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Executive Summary
Economic development organizations (EDOs) are

Coping with new realities in funding

operating in a new landscape due to shifts in the

With budget cuts at the local, state, and federal

st

21 century economy and an uncertain recovery

levels, many EDOs have been challenged to do

from the Great Recession. The new landscape is

more with fewer resources. As traditional

complex and uncertain, marked by heightened

economic development funding sources have

global competition, an urgent need to increase

diminished, practitioners are seeking support

efficiency,

for

from the private sector and previously untapped

accountability from investors and stakeholders,

sources. Building relationships with new investors

and pressure to create and retain jobs in a

requires raising awareness of the EDO’s role in

severely impacted labor market.

the

more

stringent

demands

As economic changes and other factors challenge

community

and

constantly

engaging

stakeholders.

EDOs and communities across the nation, these

Articulating new realities in performance

shifts also have pushed practitioners to become

measurement

more strategic, creative and nimble, and in some

EDOs

cases have enabled them to enhance their

accountability to investors. The ability to measure

leadership position in the community.

and articulate what success means has become

This paper, developed under the guidance of
IEDC’s Economic Development Research Partners
(EDRP) program, identifies factors shaping today’s
economic

landscape

and

how

economic

development business practices are adapting in
response.
The most notable shifts that have impacted EDOs
in the 21st century include globalization, the
recession of 2007-2009, shifting energy markets,
and natural and man-made disasters. The
collective effect of these shifts has prompted
EDOs to revise traditional approaches and
develop new ones.

are

under

pressure

for

greater

more complicated as traditional metrics change
and

long-term

improvement

in

broader

community well-being has become a greater
priority. Today, having a cost-effective plan that
will establish a robust and resilient economy is
critical.
Balancing new realities of organizational
structures
An

overlapping

of

economic

development

missions and the decrease of resources has been
driving

the

consolidation

of

economic

development organizations and a surge in publicprivate partnerships. While enhancing efficiency
makes economic sense, balancing differences in
cultures, politics and priorities requires local

1

stakeholder support and dedication among

Fostering new realities for leadership

organizational leadership.

development
Communities today need leaders who are skilled

Adjusting to new realities in strategic

in balancing the demands of varied stakeholders.

partnership management
EDOs

are

partnerships

increasingly
with

regional

forming

strategic

stakeholders

to

enhance economic growth. These partnerships
are marked by a common set of values around by
cooperation and shared responsibility. Investment
of time and manpower is vital to nurturing and
managing these partnerships.
Focusing on new realities in strategic planning
The events of the last decade show that
community circumstances can shift quickly from
growth to decline. In order to stay relevant,
strategic plans need to be treated as living
documents, refined and updated to adjust to the
realities of the community at any time.

The

economic downturn and other shifts have led
some EDOs to delve into quality-of-life issues
previously outside the domain of economic
development, as they strive to create long-term

Economic developers in the 21st century will need
a myriad of skill sets to collaboratively implement
a vision that supports regional economic growth.
The pending retirement of many senior-level
economic development leaders has magnified the
need for economic development organizations to
have transition plans in place.
The prevalent theme of this research is that 21st
century

realities

have

pushed

economic

development business practices to adapt and
change. EDOs’ strategies must evolve in response
to global demographic, economic and social shifts
in order to stay relevant and effective. It is our
hope that this paper provides readers with a
framework to compare their business practices
with broad national trends and use this
information to further the creation of quality jobs
and wealth in their communities.

value in the community.
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Introduction
Shifts

in

the

transforming

21st
the

development.

