ef-
fort to make the sale — if you can meet the

basxcret;uxrements Tiiformation aboutcom-
munity attributes, so-called livability fac-. -
tors, and other factors about which yous:
community is proud should be available
both verbally and in matcnaj tobe giventhe

prospect.

Writien information about ﬁnancmg,
training, and tax incentives should also be
provided. Whether administered locally or

by your state, you want the prospect to

know you are aware of the services and
prepared to help.

FOLLOW UP _

"The prospect interview docs not end
with a simple exchange of information. A

~ . follow-up letier should reinforce your in-

terest in helping the prospectto locate in
your community, Also, 8 prompt response
to any unansweéred technical questions
should be provlded -— both by telephone
and in writing, .

- Through cooperation with the staff of
your state econoxruc'developmem office,

- use of their support and their contacts may

be beneficial in attracting a new company
from ancther state or countiy. For an ex-

‘ pansmn prospect within your state or com-
. munity, use the support and contacts of

other compamﬁs —- unless the prospeq

Ainquiry is confidential.
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orking
‘With

Consultants on Facilities
Location Projects

Charles F. Harding

" onsultants can be difficultto work
with. They request information
“— in an elaborate format that ig-
noresdata you have puttogether at great
-expense and trouble; they expect you to
- arrange complex community visitations
on shortnotice; they decline to give you
information abouttheir clientsthat would
make preparing an effective marketing
effort much easier; and, inexcusably,
they do not always keep you informed
on the results of all your labors. Yet
consultants are 'a _major channel for
corporate investment. A 2,000-person
Praut & Whitney plant in North Berwick,
. Maine, the. Diamond-Star Motor Com-
+ pany plant in Bloomington, llinois, a
500-person Household Finance office
‘Chesapeake, Virginia, Newmont
ing’s headquaners.in Denver, Car-

on's new. plant in Bakersfield, Gali-.

ifa and many hundreds of other fa-
cilities, large and small, were located

with the help of consultants. Their proj- -

ecs can make careers, turn around
communities that have fallen on hard
times, or bring an area to a new level of
development. Working effectively with
- consultants is an essential part of any
economic development program. This
. isespecially true because you want thiem
. 10 come.back, whether or not you wiri

the project they are working on today.
~ Because consultants work more proj-

* e more often than any individual .

- within a corporation, the need to estab-
lish an effective, long-terrm relationshi p
is especially-great, ' ‘

-~ As in dealing with any market, to

develop a good program-it is important
to understand what motivates consult- - -

ants and what pressures they are under.

.. Fornately, the gbjective of most con-.

*sulting firms is quite simple: client satis-
“lion at a profit.” Profits énsure that
1ses are paid, careers advanced,

and resources available for the develop-
ment of the business. Client satisfaction,
or better stll, client delight, ensures
future opportunities for work and prof-
its. . '

The consultant can provide value to
a client in a combination of four ways:

Information By providing informa- ..
-tion that the client would have difficulty

acquiring itself, either on its own or by
contacting you directly.

€ Analysis By interpreting information -
‘gathered in terms of its importance to

the client in a way that the client could

_nat do itself or with your help.

¢ "Consultative “Skill By helping de-
velop consensus.and getissues resolved
within the client company so that rapid
action can be taken., - '

¢ Service By providing these benefits

rapidly, secretly and in any other way

that client circumstanices require.
The economic developer who helps

the consiltant in these four areas is

making a real contribution to the con-
sulling process and, more important, 1o

servicing an important prospect. '

Inmy experience thereis linletruth to
the old comnplaint that consultants sim-
ply repackage information provided by
economic developers and sell it for a lot
of money. Members of our staff who
have previously worked. as econamic
developers agree that the value they are
providinig their clients is quite different
from that provided in their former jobs.
However, you. can help the consultant
and the consulting process greatly by
ensuring that data you supply which
serves as.one basis for analyses is as

thorough, current, and compatible with

that received from other sources as
possible. Also, you.can help ensure that
when the consultant collects informa-
tion in the community, that time is spent

as eff_';ci,ently as possible. This’allpws ;he _' |

-conomic DeveLopmenT Review B Sering, 1991

consultant 1o focus on those aspecys oi
his work that ensure he brings benefit 1
the client.beyond what the client could
get working directly with economic
developers,

[Consultant’s nonbillable time is pre.
cious and limited. Hours devoted 1o
nonbillable activities include, for ex.
ample, the time spent with you during
your prospecting visits to the consult-
ant's office. Since such time comes
straight out the firm's profitability, you
will want to use such time well. Some
economic developers work hard to
ensure that théy .provide some fresh
information or insight into their commu-
nities when they visit and are always
welcome, Meeting with these people is

- an appropriate use of nonbillable time

because it increases the knowledge base
of the firm. Others wish to make re-

-peated visits as a cdurtesy or political

necessity within tHeir own organiza-
tions, but have little to say that is new.
Though this group is less' professional
than the former, we take the time to

-meet with all. The more professional

prospectors, however, want 10 maxi-
mize both their own and the consult-

_ants’ time., ‘

Consulting firms also prefer to avoid
burning out valued people. All succumb
in varying degrees to the pressure 1o

_increase tofalhours and, as a result; only-

attractand retain employees who like 1o
work. Once again,helping. a consultant
get good information. rapidly will de-

. crease the amount of time required per

project and help reduce overtime and
ensure that your community is presented
in the most favorable fair light possible.

" THE GUIDING RULES

itfollows from this discussion that the
economic developers-most sought afier

\ peech atthe annual meeting
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by consultants are those that help pro-
vide value to clients {once again: infor-
mation, analysis, consultative skill and
service) and help the consultant and the

. consulting grocess operate efficiently.
Easily said, but how is this done? There
are ten-rules worth following.

1) Know Your Community.

The difference between those eco-
nomic developers who know their
communities (or regions or states or
service territories, as appropriate) and
those that think they do is huge. Know-
- ing the community means knowing

people as well as information. it means
that the economic developer can get me
in 10 see anyone | want and that each
will have been briefed on the purpase
and imponance of my visit and appro-
. priately coached on how 10 help me.
You:cannot provide éfficient service to
the consultant if you do not have exten-
sive contacts and déveloping contacts
takes a lot of work. I vividly remember
having to change my interviewing plans
half way through a community visit,
because of an unexpected discovery.
Three busy executives successively
- dropped what they were doing to do an
interview with me when we showed up
on their door steps, simply because the
_ economic developer | was with asked

“thernto. How often had he helped these

menoverthe years 1o earn thistype of re-
‘speci? To have left town without those
interviews would have resulted in a

major project overrun. { also remember -

- warking with a utility company repre-

. sentative in 2 major metropolitan area

‘who advised me quietly that the owners
of a building that looked attractive were

~ being sued by a former employee who

believed.she had suffered from chemi-
cal exposure from working in the build-

- ing. | would probably have discoveréd -
" this fact anyway, but he saved me hours
of research and time. wasted oni an un-
suitable property. In a city with hun. .

dreds of available buildings, his knowl-
. edge of this particular one was impres- .

'sive. The difference between knowing a.
community and thinking you know it is
a matier of detail. The economic devel-

-oper who knows a community will not
just sug%ft that a utility line crossing &

site can be moved; he willknow the cost

Y

and time required to do so. His contacts

will be broad enoughto get me in to see
“almost anyone | want, Knowledgeable
economic developers save consultants

huge amounts of time and effort and will
be sought out.

2) Know Your Market,

The best economic developers know
about the needs of industries likely to
locate in their communities and quickly
learn about a specific prospect when its
identity is revealed. This knowledge
permits a developer to anticipate the
consultant’s concems on a specific
project and reduces the amount of
communication required to avoid mis-
understandings, The best economic
developers know that most food proces-
sors are unwilling to locate facilities
adjacent to a chemical plant, regardless
ofthe real probability of contamination,
because fear of it can destroy 2 market.
They know that proximity to a com-

pany’s research lab is almost irrelevant .

to where most companies invest con-
tract research dollars, They know that
plastic injection molders are highly
sensitive to power interruptions. They

know these and a thousand other facts
that allow them to service consultants

and their other markets more efficiently.

Historically, this knowledge was gained

stowly and painfully from working with
a large number of prospects. While
experience will always have premium
value, technology is now heiping shorten
the learning curve through industry in--
formation software. ‘ .
Market knowledge does not provide
you with answers so. much as with a
basis for asking intelligent questions.
Asking a consultant doing a location
study for a processing plant ifthe client’s
employees work continuously.rotating

 shifts. shows a sensitivity- to industry

concerns, even if, in this specific case,
the answer was no.
3) Listen.

good listeners. Before trying to provide
information on their communities they

listen intently to the corisultant describe
the client’s needs. What is more, they
listen to learn about the consultant’s

needs. Is he or she under unusual time

. "pressure? 1§ he'or she having difficulty

devising a mean$ of analyzing a particu-
larly knotry problem? Finally, when they

- meet the prospect face-to-face, they lis-.
ten again. On one project | recall the .
economic developer heard the prospect - -

mention- that- his son played hockey

~avidly. The prospect was far 100 profes-
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The best economic developers are-

sional to treat this interest as 5 location
issue and did not mention it as such, But
the economic developer recogn
personal need that was potenti,
conflict with a business one, Durity, (e
dinner he excused himself 1o maie a
phone call. On the way back to the
hotel, we coincidentally passed the loca|
hockey rink and were invited to look a1
it. Again coincidentally, the manager of
the rink and the head coach were there
even though it was well past 9:00 prm.
The informal meeting that followed was
devoid of obvious' community promo-
tion. To this day, | cannot prove thas
these ‘were not coincidences, but the

town got the new facility. All too often

economic developers promoté when
they should be listening, sell when they
should be probing for more information
and simply pass up opportunities to
listen. -As frustrating as it must be 1o
spend 2 day chauffeuring a consultart
from appointment to appointment, Fam
always surprised when an economic
developer declines to do so, since a day
in‘the car provides an unequalled op-
portunity to listen. :

4J Use Professional Sales Techniques.
* There is-a whole industry spes™
ing in- the analysis of and traint_ .

effective selling. With billions at stake i

~ competitive sales situations inthis coun-
. try each year, millions are spent onsales

training. Yef, | doubt that many eco-

"nomic developers have had an opportu-

nity to partake of the excellent programs
that are available. One such program,
for example, breaks-a sale into seven
discrete steps=-connecting, encourag-
ing, listening, -quéstioning, confirming,

+ providing and checking—eachhavinga
© specific purpose and methodology. Itis

worth noting that providing information
comesrelatively-late inthe process. This .
is rue of all of the most professional
programs. Prior to providing informa-
tion you must develop a personal rela-
tionship, involve the prospect in your
sales process, learn about his or her
needs, confirmthat you have heard them
properly and that the information you
can provide will address specific con-
cerns adequately, and only then provide
the information. o
Sales professionals have developed
techniques to deal with skepticie™
indifference and objéctions, for 10
through-an intermediary 1o thee. .
decision-maker, and forsallingtogroups



as well as individuals. The best £Co-
nomic developers, whether through
professional training or natural ability,
follow the guidelines set out in such
“raining programs almost to the letter.