century
practice

Today’s

economy
of

new

are

strategic, innovative and enterprising as they seek

economic

to be strong partners in the community and

economic

maintain their place at the table among other

development landscape is ever more dynamic and
complex, providing both opportunities and
challenges

for

economic

development

organizations (EDOs). These new realities have
instigated a

reassessment of

economic

development priorities, methods of working, and
the practitioner’s role in both the organization
and the community.
Significantly,

local leaders.
Developed under the guidance of the Economic
Development Research Partners (EDRP) program
of the International Economic Development
Council, this paper explores how economic
development organizations have incorporated
new business practices and strategies into their
work in order to succeed in the volatile 21st

economic

development

organizations across the nation have recognized
that a “business as usual” approach is no longer
adequate. Traditional measures of success are
changing. EDOs today have had to remodel
strategies or adopt new methods in order to
successfully navigate today’s more diversified and
nuanced economy.

century economy.
The first section of this paper provides a brief
background on the shifts impacting the economic
development profession and the new realities in
which EDOs operate.

Section two explores

current trends in EDO business practices,
including funding; performance measurement;
organizational structures; strategic partnership

The Great Recession catalyzed many of these

management; strategic planning and leadership

changes in economic development business

development.

practices. Certain practice trends are in response

information on topics that will be examined in

to events that incited an urgent change of

more detail in later EDRP research papers.

The

paper

concludes

with

approach, while others are the result of a longer
evolution in the field.

Ultimately, economic

development practitioners have become more

3

competition increased, and jobless growth began

New Realities for Economic
Development Organizations
Economic

development

organizations

find

themselves in a new economic landscape
following the Great Recession. This landscape is

to mark many areas of the nation.
Constant flux in energy markets – and rising
energy costs that stymie consumer spending –
also affect economic development as patterns of
work and leisure change, necessitating new
approaches to urban planning and transportation

marked by:

infrastructure. Significantly, shifting energy costs


increased global competition;

are changing business location factors and the



restricted access to capital;

competitiveness of communities.



budget cuts at local and state levels;

with operations overseas are returning to the U.S.



business closures and downsizings;

to be closer to consumer markets or resources,



an urgent need to increase efficiency;

while others choose to locate overseas for the



more stringent accountability demands from

same reasons. Such industry shifts significantly

investors and stakeholders;

affect the dynamics of business recruitment and

an increase in both natural and man-made

retention.



disasters;


shifting energy markets; and



multiple labor market challenges.

Natural

and

man-made

Some firms

disasters

–

from

hurricanes, tornadoes and floods to oil spills,
wildfires and terrorism – strike at random and
diverse

imperil communities across the country. Both

economy, but it has also created more risks and

large and small businesses find themselves in a

complexity, forcing economic developers to cope

tumultuous and uncertain environment post-

with

disaster. Economic development professionals

Globalization has created a more

new

technologies,

different

business

play a critical role in retaining and attracting

dynamics and a growing multiplicity of actors.

businesses and workers back to the community
Businesses large and small have struggled to

after such disasters, and EDOs are recognizing the

survive and thrive in the midst of a tight credit

need for flexible and nimble responses when

market. In addition, EDOs that were not focusing

unexpected circumstances arise.

on

small

business

development

and

entrepreneurship prior to the recession began

The cumulative impact of these trends means that

creating programs to meet the challenges of high

there is no status quo for EDOs. As the economic

unemployment. Moreover, the retention and

landscape has become more diverse and intricate,

creation of jobs has taken precedence over

economic development practices have responded

business attraction and real estate development

in kind to manage these new realities.

in many places as project pipelines dried up,

4

A Prelude to New Business
Practices



New realities in strategic planning



New realities for leadership development

EDOs of all sizes have been analyzing their
strategic priorities and the practitioner’s role in

New Realities in Funding

the community in order to be more effective and

Economic development funding is undergoing a

competitive in today’s erratic economy.

Like

transition that began before the recession and

many businesses, EDOs are restructuring to be

continues to evolve. In this era of budget cuts at

more

innovative.

the local, state and federal levels, many economic

Notably, professionals have had to become more

development organizations have been challenged

strategic and proactive, and less tactical, in order

to do more with fewer resources. EDOs across

to remain relevant, stimulate economic growth

the U.S. are pressured to fill the funding gap for

and meet investor demands.

efforts ranging from urban revitalization to job

efficient,

diversified

and

The following section will elaborate on and
analyze current trends in economic development
business practice. It will illustrate how economic
developers are working to deliver results to local
investors and stakeholders by tapping into new
resources, redefining measures of success, forging
new partnerships, and building new capacity and

training to industrial park development. Notably,
traditional

economic

development

funding

sources that included banks, utilities, and even
newspapers have seen their capacity to fund
projects and programs diminish, prompting
practitioners to seek funding from previously
untapped sources.

systems to meet broader community needs in the

Indeed, today there is a broader spectrum of

long term.

sources for economic development funding,
including anchor institutions such as hospitals,

Current Trends in Economic
Development Practice
Based on the trends and challenges outlined
above, economic development organizations are
adapting their practices to manage the following
challenges.

universities and sport venues, as well as local
firms such as cable companies, auto dealerships,
waste management companies and law firms.
However, the necessity to create innovative
methods

for

tackling

short-term

financial

challenges while building long-term sustainable
funding is an even greater task in today’s
economic development landscape.



New realities in funding



New realities in measuring performance



New realities of organizational structures



New

realities

management

in

strategic

partnership

New Players in Funding
In

communities

across

the

nation,

new

stakeholders are taking a role in funding
economic development programs and initiatives.
For example, as the healthcare sector grows,
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hospitals are becoming increasingly important

Varnum LLP, for example, works with businesses

drivers of economic development and prominent

and EDOs across the state to boost small business

players in local economies. Many hospitals are

development by providing free legal services to

concerned about recruiting talent today and are

startups.

keen on working with EDOs to meet their
workforce needs. With substantial investments in
real estate and social capital in a community,
hospitals tend to have a strong commitment to
their localities.

Shared Value for Investors
Engaging with potential new investors entails
educating them on the shared value that they
have in the community. According to Harvard
professor Michael Porter, shared value is defined

Law firms – particularly in places where

as “policies and operating practices that enhance

entrepreneurship and R&D are strong – are

the

another example of local stakeholders playing a

simultaneously advancing the economic and

greater role in supporting economic development

social conditions in the communities in which it

activities.

intellectual

operates…shared value is not social responsibility,

property rights (IPR), taxation and other areas are

philanthropy or even sustainability, but a new

keen to see entrepreneurship and innovation

way to achieve economic success.”1

Lawyers

involved

in

competitiveness

of

a

company

while

grow in their communities. Michigan law firm
Varnum LLP: Funding Startups in Michigan
In June of 2011, Grand Rapids-based law firm Varnum LLP agreed to donate $1 million in legal
services to targeted state-based start-ups, early-stage and growing businesses in a coordinated
effort to stimulate Michigan’s economy. The statewide initiative provides free legal services
associated with starting a business, capital formation and other legal needs. The program is offered
in conjunction with Pure Michigan Business Connect, a web program hosted by the Michigan
Economic Development Corporation that provides an outlet for local businesses to raise capital,
obtain legal advice and connect with each other.
The firm works with businesses and economic development organizations throughout the state to
identify Michigan-based startups, mid-stage entrepreneurs and growing companies that need legal
services. With several offices throughout the state, the firm estimates that it will cover the costs
associated with providing legal and business advisory services for about 60 Michigan businesses a
year for the next five years. Other law firms have joined the initiative, with one West Michiganbased firm donating $125,000 per year for four years in legal services to Michigan businesses.
Another intellectual property law firm with offices in1 “Creating
MichiganShared
and California
has Michael
offeredE.,toand
provide
Value,”, Porter,
Mark R.
Kramer,
Harvard Business Review, January-February 2011
pro bono legal assistance to 50 companies in a calendar
year.
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Porter expounds on this concept by arguing that

work more closely with the business community

“A business needs a successful community, not

to increase local economic growth and improve

only to create demand for its products but also to

the quality of life. The city of Schenectady, New

provide critical public assets and a supportive

York, for example, is working in partnership with

environment.