Be Responsive, o
In a brief survey of PHH Fantus con.
sultants of what distinguished the best
economic developers, responsiveness
was easily the most frequent answer.
Responsiveness means speed, it means
providing the specific information you
have asked for rather than sending
something that was already available, it
means accuracy and it means attention
to detail, such as providing the consuft-
ant with a map of the community during
‘a visit, whether it was requested or.not.

Finally, it means providing balanced

materials, Clients frequently ask con-

_sultants. 10 work on ‘extremely short -

deadlines and the pressure to respond is
inevitably bucked, in part, to economic
developers. It is in your best interest to
resporid to the consy Itants” deadline just
as you would if you ‘were contacted
directly by the company. - -
€ best economic developers rec.
~~, Ognize thatthey will not be perceived as
fully objective sources of information.
“ealizing that they will have to prove
 assertions with facts, they develop
‘ong sense of evidence. Evidence
be in the form of documents, testi-
iy bymmmunityresidents!esslikely
to be seen as biased or physical proof
provided by showing the consultant a
site or other pertinent things. The devel-
oper who provides a consultant with
- hewspaper clipping documenting that

800 peaple lined up to apply for jobs at”

@ recent plant opening is doing a more

professional job than the one that sim-

Ply states'that this occurred,
Responsiveness means thinking about
the small needs of the-site secker. One
developer always travels with an extra
pair of boots in the trunk of his car in
Case a consultant or other prospect wants
1o walk a muddy site. He-also arranges
0 have a cherry picker at large sites,
Ostensibly, this is 1o ensure that the
Prospect can get an aerial view of the

whole property, but this true profes-

Sional knows that after a prospect has

. 3ena dozen or more sites they tend to

‘,?lur together in his memory. No matier

"W many Sites he has seen, the pros-

~ ways remembers the one he saw
he cherry picker,

6) Keep Your Community’s Develop-
ment Machinery Well Oiled.

Many projects reach a critical point
when an otherwise favored town is at
risk of losing the the prospect becduse of
a specific shortcoming. Good economic
developers have enough support in their
communities that they can get a fast and
firm (i.e., written) commitment 1o re.
solve such prablems. The best develop-
ers anticipate events and-avoid the crisis
altogether by perceiving that a shor-
coming is likely to become a make-or-
break issue and dealing with it early in
the project. In ane case we were seeking

. @ site for a company concerned about

expressway visibility. Atown which had

a beautiful site at the intersection oftwo

major interstates almost fell from con-
sideration because sewer and water had

- not been extended to the property, The

economicdeveloper had created such a
proactive development attitude in the
community that he was able to get the
utility extension commitment within
three days. He earned a bonus, because
within six months another company with
asimilarconcemn located asecondmajor
planton the site. in‘another case a client
loved a town butdisliked the only build-

- ing in it large enough to. meet its needs.

The economic developer drove by a
smaller one and promised on the spotto
have its size doubled within 90 days. He
got the plant, which has since quad-
rupled in size. This commitment could
also not have been made without full
knowledge that the community would
support the development effart. The
ability to make such a quick promise
was the result of earlier hard work with
city leaders. ‘

7) Use Professional Presentation Skills.

This is the area of all of those | have .
discussed where | believe that there:
could be the single greatest improve-

ment in the economic development

industry. I -can think of many economic
developers who really knaw their prod-

uct, know their markess, listen -well,
employ effective sales techniques, are
responsive and keep the economic
development machinery in theit com-
munities well oiled. | can think of rela-
tively few who have demonstrated fully
professional presantation skills. -
‘Between . §5,000,000  and
$10,000,000 per year is spent by the
economic development community on
prospecting visits and slide shows each

. required for’
. community or for marketing your pro-

year by conservative estimates. Irv spite
of this investment, almost nothing js
3pent on presentation skills training to
ensure that what is delivered at so hy e
a costis presented professionall y. Of the
thousands of presentations from visiting
economic developers that | have hearg
over the years, there are only a few that
are memorable, including a superb one
by the Houston Economic Dévelopment
Councit showing the transition of the
city’s economy since the oil bust. This
need not be the case. As'was true of
selling techniques, there is a small in.
dustry of people who specialize in train-
inginthis area. The need forhigh quality
presentations increases when you con-
sider the frequency with which they are
prospects visiting your

gram within your community. With a
modest investrnent. progressive eco-
nomic developers will be able to differ-

entiate their arganizations through pro-

fessional presentation training .

8) Use Professional -

Marketing Materials. ;
~ As an inevitable outgrowth of com-
puter graphics and desk top publishing, -
the quality standards for marketing
materials have increased. Materials

. Prepared with the free services of the
local community college or other grou

will be compared in the market wit
those put together by marketing profes--
sionals. Today the best econamic devel-

~opment materials are not only full of
-information, but are also attractive, gasy
- o read and, in many cases, personal-
-ized to the specific prospect, '

9) Keep Those Who Cannot Handle
Praspects Away From Them,

- Every community has individualswho
lack sensitivity in hand ling prospects. A
real estate developer once told me that
histown was “heaven compared to New
York”. When | suggested that my client,
a native New Yorker, might not agres
with him, he fell over himself with cha:
grin and, | am sure, was mare careful

~about what he said when my client

came to town. The miost professional
developers are extremely careful about
presuming familiarity with 2 consult-
ant's interests and beliefs. By. careful
probing they learn whether or not the
consultant or -prospect is 2 hunter, be-
fore extolling the diversity of gameinthe

-~ area. Butthey go beyond this and, tothe
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extent possible, keep others in the
comimunity who are likely to make
thoughtless, prejudiced statements away
from all prospects, ‘including consult-
ants. The consultant will assume that his
prospect will be treated in a manner
similar to the way he himselfis, and will
be leery of introducing a valued clientto
someone likely to prove offensive. The
stakes are too high to allow any single
person’s. insensitivity’ to damage thé
chance of closing a deal. ‘

10) Develop Your Community In The
. Context Of A Strategic Vision. .

The consultant is not so much inter-
ested in what a community is like today,
but rather in how it will be in the future
. when and if the client is operating there.
Today’s advantages and problems are

only relevant to the extent that they tell.

.the consultant something about the fu-
ture. It is an old saw that clients are
happiest when they go to towns that are

-notquite what they want but are becom-

ing more so every day, than when they
£0 10 towns that are exactly what they

. want-but becoming less so. For this

reason those communities with a lead-

ership thathas a sense of what they want
the community to become always have
a marketing advantage. These are the
ones which put -the infrastructure,

whether it be sites, utilities, education or '
civic amenities, in place to fuel the right

type of development. o

As an example, leaders in Scranton,
Pennsylvania recognized that their
community had strong potential for back-
office development even though it was
perceived as an-old line manufacturing

town. The community with consulting .

assistance develaped a plan to attract
more offices and has since won major

projects from J.C. Penney Telemarket- .

ing and Prudential over stiff competi-

- tion. These people made sure that they
enhanced and effectively marketed

natural advantages for such operations.
SUMMARY
Each year in a healthy economy

corparations locate dozens of new fa-
cilities with the help of consultants, As

‘long as this is true, working with con-
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sultants will be an.importang aspect of
the economic developer's job. By h -

ing the consultant meet profitand s

faction needs you ensure that he or she
will be eager to work with you again,
providing added incentive to consider
your community on-another project.
Professional economic development

practices are the basis for a good work-

ing relationship. with this market seg-
MErt. '

POSTSCRIPT

A brief post script to this anicle is
warranted. It was originally prepared as
a speech at the request of NACORE's
Economic Development Council. My
willingness to present it was influenced
by my desire to pay back a litle of the .
help provided to me oy economic de-
velopers over the years and is offered
with the understanding that another
article, entitle “Working with Economic
Developers,” which could be prepared
by the readers. of this piece, would be of
value for consultants, including myself,

. who work on facilities location projects. -




ite
Selection:

Corporate Perspective and
Community Response

"Phillip D. Phillips, Ph.D.

he primary goal of economic de-
velopment programs is to influ-
erice corporate site selection deci-
sions. Influencing the site selection deci-
sion is vital to attracting new investment
and employment from outside an area and
is just as important fo creating new busi-
nesses and retaining ‘existing businesses.
How and why businesses choose where to
locate is without doubt the most frequently
discussed topic in economic development;
it is also one of the most misunderstood.
This article will specifically discuss the
following questions from both the perspec-
tive of the corporate site seeker and the
response by the coinmunity economic de-
veloper:

h @ What types of site selection decxsxons do
usinesses make?

¥hat factors control these decisions?

Thatsteps doesa business go throughin

o tingasite?

~ At what points in the process can a
community development organization in-
fluence the site selection decision?

have a posmve influence on an ares’s
chances in the site selection process?

An understanding of these topics is z
prerequisite to knowing what an ared’s true
strengths and weaknesses for economic
development are and for designing an ac-

tion program to improve its devclopment ‘

prospects. Failure to understand the site
selection process leads development or-
ganizations to spend a great deal of time
and money doing things that will not mate-
rially improve their prospects for atfracting
and retaining businesses while ignoring
important programs and initiatives. Failure
to undersiand the site selection process can
also Jead toneedless bickering and recrimi-
nation over opporfunities that were lost
through no fault of the development or-

N

K

.} How can an economic developer best

ganization. Last but not least, an under-
standing of what factors are important in
business site selection and what makes-an
area an atiractive location is as important
forretaining and creating businesses as it is
for attracting outside businesses develop-
ment.

TYPES OF SITE
SELECTION DECISIONS

Start-up

All companies face ‘at least one site
selection decision during their corporate
history: where should thie business bé es-
tablished? This is true of retail businesses,
manufacturers, wholesalers, high-tech busi-
nesses—all businesses. Because the start-
up decision‘is made by all businegses and
because it influences so many decisions
that follow, this undoubtedly is the most
important of all site selection decisions.

The start-up decision is, unfortunately,
often ignored by economic developers.
Generally entrepreneurs choose to start &
new business intheirhome town, wherever

that may be. Just think of the difference it
. would have made if Henry Ford had been
* from St. Louis rather than from Détroit!

One important job of community econoinic

development organizations is to help new

business stars-ups by meking it easier for
them to find financing, facilities, and all of
the other things & new business nesds, _

Expansion -

The second most common site selection
decision is expansion—all growing com-
panies must make this decision sooner or
later. Bxpanding on-site at.2 business’s
current location is always easiest, yet it
may not always be possible ot desirable.

-Some businesses cannot expand because of

the physical limitations of their current
building site—there is simply nowhere o

grow. Othe businesses may locate expan- -

sion elsewhere for a variety of reasons,
often to be nearer their customers.
Businesses often expand at new loca-
tions because of the strong “pull" of oper-
aling advantages, such as lower wages,
lower utility costs, or tax incentives, Un-
fortunately, some businesses also choose
to expand in new locations because of the
“push” of operating difficulties in their
current location. As many midwestern and
northeastern communities discovered, ex-
pansion by local manufacturing companies
in Sunbelt and foreign locations with better
operating conditions and costs was only the
first part of a two-step process. Expansion
ata new location was followed by contrac-
tion—and perhaps complete closure—of
facilities in old locations. Bit by bit; they
lost companies that had been the mainstay
of the' commumty In business retention the
community must make certain that it does
of “push” any local businéss to locate
elsewhere because of avoidable cost or
operating difficulties.

Relocation .

A one-time, complete relocation of a
business, meaning simply pulling up stakes
in community A and moving to community
B, is rare. Yet this aspect of site selection
receives a great deal of attention, partly
because it is dramatic compared with the

" establishment of a small new firm. There

were no newspaper headlines on the day
when General Motors, IBM, or almiost any
other company was founded, despite their
future importance. A relocation also gets a
great deal of attention because it puts the
issues of site selection and economic de-
velopmcnt——operatmg costs, opcratmg
conditions, business climate, and incen-
tive—into clear perspecuve )

The nature of a site selection decision
also varies with the type of company. Fran-
chise restaurants make these decisions on 2
continuous basis: new Jocations are-how
they grow. Public utilities, on the other

‘hand, are assigned their service territory by

govérnment regulation and so cannot relo-
cate,

Major multmatmnai corporaﬂons make
site selection decisions within the context
of an ever-changing “portfolio” of prod-
ucts and Jocations. A branch plant for such
& company is part of amuch larger strategy
involving many different products, func-
tions, and locations. For most manufactus-
ing compames which are small or mid-size,
the site selection decision is 4 rare and often
traumatic occursence.
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. CONTROL FACTORS
IN SITE SELECTION

While many factors influence site selec-
~ tion, only a few are strong enough to really
control the location process. A first and
overriding control factor is familiarity and
knowledge. For any company, a site is
chosen from among those locations with
which it is familiar. This is why most new
companies are started in the founder’s home
towrn—the location he or she knows best.
The goal of economic development mar-
keting to outside companies is, above all
-else, to make them aware thata community
exists so that it can become a possible
candidate location. ’

COST FACTORS:

Cost factors are generally the starting
place in a site search, and for good reason.
4 businiess cannot succeed if it does not
make a reasonable profit. Once profitabil-
ity is assured, a business may consider
quality of life and other operating condi-
tions. Specific cost factors are described in
- fnore detail below.

Markets and Raw Material Sources
Market proximity is a major-location
factor for miost firmis. A few companies are
termed “footlpose™ because their product
does notinvolve major transportation costs
for bringing in raw materials and shipping
out the finished product. But even theoreti-
cally footloose companies—computer
manufacturers are a good example—have
-miany reasons to be near and easily acces-
sible to their customers so that they can
. understand and respond to their needs, For
retail, service, and wholesale fitms, market
' proximity is the heart of the site selection
process. For a fast food restaurant, the riglit

location is one that has the maximum pos-

sible number of customers within a nearby
* area. Other decisions such as finding an
available piece of property on amajor thor-
.oughfare, are purely tactical. .
- For some firms; access to raw materials
isakey. Thisrelationship is clear fora grain
miller who must be near the farmers who
supply the raw material. It can also be
" important for other types of firms for rea-

sons’ that ‘might not be so ebvious, For . -

- example, many new food additives and
pharmaceutical products are produced by
fermentation pracesses that.use the by-
products of wet grain milling as their feed-
stock, that is, their raw material. Thus, for

many of these firms, being near a wet-grain
milling center is a major location factor and
this can be an important aspect of the eco-
nomic development strategy for a commu-
nity with grain milling facilities. Commu-
nity developers must always look for “for-
ward linkages," that is, for firms using
locally produced- products as raw materi-
als.

Labor

Traditionally, labor has been the most
important single cost and location factor
for most businesses. This is still true today,
although automation, rising energy and
transportation costs, higher land and build-
ing costs, and other factors have made
labor less dominant in the cost picture than
it once was. To be successful, an area must
still be competitive in terms of labor costs.

Increasingly, labor supply, productiv-

ity. quality, skills, and work ethic are be-

coming more important in & firm's site
selection decision that simple hourly wage
tates. Some of the reasons for this are
demographic and economic. The number
of new workers entering the labor-force is
rapidly declining, This decline, when com-

" bined with -the impact of eight years of

continued ecopomicexpansion in the 1980s
has put a real squeeze on the labor supply.
This is especially the case in areas such as
New England whichhave seen rapid growth
in the last several years.

Also, the increasing incorporation. of
technology in virtually every type of job
from autc mechanics to clerical work to
traditional manufacturing calls for better
reading and mathemdticel skills and a pen-
erally higher level of employee compe-
tence. Bducation, literacy, and nuieracy
(the ability to handle arithmetic and mathe-
matics) rather than low cost have become
the new buzzwords in describing what em-
ployers are Jooking for in workers,

* Unionization, which was a major factor
in site selection in the 1960s and 1970s, has
faded in importance in the 1980s for sev-
eral reasons. Labor unions are weaker and
less aggressive now than they wereten or
twenty years ago, althoupgh this could cer-
tainly change 'in the future, Also, the sec-
tors of the economy that are expanding
most rapidly-—services, clerical, and high-
tech—are generally the least unionized.
Site sélectors have also become more so-
phisticated. No longer is the level of un-
ionizatioh viewed as & simple litmus test of
community's labor-management climate,
Rather, educational levels, strike history,
absenteeism, turnover rates, and other pro-

region. After all, & freight cost differentip”

ductivity-related Iabor factors are more
closely analyzed.

Utllitles |

Utility costs have become a more im-
portant site selection factor over the last
two decades as basic energy costs have
risen. Electric and natural gas rates have
also become much more complex, with
many specialized rates and with negotiated
rates for larger users. For site selectors,
utility territories have become “invisible
states,” and for companies using large
amounts of electricity or natural gas the
cost differences between these “states” can
be far more significant than the more gen-

erally recognized tax cost differentials.

Sewer and water costs are only minor
location factors for the vast bulk of firms,
but there aré exceptions. Forexample, food
processors may. require large amounts of
water and may discharge tremendous
amounts of organic mater, creating high
BOD (biologic oxygen demand) loadings
in their wastewater. For these firms, both
cost and availability of water supply and
wastewater treatment are important. site
selection factors. There is no more effec-
tive way for a community to halt economic
development than to have a sewer morato-
rium, :

Increasingly, high quality, high.capac-
ity telephone service is a location factof” ‘|
Some facilities, such as order fulfillmeni .~
centers, need high volume, voice-grade
communicationis, while others, such as
branch manufacturing plants, depend on
data transmissions of everything from or-
ders to payroll. Smaller cofmunities and
rural areas—especially those not served by
major telephone companies~—are af a dis-
advantage in trying to attract or refain the
increasing proportion of companies having
sophisticated telecommunications needs.

Transportation o
Transportation costs age an important

factor for manufactusing firms. Just how a

community meastres up.in terms of trans-
portation costs for a particular firm will, of
course, depend on.the firm's sources of
materials and markets, .
For & firm distributing its product from
a single location to a national consumer
market, there is a very régular pattern of -
transportation costs, with-the lowest costs
being 'in Kentucky, Tennessee, southern
Hlinois, Indiana, and Ohlo. It is no wonder
that most of the “transplant” foreign auto
producers such as Mitsubishi, Honds, Nis-
san and Isuzu have located in ‘just this

B
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of $100 per car will add up to $100 million
in five years for a plant producing 200,000
cars peryear. Y etmany small communities
" from Minnesota to Texas to Florida worked
“ard to lure the General Motors Saturn

antand the Japanese transplant assembly
ilities.

-«xes and Business Climate

Taxes are a much less important and a
more complex site selection factor then is
commonly recognized. Taxes generally
account for only a few percent of the total
operating cost of a facility and can be easily
overwhelmed by other cost factors, but
taxes are discussed a great deal, for two
reasons: (1) they are visible—a company
gets a bill, and (2) they are negotiable—a
company can try to Jower this cost factor
through incentives.

Because businesses vary tremendously,
no single "best tax climate" exists. Some
states and communities tax real property
beavily, which is 2 problem for 2 manufac-
turing firm with very expensive plant fa-
cilities, but not a problem for & computer
software firm that has few real property
assets. Other states tax corporate income
beavily, which is more of a problem for
established, profitable firms than new start-
ups. Franchise taxes,mventory taxes,anda
host of others also influence different firms

- or even different facilities of the samé .

firm — differently. Thus a site search must
refully evaluate how the tax structure of
sarticular state and community relates to

» corporation’s specific characteristics

d the nature of the specific facility being
focated.

Municipal, townshxp, specxa] district,
and county taxes cspectaﬂy influence site
selection when the issue gets down to par-
ticular parcels ‘At this point, as & firm is
compatmg site A in 2 community to site B
ina cormnmuty a few miles away, Jocal
faxes and tax incentives can become an
impostant factor even though locally vari-
able taxes are generally only a fraction of
percent of total costs, The site selection
process narrows the field of communities
‘under consideration'to only those locations-
that score very well on other cost and oper-
ating condition factors and as a result even
a xelatwely small tax cost difference can be
decisive in sxte selection.

NGN-COST FACTQFS

Non-cost factors are also zmportant in

' site selection. Most significant among them
are access to specialized suppliers, access

to training facilities, environmental regula-
tions, and quality of life.

Specialized Suppliers

Lack of specialized suppliers and serv-
ices is one of the biggest hurdles that many
communities must face in attracting busi-
nesses, Many manufacturing firms need
specialized services, such as anodizing or

* heattreating. Fornon-manufacturing firms,

general-business services such as account-
ing or specialized maintenance can be im-
portant site selection criteria.

Access To Training Facilities

For many firms, access fo community
college training programs is an important
factor and will be evaluated with special
care. A few firms are also highly coricerned
about the availability of college taining
and postgraduate’'education for managerial
personnel. Given the increasing need for
high quality, well-educated employees,
virtually all firms are now closely scruti-
nizing the quality of local primary and
seconidary education, especxally interms of
providing basicskills inreading and mathe-
matics. . .

Environmental Regulation
-Environmental -regulations are not a

controlling factor for the overwhelming

majority of site selection decisions. But

they are crucial for.a few decisions and ase .
likely to become more importantin thé next -

several years. Environmeéntal questions

_ centeraround fourissnes: (1) airemissions,

(2) wastewater discharge, (3) solid waste,
and (4) disposal of toxic and hazardous
wastes. The issue of environmental regula~

tion is far too complex to deal with in detail’

here, but a few general comments are rele-
vant and posmble

‘The environment is likely to bccomc a

moreimportantissue in site selectionin the .
“ future for several reasons. The U.S. Bnvi-

ronmental Protectiori Agency continues to

develop more stringent standards for con--

trol of pollution and toxic substances. This,
howéver, may be less important than the

fact that many tarpet dates for attaining .
various environmental: standards estab- .
lished over the last twenty years are now

coming due, Also, increasing use of tech-
nology in manufacb.mng hasresulied in the
increasing use of exotic and oftcn iughly
foxic chermicals.