A community needs successful

Veolia Water North America to improve service

businesses to provide jobs and wealth creation

delivery and save on the city’s costs by extending

2

the life of its assets. Both the city and company

opportunities for its citizens.”

Hence, raising awareness of the EDO’s role in the
community and fostering relationships with
businesses, institutions and other stakeholders
are the first steps of the fundraising process.

have won awards from the U.S. Conference of
Mayors for their biosolids program and significant
operational

improvements

at

the

city’s

wastewater treatment plant.

Practitioners can involve potential investors in

Strengthening Investor Relations

their work by inviting them to serve on the board

This shift from public to private funding brings its

of an EDO or including them with other

own set of challenges to EDOs. These new

community leaders in ad hoc committees that

investors tend to be more cautious than

both educate them and demonstrate the shared

traditional funders and are less willing to make a

value they have in the community with the EDO.

long-term commitment. In today’s new reality,
investors want to see results before they sign on

Increased Private Sector Participation
Notably, private sector funding and participation
in

economic

development

activities

have

increased as the public sector has retreated. Data
from 98 client organizations3 of fundraiser
National Community and Development Services
(NCDS) illustrates this trend. Between 1998 and
2011, funding has shifted from approximately 30

to continue funding a program or organization,
and thus the renewal of pledges is no longer
automatic. Moreover, some governmental EDOs
may not be as sensitive to the importance of
building

relationships

with

private

sector

investors as their colleagues in public-private or
private organizations.

percent private/70 percent public in 1998 to over

EDOs often hire a fundraising group to help solicit

60 percent private/30 percent public today.

funding commitments from the private sector

EDOs that formerly depended on public funding
are now reaching out to private investors, and
smart mayors also are realizing that they need to
2

Ibid.
3
These organizations include local and regional chambers
and EDCs that receive funding from municipal governments
and the business community.

every five years or so. Yet the importance of
fostering

and

sustaining

relationships

with

investors means that many EDOs today are
putting effort toward this function on a daily
basis. Over a five-year period, the Charlotte
Regional Partnership increased its number of
private-sector investors threefold and total
investment by 105 percent by utilizing the

7

relationships developed by staff and existing

region). Further, some question whether success

private sector investors. In many public-private

should be measured in terms of organizational

partnerships, this role and activity has existed for

achievements or in outcomes for the locality.

some time and is shared by several staff members
that may range in title from Director of Investor
Relations and Events to Director of Business
Development. Regardless of title, increased
investor scrutiny and the slow economic recovery
require that more time be devoted to this issue.

The St. Louis County Economic Council (SLCEC),
for

example,

strives

to

create

the

best

environment possible for job and business
growth. However, it does not rely on net job
numbers reported on a regional or county level
alone, as this data may be influenced, positively
or negatively, by many factors external to the

New Realities in Measuring
Performance

organization. Instead, the SLCEC has developed
scorecards with measurable objectives for its

EDOs are under increased pressure from investors

various departments. With over 40 employees

who want to know specifically what they are

and multiple services, these scorecards help to

getting in return for their money and are

track the performance of each SLCEC division.

scrutinizing their investments more than in

Another example is the Balanced Scorecard

previous decades. Organizations and communities

utilized by the Charlotte Regional Partnership,

are tracking their performance carefully, and

which identifies and tracks metrics that are

broader quality of life issues have become a

directly influenced by the work done by the

greater metric than they have been in the past.

organization and also meets the expectations of

For many organizations, determining what to

regional stakeholders.

measure is a challenge. EDOs can measure

The

traditional indicators, such as the number of jobs

methodology

and

economic

performance means that EDOs, cities, and regions

indicators, such as quality of life, business

are taking different approaches, adding to the

innovation, entrepreneurship, and the ability to

complexity of the issue. Such ambiguities may

attract venture capital investment.

explain why as late as 2009, EDOs ranked

The recent recession and the trend towards

performance tracking as a low priority in the

regionalism have accentuated the need for EDOs

Benchmarking for Excellence Among Accredited

to measure and articulate what success means.