Rural areas and small commumtms are
frequently at en'édvantage in having less
severe existing environmental problems.

Often they do not face the mcmasmgiy '

draconian limitations on development such
as those pléced on air quality nonattain-
ment areas. On the other hand, small com-
munities and rural areas have often been
less sophisticated in dealing with environ-
mental hazards. A$ a result, these areas are
finding that they are the scene of toxic
waste disposal sites and “midnight dump-
ing.” In a few cases, unscrupulous busi-
nesses have attcmpted to take advantage of
a small community's lack of sophistication
and desire to create jobs to operate hazard-
ous-facilities, although state and federal
environmental .regulations make this in-
creasingly difficult,

Quality of Life

Finally, quality of life is an unportant
site factor for almost any facility. Discus-
sion-of this factor has been saved until last
because that is where it generally falls in
the site selection process. In corporate site
selections, a firm reduces its number of
choices to a handful of “best” locations
based on operating cost and operating con-
ditions because there is no pointfor a firm
to consider a location in which it cannot be

 financially competitive. While quality of
life may have contributed to gettmg down

to this shoxt list, it is rarely the mostimpor-
tant factor. In the end, however, a site _
selector is faced with seversl 1ocat10ns, all
of which look good on paper in terms of
cost and operating conditions. Needless to
say, if the designated facility manager or
other personnel who are to be transferred to

a new location are on site selection team
they will be e&pecxally coricerned .about
quality of life.

Two exceptions o Ilus generahzauon
are high-tech facility Jocations and corpo-
rate headquarters. Because fop technical
and managerial talentissorare and because
these personsare 50 important to the future
value of the company, the site sélection
decisions for these facilities sre (or at Jeast
shiould be) primarilyrecruitmentdecisions.
The location that will do the most to help

~ recruit: the best people is the best location,

with cost factors bemg of only secondary

~importance.

Intangible Factors

The author's experience insite selection
taughthim thatone cannot gostrictly by the
numbers, Communities that sre indistin-
guishable based on statistical data can be
vastly different places on the ground. One
commumty may be.neat and tidy, while
another is unkempt and ﬂl—p!anned even
though they have neatly identical income
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rels. Some communities have a high de-
se of comrnunity spirit, others are con-
uious, A field ingpection of the commu-
des and & meeting with civic leaders
ickly reveal these differences.

No matter how unique and wonderful
e may think his or her community is, it
oks‘just like many others.on paper. The
{ference between being the bride and
s bridesmaid-—between being number
ind number 2 in site selection—is often
iality of life and community coopera-
m. Remember, too, that community co-
seration is more than just giving incen-
'es; itis also instilling confidence. When
:ompany *“‘buys the product” by select-
g &8 community as a Jocation, it is plac-
gtremendous faith in the town, its com-
unity leaders’ truthfulness, and their

ility to keep promises as well as to
ake them.

STEPS IN THE SITE SELECTION
PROCESS

Any site selection, whetheritis abranch

ant location, & new businéss start-up, a
focation, or an expansion, goes through 2
edictable series of steps. Though the de-
iIs will vary among types of firms, the
1sic outline is the same. Sometimes the
:der of the steps changes, and often a firm
ill go back and rework an earlier step
scause of new information gathered dur-
ig the site selection process. In many
ises & “no go" decision will be made at

»me point. The selection process will then -

¢ terminated, generally either because of
hanging economic conditions forthe firm
feclining sales or profits, higher interest
ites, and the 1ike) or because the firm
arns that it had unrealistic’ expectations
bout the potential market for its product or
that kind of costs or operating corditions
ould be obtained. ‘

Often site selection is a stop-and-go
focess, which can be maddening for com-
aunities working with firms, whettier they
re local companies planning an expansion
T outside companies considering a loca-
ion. One day representatives of the firm
re in a tremendous hurry—they want in-
ormation or commitments and they want
heni by tomorrow. Then these corporate
epresentatives disappear for six months
vhile the project i’ put on hold, waiting for
setter market conditions, financitig, or ap-

yroval ata higher level of management. Al

e can do as an_economic developer is
respond as best as possible to requests for
mformation and suppress the natural hu-

manurge to strangle someone who asks for
the impossible by tomorrow and then ap-

~ pears to lose interest or disappzars for sev-

eral months.

Distilled below are the author's obser-
vations on the steps in the site selection
process, based on working with many firms
as a site selection consultant, along with
comments about what a community's eco-
nomic developers can or cannot doto influ-

-ence the process. Just remember that not all

site selections go by the book and that it is
difficult to know just where a firm is in its
decision-making process. Often even the
identify of an outside prospectisnot known
early in the process, which will add a little
mystery and intrigue to life, The steps pre-

-sented here are for a manufacturing facil-

ity.

Step 1: Defining the Facility

This is probably the most important step
in the entire process for a community’s
successin attracting or retaining a facility,
because during this phasé firms define both
what they will produce and the basic re-
quirements to produce it. Unfortunately,
this is aleo a step that takes place behind
closed doors far from the eyes of economic
developers.

Within this general phase a company of
entrepreneur will define the following:

U The product or mission of the facxhty
W} Managerial and technical skill: needs o

, operate the facility

L Overant anticipated employment levels
and skill needs

D?Unluy requirements (wates, sewer, elec-
tric, and natural gas)

() site and building requirements
@ Supplier and service requiremetits

Environmental constraints (water or air
pollution, solid waste generation)

U Relation fo other corporate andcompeti~
tor facilities.

It is common for the deﬁnmon of the
facility to change during the site selection
process as thie company learns more about
not only its own needs, but also what is
reasonably availableinthereal world, Many
companies begin with an impossible wish

list of desires that they will neverbe able fo -

meet in one Jocation. For example, they
want highly skilled workers and low wages
or to be in a major metropolitan area but
also to be in an area with a low level of

unionization. As they continue through the .

site selection process, companies have to

decide what is most important and make
choices based on these decisions.

Step 2: Geographic Analysis of the
Market

New facilities are often built to serve
new moarkets. This was the primary reason
for the growth of the Sunbelt in the 1980s,
‘Growth of this region in the 1960s and
1970s created new demand and companies
moved in or were established to meet that
demand. Also, different facilities will serve
different markets. In the example of the
auto manufacturers given earlier, the mar-
ket is the United States. Other facilities
might serve a market region ranging from
the local community (especxally for retail
facilities), to a multistate region, to the
world. The local market is typlcally most
important for retail operations, while re-
gional and national markets are most im-

‘portant for manufacturers. A company will

generally also try to forecast the level and
geographic distributionof demarndfor some
future planning time, perhaps five years,
and will take this into account in determin-
ing the size and location of a new facility.

Step 3: Deciding toDe 2 Sife Search
That a site search should be undertaken
may appear to be self evident, but that is far
from the case. In fact, many if not most
considerations of building a new facility do
not ever lead to a formal site ‘selection
process. Bven if a company concludes that
new product lines or expanding markets
require more producuon capacity, thereare
a variety of ways of achieving this end. A
company may renovate and automate an
existing facility or build onto it rather than
seeking a new facility. Increasingly, com-
panies seek to gain new production capac-
ity by acqpiring operating facilities or en-
tire companies. In some cases, however,
themostreasondble solutionisto searchifor
a new location, whether that is starting
from scratch on 2 “greenfield” site or buy-
ing a vacant existing’ building, .
Of course, a business expansion or re-
“tention decision is simply a site selection
process from the point of view of the com-
munity where & finm is currently located.
The job of the economic developer is to
convince local companies that they already
have the best possible site and that they
cannot find better operating costs and con-
ditions elsewhere. One st also make
sure that the basic requiremems for expas-
sion—good sites, uiility capacity, trained
labor, efc.~—are available in the area,
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tep 4: Freight Cost Analysis
" early step in a site search for a
actunng facility is generally a freight
vsis. In the analysis, the company

in- - ute the inbound cost of raw mate-
als: ious sites as well asthe outbound
Mipp ostto customers. This allows the

ympany to narrow its region of research
y finding a least freight cost location and
stermining the additional cost that would
tincurred in moving away from thai loca-
o1,

The least freight cost pomt isofi m[erest
it even more important is the range of

assible locations allowed by the cost pen-

ty of moving away from this location.
ery high freight cost penalties are not
kely to be overcome by savings in other
eas such as Tabor or taxes, so high freight
»st areas can be eliminated from consid-
ation, For nonmanufactaring companies,
her cost factors may serve the same basic
ile as freight. For example, for a corporate
ffice with a great deal of personal travel,

1e cost and time required for executive
avel is a major consideration.

tep 5: Defining the Search Area
Based on freight costs and market area

i wsually defines a search area for facil-
- & few examples are:

tetween 50 and 150 miles from Chi-
'r a manufacturer of steel shelving

Ji s Indiana, Ohio and Kentucky—
xa omotive component suppher

Jin. city of more than 250,000 with

xeellent flying weather—for an aircraft
wnufacturer -

3 Towns of fewer than 25,000 within a

iangle bounded by Houston, Dallas, and .
an Antonio, Texaswfora furniture manu~

poturer.

If & community is outside the area of ‘
earch or does not meet the basic site crite-

ia of & company, it will not be considered,
nuch less selcctcd,v as thé'facility location.

itep 6: Initial Screéning

* Bven within these delimited search ar-
jas, however, there are likely to be hun-
Ireds if not thousands of communities that

mbeconsxderedaspotennal locations, At -

his stage, site selection is & ruthless proc-
1ss of winnowing the locations under con-

iideration down o & manageable number

hat can be screened more thoroughly, This
icreening phase usually concentrates on
veral “knockout” factors, any one of

ich will eliminate & community from -

further consideration. Knockout factors
could include & minimum size of the local
labor force, distance to.an interstate high-
way, available sewer capacity, or any one
of dozens of other items that are important
for the particular facility. _

Often the criteria used in initial screen-
ing are quite arbitrary. This screening is
typically done without directly contacting
community development organizations,
because the information is readxly obtained
from the state, utility compames OrF & cofm-

puterized database. Despite its brief and

arbitfary nature, this preliminary screening
tends to be final; that is, communities do
not reenter the site search at a Jater stage
once they have been dropped

A fatal problem for communities in the
ini‘tial»screenin'g phase is lack of informa-
tion. If a data sheet or computer database
indicates “no data available” or simply has
a blank for sewer capacity, a firm generally
drops the community from consideration.

* Filling in gaps-in data requires time and

effort on thc part of the site selector and
lack of data is viewed as an indication of &
potential problem oratleastacommunity’s
lack of commitment to provide informa-
tion; hundreds of other communities do
provide complete information so there are
plenty of other choices remaining.
'Economic developers must recogriize
that at this phase 2 site selector’s interest is
eithier nnknown to him/her or is very lim-

ited. When a prospect asks for ceriaini spe-

cific information during an initial contact,

it is usually for screening purposes. It is

very-important that one provide all of the
information requested and to make it read-
ily accessible. Site selectors do not want to
wade through & four-inch-thick pile of in-
formation they did not request just to find

the eight facts they did request. Thus, .
“.jumbo" packets of unrequested informa-

tion are often left unexamined and piled in
& comer of the sité selector’s office in
unopened express delivery packages. He or
she will concentrate on those communities
providing requested data in & concise form

. and willreview massivedatapackets “when

Ihavemoretime,"” whichis generally neves.

‘Step 7: Second-Round’ Screening
Beginning with & list of hundreds of
communities and several knockout factors,
the site selector can qmckly narrow the
field to 10 to 20 communities for more
intensive investigation, It is often at this
point that the site selector will first make

-direct contact with community develop-

ment officials. The community developer

should recognize that his/her area is still
probably only one of many areas under
consideration and that the real work has
Jjust begun,

Often an important factor at this point in
the process is evaluation of available sites
and buildings. They do not call the process

“site selection” for nothing! Unfortunately,
many communities, including some very
large ones, do a poor job of gathering and
presenting information on sites. They have
elaborate color brochures on the quality of
life and a fly-specked hand dmwmgs of
sites and buildings. Care should be given to
providing complete site and building infor-
mation and to presentingit in aprofessxonaj
fashion,

Information on sites should include not
only standard data on size and utilities, but
also an asking price. Nothing is more exas-
perating to a site selector than & community
or developer who is coy about price, A
blank is not an answer to the question “site
price," nor is the term “negotiable.” Any
firm worth dealing with knows that the
price is negotiable. The question is: at what
price is the seller beginning the negotiation -
process?

Step 8: Field Visits

‘Generally, a professional site selector
will narrow the field of communities under
consideration down to three-or four on the
basis of secondary screening and will then
undertake field visits, A company doing its
ownsite selection withouta consultant will
usually visit more communities,. perhaps
five, seven, or even ten. Often this is the
first view the site selector will have of 2
mnnnuxﬁty. ‘Therefore 1t is fmportant that
everyone in the relauvely Jarge cast in--
volved in local economic development do
& good jOb and know his or her pat.

~ A site visitis usually brief, ranging from
a few houss to two days. During that time
the site selector or selection team will want
tomeet withlocalemployers inlarger firms
and firms within their particuldr business.
These visits are most informative, because
through them a site selector can learn &
great deal more than factual information.

After s fow interviews, community atti-
‘tudes begin to come through clearly. Local »
businesspersons may tell prospects some
things you would rather they did not hiear
‘but busmessperson to businessperson dis-
cussions are the most unportant single fac-
tor in evaluating a community, Only & very
naive sité selector would not expect and
want to hear the bad as well as the good and
to hear it sooner rather than later. During &
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visit a prospect will elso typically meet

1local elected officials and utility rep-

ntatives and will look at promising
s and avajlable buildings.

jeveral words of caution are in order i in

ling with site visits:

Don't try to hide anything. Problems

usually come out evenfually, and if
have tried to hide them, your credibil-
5 gone.

Show the prospects what they want to
‘not what the community wants to
w them. Time is short in a site visit,
people do not like to have their time
ted.
Be well prepared and use development
:s. The power company representative
havethe best grasp of electric rates; the
estate sales companies will know the
s best; the state commerce department
esentative will have the best grasp on
! incentive programs work; and the
fewater treatment plant operator will
¥ those trickling filters like no one else.

Don’t wear your prospects out. Many
urtunities seem to try to attract firms by
tkill and exhaustion. Scheduling too
1y interviews does not allow enough
¢ for any of them and invites problems.
spects who are kept going from dawn to
Inight without a break will not be happy
:n they leave that community.

p 9: Ranking Alternatives

In ranking alternative locations, pros-
ts have the problem of choosing be-
en apples and oranges. One community
low freiglit costs, the second a good
or force, the third good living condi-
15. How to choose? At this point, a finm
st decide which factors are really the
st important, because one community
er has all of the advantages.

Eventually, however, the communities
ranked and the site selection recom-

ndations will be made. These rankings
y be based on an apparently sigorous’

ighting of factors and ranking of com-

nities foreach factor to produce anover- .

community rank. Often, selection of a
+is a compromise among different indi-
mals and interests; for example, the en-
ieer who wants a level site, the freight
wialist who wants pood access and the
signated plant manager who wants good
asing and schools. These competing in-
ests are not readily measured on & point
lue scale. The decision may justbe 2 gut

iction by the corporate owner or CEQ.

One way or another candidate locations
will be ranked.

Step 10: Engineering Anaﬂysis, Legal
Analysis, and Optlons v

It is a long way from a recommendation
to a facility. A company may take out an
optionona site or building but thisis hardly
an assurance that they will be coming to the
commumty Prudent site selectors will op-
tion sites in more than one community so
that they are not left out in the cold by an
unforeseen problem.

Two subjects require special attention.
First, an engineering analysis of the site
should be made to assure that the drainage,
soil-bearing characteristics, and other fac-
tors are acceptable Second, a legal analy-
sis is also important, because a flaw in the
title or an unexpected easement can elimi-

_nate a site. Problems in either of these two

could knock a site and possibly a commu-
nity out of the running. A well prepared
community will have soil surveys, title
checks and other standard purchase proce-
dures taken care of in advance in order to
eliminate these as possible concerns for the

-site selector’ and move their community
“along in the selection process.

Step 11: Imfilementatmn '
Even after the groundwork has been

1aid, all the analysis done, and all of the

recommendations made, many site selec-
tion decisions stall out for long penods or
fizzle out completely Why? The most im-
portant reason is probably money or, more

‘accurately, the lack of it. Obtaining financ-

ing is often time-consuming and uncertain
for smaller’ companies; obtammg internal
approval in large corporations can be just
ds fime-consuming because approvals are
oftenrequired from & board of directors and

. even if the company has plenty. of money

there are also many other competing. de-

~mands for it. During this phase and the
previous one, incentives will be negott- _

ated. Superior state and local incentive
packages can oftén tip the balance at this
point if (as is likely) the first and second or

- third choice locations are similar in terms

of costs and operating conditions. -

As the time approaches for making 2

final site decision that may influence the

" future of the entire company-—ot to meri-
tion the individuals on the site selection
team—many of the basic questions seas-

sert themselves. Is the new facility really a
good idea? Corporate politics may -also
enter the picture: some people oppose a
facility within a company because they

think the product it will make is s mistake
orbecause they believe the money could be
spentmore wisely for other things. Inmore
than one case opponents of a new product
have tried to kill the product by muddling
and delaying the site selection. Perhaps
market conditions have changed. Thus,
there are bften delays ranging from a few
weeks to several months or even years
‘durmg the final phases of the site selection
process while these issues are resolved.
Site' options are renewed and re-renewed
until either the project is undertaken or—
all too often—dropped.

Step 12: Start-up ’
Even after the “go” decision has been
made, there is a long process in getting a
facxhtymtoproductmn Anew facility must
be constructed or an existing bmldmg must
be modified to meet the company's spe-
cific needs, personnel must be transferred
in or hired locally, and machinery and
equipment must be set up. All of these
stapes can benefit from local assistance to
assure a smooth start-up. Success is a

smoothly operating facility, not an an- .

nouncement. Even when the facility is up
and running, your job as an economic de-
veloper is not over. It has-merely changed
from atiraction to retention!

CASE STUDY

The best way to understand the dynam-
ics and intracacies of the site selecfion

_process is to look at an actual example. A

detailed description of the location criteria
for a furniture m'anufacturing plant based

on an actual site search is provided in

Exhibit 1. This is a relatively large facility
and an elaborate facility descnptxon, pio-

‘viding a good examp]e of many issues you

are likely to face in respondm 2 to a manu-
facturing company s site selection needs.

Note that his is not a purely hypothetical

example, these are the actual site location

: reqmrements ofa company that was evalu-

ating communities in North Carolina and
Georgia for a facility location, An office or
retail site selection would involve a very
different list of site. selection criteria and
would require substantially different data

- from the cmmnmuty

By the time the comumunity receives a
set of site criteria such as those presented in

Exhibit 1, the firm will most likely have -

gone through the first five steps of the site
selection process: that is, it will have de-
fined the facility, analyzed its market, de-
cided to begin a site search; done a freight

2%

-
N



costanalysis, and defined the search area, It
may also have completed step 6, initial site
~ xreening, without the knowledge of com-
anities involved. Most community de-
ers do not recognize the amount of
that prospects or consultants have
de  efore they ever contact the commu-
5

4 company may change its site criteria
as it gains new information on markets or
production processes and engineering, but
one will not talk them out of a major crite-
rion simply because the community does
notmeet it. If the firm wants a 20-acre site,
one will not convince them that the town's
10-acre parcel is good enough.

In the example farniture manufacturing
plant, the community responding to an in-
formation request would have a great deal
of data to provide and would do well to
consider some larger issues to determiné if
the community is right for the plant. For
example: '

Is the labor market in the area able to
provide 280 hourly workers? What irpact
will this have on existing employers?

Does the local. work force have any
experience with a three-shift operation and
will it be accepted?

Does the community have trucking serv-
“ice capable of handling the very large in-
lound and outbound freight requirements?

»es the community have a good avail-
& te or building?

r sesithavetheutility services (electric, |

i al gas, water, and sewer) needed for a
plant of this size?
O Areant the industrial supplies and serv-
ices available in or near the community?
If itis decided that the community meets
the major site criteria for the facility, get-
ting answers to all of these questions takes
& good -deal of legwork, and typically. a
prospeet or consultant will want informa-
tion in a few daysor at most in a few weeks.
Thus, before going o the trouble of re-
sponding, make a “first cut” decision as to
whether the community meets the site se-
Iection eriteria. This does not imply a per-
fect match. No community is ever perfect
for & facility, which is what makes site
selection so difficult. For example, a com-
pany is not likely to find an existing build-
ing that meets its needs; the one in this case

study did not. But there should be a rea- -

sonably good match between your commu-

nity and the facility, and it should be o

business you believe would be a goodneigh-
* bor to existing business. )

EXHIBIT 1
Example of & Facllity Description
Furaiture Manufactutring Plant

Product: .
Laminate on chipboard furniture and furniture hardware (casters, pulls, etc.).
Labor (number): :
Salaried personnel (includes accounting, engineering, sales, and general
management). _ 50
Hourly Personnel
Receiving, shipping and inspection 40
Toolroom and maintenance 20
Castling, forming, and finishing 60
Assembly 160
Total hourly - 280

Note: This would be a three-shift, five day-a-week operation.
Inbound Freight (ib/yr):

Zinc and zine alloying block 3,000,000
Steel coil 2,600,000
Wire _ 1,600,000
Chipboard and plastic laminate 10,000,000
Other fabricated metal components - 3,500,000

Additional materials, including corrugated cardboard boxing and plastic
for packaging, would be obtained from local sources.
Outbound Freight:

Approximately 22,250,000 lb/yr to be shipped nationwldg by LTL (Iesé

than carload) common carrier.
Scrap to Be Recycled (b/yr):

Zinc 230,000
Steel ' ' 980,000
Plastic : CGuantity Unknown
Site:
Approximately 20 acres.
Building: 4

Desire existing building of 280,000 sq. f. including 75,000-100,000 sQ.
ft. of warehouse space and 15,000-20,000 sq. fi. of office space. Ware-
house portions should have 16-20 . ceiling.