Economic Development Organizations study by

Today, the quality of jobs and the impact they will

Georgia Tech’s Enterprise Innovation Institute and

companies;

non-traditional

fact

that
in

there

is

the

U.S.

no
for

agreed-upon
measuring

have on a community’s future means more than
the raw number of jobs created, as does the
number of net new jobs in a region (as opposed
to job shifts between communities within a

8

IEDC.4 However, the opportunity remains for the

their effectiveness in communicating results to

economic development profession to establish

investors and stakeholders.

better systems of measurement that will enable
stronger tracking and reporting of outcomes.
Educating Investors
Today, economic

Similarly, the Metro Denver EDC’s chief economist
researches economic trends monthly for metro
Denver, including labor and employment trends,

development

professionals

real estate and the consumer sector. Each month,

know that the number of transactions completed

these indicators are profiled in a complete report

can no longer be the EDO’s principle measure of

that is available only to investors.

success. Yet investors still have high expectations
for their return on investment (ROI) and need
compelling reasons to continue to fund projects
and stay engaged. Therefore, educating investors
and stakeholders on the impact of new realities
on their ROI is ever more important. This entails
explaining that while the expectation in terms of
metrics has changed, having a cost-effective plan
that will establish a strong economy in the long
term is paramount.

The Rise of Community Profiling Tools and
Database Templates
The use of community profiling tools and other
database templates to measure community assets
in comparison to other communities is more of a
benchmarking

exercise

than

performance

measurement.

However, these tools can be

useful in assessing how a particular program or
organization is operating, and their usage is
growing. Benchmarking is a strategic function that

EDOs are educating investors by keeping them

should be driven by broader goals and strategies

updated on their work and by celebrating small

for the EDO. For example, a community might be

achievements along the way. Like many EDOs,

developing a new strategic plan that seeks to

the Greater Richmond Partnership in Virginia

position the region as a leader in the life sciences

(GRPVA) updates its investors through a monthly

industry. In this case, the region should seek to

e-newsletter, GRPVA.COMMENT, which provides

assess its performance on key measures of life

information on recent relocations, investments,

sciences strength and compare this performance

accolades and general news that demonstrates

to regions already identified as strong biotech

that the EDO is making progress in carrying out its

hubs.5

mission. In addition, the GRPVA's Annual Reports
of 2008-2009 and 2009-2010 have won IEDC
Excellence in Economic Development Awards for

4

“High Performance Economic Development Organizations”,
International Economic Development Council, Washington,
DC, 2011

5

Economic

Development

Journal,

“Benchmarking

Innovation”, Erik R. Pages and Graham S. Toft, Winter 2009
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New Realities of Organizational
Structures

new reality of increased investor scrutiny has

Dwindling resources for economic development,

organizational efficiency to funders, which is

streamlined budgets and overlapping missions

often the deciding factor for them when writing a

have been driving shifts in organizational

check.

highlighted the importance of financial and

structures, particularly the surge of public-private
partnerships. The rise in global competition and
the links between innovation and economic
growth suggest that any successful EDO requires
private sector input in terms of both funding and
expertise.

A

difference

in

culture

and

communication style between private sector
leaders and public officials often slows progress,
however. For these reasons, a public-private
entity is often the most effective way to foster
collaboration

among

business,

institutions,

Balancing the new realities of funding and
increased private sector interest are valid
arguments for consolidation when considering
the long-term benefits to a community. However,
differences

in

cultures,

territorialism
consolidating

are

real

organizations

local

politics

challenges
face.

and
that

Moreover,

merging public and private entities requires a
stringent review of financing, location, structure
and governance.

government and non-profits and to foster a pro-

In 2011, the community of Colorado Springs

business environment.

determined that merging two EDOs – the Greater

Recent

trends

include

an

increase

of

consolidations and mergers at the local level, such
as a chamber of commerce and EDO merging for
increased efficiency.

In other cases, state

economic development agencies are

being

redesigned to improve organizational productivity
and competiveness through a privately managed
organization.

Furthermore, some states are

transforming towards a public-private economic

Colorado Springs Chamber of Commerce and the
Colorado

Springs

Regional

Economic

Development Corporation – would enhance the
region’s ability to attract and retain business and
create jobs. The newly formed organization, the
Greater Colorado Springs Chamber and EDC,
became effective in February 2012 after careful
consideration of all factors by local stakeholders
and investors.

development delivery system.
Local-Level Consolidations and Mergers
Consolidations and mergers of EDOs at the local
level are becoming increasingly common. In
communities throughout the U.S., EDOs are
competing for funds as investors may choose to
fund one organization over another, or simply are
giving less to various organizations. Indeed, the

10

Merging Organizations in Colorado Springs
In May 2011, a committee made up of board members from the Greater Colorado Springs Chamber
of Commerce and the Colorado Springs Regional Economic Development Corporation formed to
explore bringing the two organizations together. Dwindling resources was an important factor, and
the committee determined that the mission of both organizations could best be accomplished
through the efforts and stewardship of one integrated business organization dedicated to economic
development in a more comprehensive way. The committee also was inspired by a visit to the
Oklahoma City, where the Greater Oklahoma City Chamber of Commerce has been credited with
helping to boost that region’s business climate as a single organization.
The boards of the Chamber of Commerce and the Colorado Springs Regional EDC agreed to unify as
a single organization called the Greater Colorado Springs Chamber and EDC, effective February 1,
2012. The merger is intended to maximize the strengths of each organization, bringing a greater
focus and additional resources to job creation through business retention, expansion and attraction,
offering a united front to speak for business and achieving economies of scale. Funding issues were a
major component to sort out, as the chamber was funded largely by members and events while the
Colorado Springs EDC received most of its money from businesses seeking to expand in the region.
However, this was resolved as local stakeholders and investors supported the merger, viewing it as a
means to nurture a strong business environment and local growth.

Florida, which has long relied on a privately

State Level Public-Private Partnerships
As states struggle to recover from the economic
downturn, some state leaders have introduced
initiatives to better suit today’s realities. Fiscal
concerns, burdensome bureaucracy, lack of
flexibility and limited knowledge of the private
sector are key issues that are driving states to
evaluate their economic development delivery
systems. At least 11 states have already created
or

are

examining

the

creation

of

managed state economic development agency,
Enterprise

Florida

Inc.

(EFI),

has

recently

introduced a new dual public-private EDO model
(see text box). EFI is now partnering with a new
public entity for the state – the Department of
Economic Opportunity (DEO) – with the aim of
increasing both efficiency and ROI through
coordinated economic development efforts.