Electric Power: ‘

Monthly usage 40,000-450,000 Kwh. Power factor .97. Three-phase
current reguired.

Nalural Gas:

2,000 Mct per month. Noninterruptible service highly preferred.

Water:
Approximately 70,000 gallons per day, primarily for process cooling.
Prefer municipal supply.

Sewer:

Prefer municipal system.

Solid Waste:

Zinc, steel, and plastic to be handled by a scrap dealer; chipboard to be

handled by a landfill.
Environmental: ‘

Will pretreat wastewater,
No known air emission problems.
Noise: '
- No problems at property line.
industrial Services and Supplies:
Reasonable proximity (100 to 150 miles) to a variety of industrial sup-
plies and services will be required. These include:
Mill supply
Platers (zinc, chrome, brass, nickel, oxide)




Packaging.fabricator
Plastic injection molding (250-450 ton range)
Tool and die shop (steel stamping, injection die cast, and injection
plastic molding)
Stamping shop (250 tons)
Rubber molding shop
Heat treating
Batch tumbling
Screw machine shop
Vacuum metalizing
Plastic laminate
Chipboard
-Zinc, steel, and plastic scrap dealers
ommunity: o
Should be within 50 miles of a hub airport. :
A small community of about 10,000 population is preferable. The
community should have excelient labor-management relations and a
good supply of labor at reasonable wage rates.
Favorable state and local tax codes are important.

esponding to these site specifications  will provide the various types of informa-
assizes the importance of data as the  tion needed? For example, who will pro-
ary community marketing tool. Asan  vide information on the size, skills, and
sise for development groups, try put-  quality of the local labor force? How long
together a response packet indicating ~ will it take to assemble the needed data?
the community can meef the various ~ Who will handle these duties as a backup if
ity needs outlined in Exhibit 1. Who

your first choice personis out of town, illox
otherwise unavailable?

CONCLUSION

The best way for a town's leaders to
succeed in locating a facility is to think not
in terms of the community’s interests and
ot even as an economic developer, but
rather as a prospect. By recognizing the site
selector’s motivations and needs and by
understanding the site selection process,
the economic developer can avoid many

_pitfalls—for example spending time and

effort trying to attract a firm when the area
has virtually no chance of success, provid-
ing notenough or too much information, or
not meeting the prospect's needs. A more
widespread understanding of the steps in
the site selection’ process and the many
reasons that & company may choose ‘an-
other community that best meets its needs
can also help to prevent needless recrimi-

.nation and bickering among those involved

in economic development in those many
instances when your community is not cho-
sen.

2



ffective Prospect Presentations:
- Your Competitive Edge

Michael B. McCain, CED, FM

Competitive pressures have changed the ways economic developers present community dats to
GOmPé}ﬂies. Practitioners must identify and satisfy specific information needs, instead of providing
generic sales matenals about an ares. Doing 50 requires knowledge of the product to be presented,
the praspects, their real requirements, their consultants and the competition. This knowledge enables
preparation of effective written, personal and follow-up presentations, as well as formal proposals.

. INTRODUCTION

~  aproduct or service. Rather, they
focus onidentifying and satisfying individ-

ual customer needs in a highly responsive.
" fashion. The most effective economic.

“developers do likewise.,

' From the standpoint of business recruit-
*» development practitioners -can no
:f place the top priority on marketing
¢ llow up later with general informa-
Instead, the emphasis has to be on
identifying the individual needs of pro-
spective corporate customers and present-
ing project-specific information which

shows how these needs are best fulfilled.

- Competitive pressures in a global econ- .

omy have. affécted how éomfpaniés do

business and the ways they make business .

location decisions. Manufacturers, for
. -'example, must produce greater numbers of
‘higher quality products at-a lower unit cost,

* while maintaining the flexibility to meet

custorner desires and schedules. Changes

affecting service sector operations are _‘

equally dramatc.
To compete, companies are investing

. more money in-computer-driven equip- -

tnent and the skilled employees to operate

it. Never before has the facility location
decision had so great an impact on a com-

\ pany’s bottom live. As a result, never be-

fore have corporate information demands

conomic developers been s6 detailed,
ict requirements so stringent, or dead-
50 restrictive. - '

\ he most successful companies .
today donot concentrateon selling -

At the same time, the number of areas
worldwide which are seeking new facili-

ties has never been larger, Just as compa-

nies change to meet competitive chal-
lenges, so must economic develépers. A
major difference is the way data is pre-
sented 10 prospects. Consider these scenar-
ios: . :

Ua prospect wants infornation about the

community. Because of your prior research,

-printed copies of a thick statistical facts

book are readily available. One is mailed

“the samne day. :

U on shortnotice, 2 prospect is cominig to
visit. You are prepared, armed with 2 video

depicting every aspect of the community

and a permanent sales team ready to go into
action. : : ’

L You are finalist for a new ‘corporate fa-
cility. Wanting to be certain company offi- .
cials do not overlook anything before
making a location decision, you follow up
-by sending another copy of the statistical
facts book, quality of life brochures and = -

copy of the video. . .
- Mot too long ago, some considered this

-standard ‘operating procedure. Respond in

these ways today, and you risk losing to 2
community-with more effective presenta-

tion capabilities.

| WHATISA.
PROSPECT PRESENTATION

By definition, a presentation is a de-
scriptive or persuasive account of some-

thing, such as a product. General informia-

LoD 15 NOL PErsuasive to prospective corpo-
rate customers. A prospect presentation
should describe specific attributes as they
pertain to 2 prospect’s individual require-
ments. An effective presentation clearly
shows how the requirements are fulfilled
and explains why the product offered is the
best choice, _

Different service providers needto pres-
ent different kinds of information to pros-
pects, of course. Presentations by state
development agencies, economic develop-
ment departments of utilities and railroads,
architectural and engineering firms, con-
struction companies, industrial realtors,
financial institutions:and others, will differ
from presentations by local development
groups. The emphasis here is on commu-
nity presentations, although somie of the
material that follows has applications for’
all. .

There are several ways to present infor-
mation to prospects: in face-to-face con-
versations; visually, using projected trans-
parencies, videotapes and interactive géo-
graphicinformation systems; electronically,
by phone, fax or modem; and written docu-.
ments, such as booklets, reports and-pro-
posals. All these methods .might be em- °
ployed during the course of a project. They
can be categorized into four distinct types
of presentations: ' '

U initial presentations about a comrmu-
nity, usually in writing, tailored to project
needs . . .
U personal presentations during prospect
visits, often using visual aids . '
Q follow-uppresentations, addressingspe-
cific questions and concerns - - L
U formal proposals, which are.a deal-
closing mechanism. . o

. Pre-printed statistical fact books, qual-
ity of life brochures and: generic commu-
nity videos are not prospect presentations;
they are compendia of diverse information.

 Although they may incorpordte the data a
-prospect is seeking, by their very nawre -

they dlso contain nofi-essentials. It is time; -
consuming, and offten irritating, for a pro-

" spective customer to endure drivel just to

find those iterns which are important to a.
project. In today’s competitive environ-
ment, resporisiveness to individual needs

- and tailored customer service are pars-

mount, ...
Pretend being the prospect. When come
piling a presentation, ask yourself, “Does
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this answer all my questions? What exactly

" isbeing offered? Is there an abviously good
fit between what the project requires and
what the community is presenting? Am |
p&:rsuaded to consider this area further?
Based on this information, would [ locate
this facility here?”

Keep in mind that companies do not
undenake a process of selecting 2 site,
Rather, it is a site elimination process.
When you're first contacted about 2 proj-
ect, it's a good bet the company is screen-
ing thirty orforty other areas as well, if not
more. Inundated with responses, their top
priority is to narrow the locational options
t0 & manageable number. They often de-
velopan evaluation matrix tocompare initial
project costs and annual operating expenses
from city to'city and eliminate commiuni-

tes until they get dowm to three or four :

finalists.

The role of written, personal and fol-
iow-up presentations is to keep from being
eliminated.. The purpose. of a formal pro-
posalisto be chosen as the site. Butinorder
to prepare either, there are five things you
must know: .

Q your product v
your custorners -
what they want

the consultants who may be assxstmg
them :

Q yauf competition.

. PREREQUISITES FOR
_ EFFECTIVE PRESENTATIONS

Knew your product

Accurate information dbout what you
‘have 1o séll must be available. There have
been numerous articles, seminars and EDC/
EDI¢lasses about how fo research, develop
and maintain 2 community data base. lis
importance canfiot bé ovcrcmphasued

Nevertheless, possessing this information '

will not do much good unléss you have the
ability to promptly access and modify

specific items, format them appropriately

and present them cffccuvcly
Computer capabilities are a prerequi-
site. Whiile individual economic develop-

- ment agency needs will vary, basic hard-

ware might include a personal computer
foreach staff member, a file serverto allow
sharing of information, sufficient random
access memory and 3 large enough hard

disc storage capacity, a laser printer-with -

automatic sheet and envelope feeders, an
optical scanner and a color inkjet printer
{which can be used to store and retrieve
photos of sites and buildings), a CD-ROM
drive, and a modem, permitting electronic
communications. Sofiware alternatives for
presentation purposes are numerous. At the
very least, you will need a strong word
processing system, graphics package,
spreadsheet, data base manager, desktop
publishing and, perhaps, a project tracking
syster.

With these capabilities, it is possible to
store and update volumes of information,
select what is nesded, modify whatever is
necessary, and quickly print pages of text
with graphics and photos, all with the same
formatting, and having a prof'cssxonal ap-
pearance,

Not everything included in a project-

specific presentation has to be output on a

moment's notice. Such documents as lists

of employers by SIC, utility rate schedules

and analyses of job applications and wages
by occupational category, can be placed in
compartmentalized shelves for easy re-
trieval and compiling as required.
Knowing what you have to sell also
predetenmines the kinds of companies which
will be your best prospects. But in this
competitive environment, that is not
enough. Although recruiting targeted busi-
nesses does help improve a community, a
corollary is even more acciirate: improving
a community helps attract new businesses.
Investments to improve your product will
return multiple dividends by increasing the

~number of customers who will find it at-
tractive. .