new

organizations, or have consolidated existing
agencies and services for a more efficient and
nimble approach.
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Florida’s New Dual Public-Private EDO Model
In Florida, Enterprise Florida, Inc. has long stood as a model of a privately managed state agency
(supported by public and private funding) that serves as the lead EDO. For the past year, however,
EFI has been working alongside the newly created Department of Economic Opportunity (DEO), a
public entity established by Governor Rick Scott in 2011. The DEO is a consolidation of the state’s
former Office of Tourism, Trade, and Economic Development and the Department of Education’s
Ready to Work Program. Portions of the state’s Department of Community Affairs and the Agency for
Workforce Innovation also were merged into the DEO. The DEO is charged with coordinating
programs related to workforce development, community planning and affordable housing, while EFI
leads the state’s recruitment, business retention and expansion, international trade and marketing
programs.
EFI has had an impressive track record, generating stable to high ROIs, and in 2009 Ernst and Young
estimated that EFI achieved a return of $4.96 for every dollar invested. The state hopes that having a
strong public entity working in tandem with EFI will improve the ROI even further. For example, in
order to reduce the review time for applying for state economic incentives, DEO is directed to
coordinate with EFI to evaluate all applications. This not only has reduced the review time (from 34
days to 10) but also expanded the process to include a revision of which state and local permits may
be required and which permits can be waived.
This dual public-private EDO model is new to the state, and some business and community leaders
have voiced concerns over confusion from investors regarding each agency’s respective
responsibilities. In an attempt to clarify the matter, the governor named the president of EFI as
Florida’s Secretary of Commerce, thus creating a single representative for economic development in
the state.

Leaning more towards the private sector,

from educational institutions. JobsOhio will be

JobsOhio was created by Ohio Governor John

the state’s lead economic development arm and

Kasich in 2011 with the goals of revitalizing the

currently has a staff of 15 people that is working

state’s economy and creating jobs. The governor

to build the organization while transitioning

worked with the Ohio General Assembly on House

projects

Bill 1, which was signed into law in February 2011

Development

and created the framework for JobsOhio.

current focus is job creation.

JobsOhio is led by a board of directors that
includes key business leaders and representatives

from

the
(ODOD).

Ohio
The

Department
team’s

of

primary

Significantly, in 2011, Ohio’s legislative leadership,
the ODOD, JobsOhio and the JobsOhio Network
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regional partners worked together on 245

quality management for AEDOs.8

projects. These projects created or retained more

January 2012 IEDC membership survey found that

than 82,785 jobs with a total payroll of nearly

in 2011, 85 percent of respondents had entered

$4.8 billion dollars and spurred almost $3.3 billion

into partnerships or combined resources with

in new capital investment.

6

In February 2012,

other

community

stakeholders

Further, a

to

improve

JobsOhio announced plans to focus job creation

economic development efforts, an increase of 35

efforts on nine industry sectors (including bio-

percent over 2010.

health, financial services, consumer products and
aerospace/aviation)
advanced

by

promoting

manufacturing

capabilities

Ohio's
and

workforce productivity.

EDOs

are

increasingly

forming

strategic

partnerships with core stakeholders in the region
such as universities, hospitals and workforce
investment boards. While these partnerships

There is no perfect model, as each community has

enhance the ability to leverage resources, build

its own needs, culture and political environment.

capacity and skills and better capitalize on

However, the need for efficiency and productivity

emerging opportunities, they also present new

will continue to drive demand for these

challenges to EDOs as they endeavor to keep all

consolidations and mergers in the future.

stakeholders engaged and interested in the
organization’s activities. Therefore, just as EDOs

New Realities in Strategic
Partnership Management

today are putting more effort into maintaining

Strategic partnership management is growing in

required to support essential partnerships.

importance as EDOs strive to enhance their

Universities as Economic Development Drivers

effectiveness. In recent years, organizations have

Today, many universities and colleges have

redesigned the way that they engage in

become

partnerships by first establishing a common set of

partners, seeing themselves as community agents

values characterized by mutual cooperation and

and tailoring research and activities to meet the

shared

specific

economic needs of the regions they serve. These

AEDO

partnerships can help to strengthen the economic

benchmarking survey of 2009, partnership and

base and foster the knowledge economy.

relationship management was rated second-

Significantly, the new reality of long-term

highest in importance among the 10 areas of

unemployment and an under-skilled labor pool

responsibility

objectives.7

In

the

to

achieve

aforementioned

investor relationships, this same sort of effort is

strategic

economic

development

has highlighted the importance of education to
job retention and creation. Towson University’s
6

http://jobs-ohio.com/images/jobsohio_overview.pdf
Economic Development Journal, Summer 2010, Volume 9,
Number 3
7

8

“High Performance Economic Development Organizations”,
International Economic Development Council, 2011
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Division of Economic and Community Outreach

Indeed, universities across the country are

(DECO) in Maryland, for example, is working with

working

federal, state, county and local government

development stakeholders on initiatives ranging

agencies, non-profit organizations and companies

from targeted education programs, small business

to build links with the community it serves.

development and entrepreneurship support to

DECO provides staff development and training,
conducts economic analyses and forecasting,
assists with IT issues and provides technical
training.