Know your prospect

 Itis imperative to know your prospec-
tive customer. This includes the company,

the subsidiary or division responsible for

-the project and the people with whom you
will be dealing--the ones who will make the

business location decision.

One way to obtain a great deal of com-
pany and industry-specific information is
by accessing on-line data bases via com-
puter modem. In a matter of minutes you
can ascertain 2 company’s size, financial
strength, mode of operation, locations of
facilities, biographical information on prin-

‘cipals, as well as current trends in a pros-

pect’s industry.’

& few examples include Dun & Brad-
street, Dow Jones News Retrieval, Dialog
and Nexis. Alternatively, a service bureau
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could conduct a data base search. For ipn.
stance, they can perform a key-word query

of a company’s name in trade magazines,
provide synopses of articles written abour, . .
them recently, and compile a report o
what is happening in a company's SIC*
category.

Such information also may be found in
publiclibraries, or preferably in your office
library. Who's Who in America, Who's
Who in Finance and Industry, D&B direc-
tories, Standard & Poor's, Thomas Regis-
ter, U.S. Manufacturers Directory,and The
Directory of Corporate Affiliations are
standard reference publications, Such re-
search will be invaluable in preparing 2
presentation to & company.

Know their real requirements
This is the most important aspect by far.

“To demonstrate, take out two sheets of

paper. On one, list every,community asset -
you have to sell. On the other, put down
what the prospect, your customer, wants to
buy. Invariably, the first page will have &
lot more writing than the second. Find out -
what the prospect is really looking for.
Some project requirements are self-evi-
dent and -commonly divaiged, such as 2

{ten-acre site near a major highway. Ther7 ™

are also requirements which are notalways,
volunteered, like aten-acre siteina Class A.
business park; accessibie to but not visible
from a highway, served by fiber optics and
near & pre-school day care center.,

Go beyond the standard locational re-
quirements questionnaires: used to inter-
view prospects. Ask for their evaluaton
checklist or comparative matrix. Some-

© times, it will be provided. In conversation,

find out all their locational criteria. Deter-
mine what is most, and least, important.
Idendfy the real factors affccung their
decision. - :

This.is much easier said than done. Itis
difficult 1o develop the rapport necessary to
get this level of detajl and the regiirements
often will change during the life of a proj-
ect: but without this information it is tough
10 pit together an effective presentation. If
this is impeded by confidentiality con-
straints, respond by saying you do notneed
10 know the company's identity but would

like enough information to enable 2 mean-

ingful. response. There will be times wher
they cannot or will not teli you. Then Y{ Lo
-must rely on knowledge-and expcnenc&‘ .
For example, you are having an initial
phone conversation with a prospect, ot




- consultant, engmecmg firm, realtor, atior- -
aey, accountant and/or other technical .~
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able to dxvulge anything about the com-
pany. All he or she can say is that it is a

., precision metal machining project to make

- alightweight component for another prod-
. and some preliminary data about the
nmunity is needed. Well, you justifiably
rassume that skilled labor, such as CNC

-achine programmers, will be an impor-
tantrequirement. So will tool and die shops
and related ‘support services.. -pertinent
education and training programs...motor
freight carriers...the reliability and cost of
electric power. You also can assurmne they
will not be mtcrestcd in such things as

- barge wansportation capabilities or the

\"

aumber of food processing ﬁnns in the
area. ' ‘

It is much better to make such assump~
tions and tailor a presentation accordmgly
than to send 2 document corisisting of a ge-
neric laundry list. Better yet, ask someone
with a relevant background what the typi-
cal requirements and operating costs are
for such a project. Input/output tablés from
the Bureau of Economic Analysis, U.S.
Department of Commerce ¢an be used as a
guide. Computer software programs for
mdusrry targeting purposcs canbe helpful
jo.. -

As an aside, do not waste thc prospect’s
* or yours. If you cannot meet the.re-
ements, or conclude other cides are a
ch better fit and you have no offsctung
advantages, say so. You will cventually

lose this.one anyway, tighi? The prospect '

will appreciate your honesty and you can
spend your e and money on more prom-
ising projects.

' K.now thexx“’ cohéultants

N

" On larger pmjects a compény may Te-
tain the services of a business rnoblhty

assistance pmwders In yourinitial conver-
sation with a prospect, ask if outside con-
sultants are helping with the location evalu-
ation process. If the. response is affirma-

“tive, send them copies of everything pro-

vided tothe company. K.eep theconsultants

" informed and they may volunteer project
- details you otherwise might not lcam about.

Work proactively to make them an advo-
vcate of your location.
* Intheinitial stages of a project, you may

gealing exclusively with 2 consulant.

»is performing a location analysis fora

LU ML UMD PUNIEL UWIE Consuiant 1s e
prospect. 1f a presentation does not con-
vince the consultant your location merits

further consideration, forget about being

given a chance to persnade company offi-
cials you have the right spot. There are
three rules to follow:

O provide exactly the information needed,
in the precise order or format requested.

U Respond promptly, and continue to be
responsive in handling follow-up queries.

( 1f confidential information is divulged,
keep it confidential.

The same holds true when state devel-
opment agcncxes, utilities, railroads and
similar orgamzanons call to obtain infor-
mation for apmspcct. On the other hand, if
you're working with a company. directly,
you should have already involved these
economic development allies. In many
cases, the prospect contacted them before
speaking with you or will eventually. Make
sure your presentations do not conflict with
the inférmar.ion they prbvidc. S

Know your competxtwn

" Ask . prospects where else they are look- j
-ing; many times, they \gﬂll say. If you know

who the competition is and can find out

‘what they have to offer, you will have'a -

competitive advantage. The purposc is not
to leamn their weaknesses, but to determine
your comparative shortcomings sc offset-
ting benefits can be identified.

Therc.arc several waysto getthis infor-

. mation, Some economic developmcm
‘ magauncs pubhsh annual synopses of state

business costs and incentives. Although

this is'a qucsnonable mcuc. ask a friendly
) plam managcrto mspond 1o competitor ads

in economic deve!opment magazines; Call

- the employment service offices, utilities,

state revenue. depa:tmcnts and similar

agencies in competing areas.: Conway‘.
Data’s SxteNet,. an on-line data base, is’
another way to ascertain what other’ cides
 offer in sites, buildings and incentives.

~ Never use this information to engage in
negative selling. You will lose credxbxhty

by pointing ‘out competitors’ shortcom-
 ings. Emphasize your strengths instead, as

well as advantages which offset compara-
tive weakncsses.
It is perfectly acceptable, however, to

- compile business cost compansons which
objectively portray factual data about oper-

auno expanses in YDGT commumty versus

otners. 8e very careful about doing this,

because if your information about compet-
ing areas is inaccurate, incomplete or out of
date, it will compromise the vetacity of all
the other material you provided.

So, you know your product and have the
capability to present it you know the cus-
tomer, both the company and the decision-
makers; what they really want to buy; their
consultants; and something about the
competition. Now you are able to put to-
gether an effective presentation.

TYPES OF PRESENTATIONS

There are four types of presentations:
initial written presemations about the
community, ‘personal presentations to
company executives, follow-up presenta-
tions addressing particular.concerns, and
formal proposals which show what the
community will do to fheet their needs and

) rmuumzc pmject costs.

Wntten presentatxons

The first opportunity to make a presen-
tation likely will be in writing. Remember,
a standard statistical facts book and similar

-pre-printed publications are not presenta-

tious. Sending generic community materi-
als is bener than nothing, but that is:about
all. © - -

_Sure, it is quicker and easier to pull a
facts book off the shelf and drop it'in the:
mail. Preparing an effective written pres-

-entation may take several hours of concen-

trated effort and require the work of ‘more

" than one person. But if sent the same day it

will not take any longer for the prospect to

" receive if, and is a lot more effective. An

emerging trend is o copy a presentation

. from 2 word processing file to 2 computer

diskette fora prospect, or even to transmit

‘it electronically, assuming hardware and

software companblhty )
- A custom presentation fora ma;or pro)—

- ect. with unusual requirements may take

days of full-time work to prepare. This is
one instance where being the first to submit

. datd is not necessarily the best. Take the

extra ime to do the job right, let the pros-'
pect know when to expect your package

~.and ensure it is there a8 promised.

The elements of an initial community

. presentation will vary, obviously, accord-

ing to the requirements of a particuldr pros-

" pect, Generally, they include:

O site descriptions, aerial phoms plot
plans and topo tmaps :
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U specifications, floor plans, and photos
of available buildings

U utility data, including capacities, serv-
ice characteristics and costs

a materials on transportation attributes,

with freight rate and transit time analyses
details about raw materials, supportive

services, and related inputs

U labor availability and wage rate infor-

mation, by pertinent occupational category

information descnbmg cducauon and
training resoufces

tax rates, financing programs and cost-
reduction incentives’
O quality of life factors, such as housing
costs and recreational and cultural ameni-
tes. R
Some of these materials will be obtamed
from othets, such as your state develop-
ment agency, utility companies and real

estate developers. Check and double check

every bit of data obtained from outside

sources for relevance and- -accuracy; ifitis -

voluminous or contairis extrancous details,
Excerpt needed portions for a.particular
preseatation. Above all, ‘includeonly infor-
mation’ which relatés to the individual
project’s unique needs and make iteasy for-
corporate decision-makers to see that you
have what they want. Following are a few
tips: :

O Summarize pertinent advantages in a.n

tasy-to-read cover letter or executive -

summary. ,
L3 Use sections, with. tabbed dividers to

make: catggories of mfommuon easy o
find. - :

@ Pemonahze it. Bo not convey the im-
pression of it being “off the shelf.”

@ Bind it appmpnatsly .Image and ap-"

pearance count.

{J Donotsenda presentauon via regular
mail. Expre..,s ship it, or better yet, deliver
it personally.

Provide extra ccp:es Get your materi-

-als in the hands of as many ciecxsxon-ma};: :

'crs 28 possxble

Personal presentauons

The goal of ai initial written presenta-
tion is to convines the prospect o inspect
your community in person. Effective pros-

pecthandling during a community visitisa - -

topic unto itself, but there are some. guide-

linesas they relate o the subject of personal
presentations.

When first meeting prospects face-to-
face, the cardinal rule is, do not sell! In-
stead, listen. Ask questions. Look for cues
in their facial expressions and body lan-

- guage, and react accordingly. Try to get

more information about the project, its

requirements, and how ‘the location deci- .

sion will be made. This new knowledge
will be especially helpful durmg follow-up
presentations. -

If it'can be circumvented, do not have

one permanent sales team which meets

with every corporate visitor. Each project
is different and the composition of presen-
tation teams should differ according to
projectneeds. Include only those who have
key information to impart--not from your
perspective, but from the prospect’s point
of view. Here's a good example: normally,
a pmspcct would not meet the entire city
council during an initial visit. The develop-
ment practitioner, though, in researching
the backgrounds of company principals,

learned the CEQ had served on the city

council at his headquarters location. Local
council members weretoldinadvance what
10 say, and the CEO met with them durmg

the visit itinerary. He later said the coop-

erative, pro-business attitude of local gov-

_erment was 2 main reason he cbose to

locate in that city..

Your primary sales tool dunng a visitis

~ the itinerary. By following it, prosgects _
- should be able o see that their require-

.ments are fulﬁlled. The commumty liter-
ally should sell itself. Meetings with busi- -

BESS oOWners or piant managersarca pﬂncz~

. pal ‘component of almost every itinerary

and comprise one reason why 2 good exist-

~ ing industry assistance program is so cru-

cial. Because of thexrmowledgs of factors
meaningful to visiting prospects and their
psrccxved obj ectivity, they typically are the

most unpcrtant mcmbars of g community _

presentation team,

Visual aids are helpful when malung
‘ pﬁmonal presentations ‘to prospects, be-

cause seeing graphic materials rexnf’orces

what is heard. A number of software pro-

grams are available which enable quick

_design of 2 presentation including com-

pumr‘sﬁd&e@v«:fhéadﬁzra’nspmngim hand-
outs and spezker's notes, all in one file. As
you create slides you are automatically cre-

ating the presentation, in a format that :

carries through from beginning to end.
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Videotapes are a frequently used visua|
aid and presentation tool. As acomplemeny
to one generic comumunity video, consider
having several, short videos. One migh-
focus on quahty~of—hfe attributes, anoth
on education .and training resources ana
another on locatxon and’ transportation
advantages. In this manner, you can visu-
ally present those subjects of most impor-
tance to a prospect, without spending time
on topics that may not be of interest. Fur-
thermore, the creation of a video library of
individual subjects will enable the quick
production of custom presentations.

Imaginé the impact on a prospect view-
ing statistical data, maps, photos, graphics
and-video images, all the while listening to
relevant narrative, sxmply by pressing a-
touch-sensitive VDT screen or clicking a
rmouse. Although some state development
agencies and utility economic dévelopment
departments are doing this today, interac-
tive computer video. presentations using
taser disc wchnology require a budget and
staff beyond | the means of most local devel-

opment groups. -

However, CD-ROMs are bccormnv am .
affordable alternative. At a comparatdvely

small cost, you can record writien data, .
‘graphics, maps; photos and motion lmagJ

on a compact disk and use a persone |
computer to quickly access and sequence
the images and stadstics of interest to your

+ prospect. Emerging technclogy will soon

permitthe producuon of interactive, muld-

‘media presentations with full-screen video

and audio on 2 laptop in your office or a

prospect’s..

Follow-up presentations
No matter how professional your writ-
ten and pcr:sona.l presentations may be, it is

‘fer naught if you do.not follow up. Gaod

economic developers are very responsive
in fulfilling a company's additional infor-
mation requesis. The most effective ones
wy to anticipate needs and answer ques-
tions before they are asked. - '
If you learned of an mponam issue
during the prospexit visit, now is the time to
address it. If the subject is involved and
requires 2 lengthy explanation, maintzin
the same level of quality and anention 1o
detail as in yourinitial wnttenpmsenmnon
Many follow-up presentations are bri { y
Ouly 3 féw .elaborative details may}, -
needed on an item, but usually they afe
‘required immediately. A fax machine, there-
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tore, nas DECOMe a necessity i today’s
economic development office. Tomorrow,
E-mail may become just as necessary.
There are varying levels of follow-up.
‘An initial presentation contains material
ut a wide variety of subjects. After the
* round of elimination, more specific
mation is needed on a select number of
fuctors, As the candidates are narrowed to
a fewer number, an even greater degree of
specificity is required. Follow-up presen-
tations on specific subjects are just as
important as written and personal presenta-

~ tons about the community.

hY

-Some economic development agencies
hiré consulting firms to analyze local at-
tributes for targeted operations. Such re-
ports (for instance, The Suitability of
Yourtown as a Location for Distribution
Faciliries) can lend a great deal of credibil-
ity to community presentations. They are
particularly useful as a follow-up device.

Do all this and you may become a final-
ist. You will then have the opportunity to

try and close the deal by prepanna a forma!
proposal.

Formal Proposals

Face-to-face and in writing, you have ‘

presented information aboutwhatyouhave
“company. Now, itis time to emphasize

tly what you propose to do for them. A

1al proposal does three things:

1

.~ ft describes the ways you intend to re-

- letters about non-cost factors the company

e

duce their initial project costs and -annual
operating expenses, in summary form and
in a detailed explanation of each item.

U It contains tetters of commitment, and
even legal agreements, backing up every--
thing that is promised. It also includes

deems important.

L ie conveys the powerful image of acan-
do community, having the commitment
and capacity to serve the company and
management team over the long term.

Kather than having sections with tabbed °
_ dividers, proposals. often have numbered
pages with a table of contents, making it -

easier'to find any one item. To illustrate,

reproduced below are the main categories

of a 70-page proposal that helped close the
sale for a 1,200-employee plant; individual

items under these categories were listed by

g jumber;
roject Expediting and Cost Savings
Cost-Reduction incentives

Ld Letters Pertaining to the Site and Utli-
ties

L Leters Describing Tax Abatements

(C} Letters About Labor Availability, Cost

and Training ..
O Letters Addressing Union Chmate

o Letiers Explaining Existing Industry
Assistanice Benefits

G L@uers About Reducing Relocation
Costs

U Letters Offenng?avomble HomeLoans
for Transferred Executives

O Levers Describing Other Quality-of-
Life Atributes. v

It is common for proposals to be hard-
bound and embossed with gold leaf letter-
ing. In addition to written proposals, eco-
siomic developers occasionally produce
special-purpose videos outlining their
unique locational advantages and financial
inducements for major projects.

This bnngs up 2 subject that has caused
a great deal of consternation in the eco-
nomic developtment profession, namely the
increased use of financial incentives, re-
sulting in an escalation of the bidding war.
Do not expect a truce, The competition (for
companies seeking to reduce costs and the
locations wrying to attract them) is simply

_ too intense. For instance, the corporate real
‘eswute executives who say they actively

seek incentives jumped from twenty-eight

to fifty-seven percent during 1988-1993,.

according to surveys by Sire Selection
magazine. At the same time, the numiber of
states offering tax credits for new jobs rose
thirty-eight percent and the number offer-
ing free land. increased by twenty-eight
percent. Basic kinds of financial incentives

+ found in formal proposals are:

] cash grants directly to a company, or
money paid to others to reduce a firm'’s
project expenses

EE low-mterest-rate financing, usmg pub»
lic ﬁmds
I giving away or dropping the cost of
something that is already owned, such as
property

U infrastucture improvements, usually;.

benefiting a broad area as well as the
company

(3 providing specific services, like free
employee training, through existing pro-
gram budgsts -

Lt tax exernptions, which involves giving
up something that previously had not been
received.

Some prospects will ask you and other
finalists to submit a proposal that guaran-
tees a free site, fully serviced and ready to
build on. They do not consider thistobe an
incentive and they will not accept your cost
to provide it as constituting money in their
corporate pocket. They do not care if il
costs you one dollar or million; it is simply
their way of comparing such factors on an
equal basis, ©

Economic developers .must be both
aggressive and prudent. It is imperative to
deploy enough weapons to win the projeét,
while avoiding the ricochet of excessive
inducements. If you quantify whatis avail-
able (even federal government incentives
like JTPA) and the competition does not, -
you will have an advantage.

Thé benefits must ‘exceed the cosfs.;
however, and you must be ableto explain it
in a way the average citizen understands.
Some communities and states include a
recapture clause in-their proposals, where
incentives have to be returned if job or

_ mvestmempmrmsesarenotkept.()fcoutse,

it is naive to offer incentives if 2 cornpany

would come anyway, but this situation is

rare indeed. '
There will be times.when your financial

- incentives will not be competitive or when

it makes no econormic sense to offer some
of them. Other locations will have thé abil-
ity and propensity to offer more. Then, the
only option is to “outwant” the competi-
tion. Tothatend, here are examples of other
inducements which can be included in 2~
proposal: ' '

‘U the approvatof all permits will be expe-

dited

] building owners will provide free office

* space during the construction period

- spouse.s of transferees will receive help
- in finding jobs

(U banks will extend home Mortgage and
bridge loans on favorable terms

U attorneys will donate their légal SETV-
ices

C} hotels wﬂl COTp rooms dumv7 house-
hunting trips

u retail stores will offer discounts to all
new employees

L] hospitals will give free care for the first
year they are in town
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2 colleges will provide free tition o the
shildren of relocated executives,

Do everything possible to porray a
sommunity wide commitment to save the
:ompany and its management team time
ind money. Convey the intent and ability to
» immediately responsive to their busi-
iess and personal needs, both initially and
hroughout the future. Create an atmos-
»here of trust, acceptance, personal con-
rern and guaranteed performance. This can
esult in & very real comfort level, so great
hat & CEO will choose your community

»ver one which offers larger financial in-

sentives, but which lacks such a commit-
nent. Sometimes, this approach works;
when everything elseis equal, it invariably
ioes,

Thesole purposeof a formal proposal is
© justify a.corporate location decision in
your favor. Contrasted to presenting objec-
ive information, as in an initial presenta-
don, this is the time to sell. It probably will
»¢ the final opportunity to close the sale, so
make certain your proposal is forceful and
sompelling. After al, there are no rewards
for second place in this profession.

THE END RESULT

Project-specific presentations require @
lot-of thought, hands-on.effort and invest-
ments in computer hardware and software.
The end result indicates to & prospect not
that the area is seeking new facilities of any
type, but that it wants this one particular
project and has the best location for it. It
also demonstrates a commitment 10 cus-
tomer service and responsiveness that will
benefit them upon becoming'a corporate
citizen,

SUMMARY -

To summanze. if you...

O contact prospects soonerthan your cofn-

petitors,

U present materials dxrectly related to
their unique interests more effectively,
o corroborate everything during their vis-
its in a more professional manner,

(U ensure all their guestions and concerns

are addressed bettsr than your compcmors
do, -
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El show specifically how they can make
more money in your area than anywhere
else, and

B make it easier for them to reach thxq

conclusion,

) white providing 2 community that is

perceived more atractive...

Then you'll have a competitive edge-»
especially over those who mail 2 standard
propaganda package.

Michaeﬁ B. McCaln, CED, 5
" fir.KeCain'i§ Execiftive Director
" of the Gadsden-Etowah County (Ala-
* bama) industrial Development Author-
-~fty.He is a graduafe of the University
of Alabama at Birmingham with de-
grees in Urban Development and
Spénish. A Certified Ecoriomic Devel--
oper and .@ Fellow Memmber of the
AEDC, he has served- on AEDC's
Board of Directors, Board of Regents,
and Editorial Board. HekaPastSmte
Directorof SIDCanda PastPresident
of the Economic Development Asso-
czatonafmabama,Hemnbereamed
at 205/543-8423. -
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