In addition, the university has

collaboratively

with

economic

research support for EDOs and businesses and
grants

for

specific

economic

development

activities.
Coordinated Regional Efforts

formulated a strategy to provide students with

The recession and other global shifts have

skills that will give them better chances of finding

underscored the necessity of coordinated regional

employment after graduation. Towson provides a

efforts.

pipeline to employers of both educated and

partnerships to true alignments not only with

professionally certified employees who meet

academia but with other EDOs, chambers of

immediate hiring needs. By enabling students to

commerce,

take professional certification courses – such as

businesses, workforce investment boards and

CISSP and CNNA for information technology, PMI

related non-profits. Since the recession, there

for project management, and others – they are

has been a marked increase in regional

instantly employable in the regional marketplace.

collaboration – due partly to decreased budgets –

Students may take advantage of these self-paced

but also based on the recognition that some

online courses while they are enrolled in bachelor

problems could simply not be dealt with in a silo.

EDOs are transitioning from casual

local

and

state

governments,

or graduate degree courses.
In recent IEDC member surveys, nearly half of
To complement the educational and professional

respondents (46 percent in 2010 and 47 percent

certifications, Towson additionally developed a

in 2011) stated that cooperating regionally was a

soft skills course to help students understand and

key priority. Establishing coordinated regional

prepare for the security clearance process that is

partnerships means outlining roles and functions

required by many employers in the Baltimore-

and agreeing to a common plan. While it may not

Washington region. Moreover, recognizing the

be an easy process – as each partner tends to

importance of advanced manufacturing to the

seek what is in its own best interest – alignment

local and national economy, the university has

means that goals can be pursued collectively and

created a 3-D Digital Object Lab.

aggressively, with a better chance of capitalizing

The lab is

available to regional industries that want to learn

on emerging opportunities.

how to use advanced technologies, and at the
same time gives students exposure to advanced

A recent example of a successful, coordinated,

manufacturing techniques.

strategic regional partnership can be witnessed in
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the Yuma Valley Region of Arizona. The region

one of the most distressed areas in the U.S. As

embraced the philosophy that “all ships rise with

the region borders both Mexico and California,

the tide” by creating partnerships and alliances to

the workforce extends into four states and two

counter the negative effects of the recession. The

countries. Two of the region’s main industries are

geographically diverse region – spanning 225

tourism and agriculture, and Yuma additionally is

square miles of desert, agriculture land, Colorado

home to two military installations.

River valley and two mountain ranges – is also
A Successful Regional Partnership in Yuma Valley, Arizona
The recession hit tourism and agriculture particularly hard in the region. Layoffs and business closures
became rampant. To counter these threats, the Economic Development Corporation and Yuma Private
Industry Council (Yuma’s workforce investment board) began to align efforts to address immediate needs
and launch the recovery while also creating sound long-term strategies and a roadmap for the future.
The high unemployment rate - 27 percent in 2009 - made the Yuma Private Industry Council eligible for
America Recovery Reinvestment Act (ARRA) funds. In addition, the region partnered with three other border
counties in Arizona and was awarded a $10 million WIRED Grant. (WIRED – Workforce Innovation in Regional
Economic Development – is a federal program designed to encourage regional collaboration for the purpose
of both workforce development and economic development.) With this influx of funding, the partners
aligned strategies to target industry sectors and support local businesses. New programs were launched
through the efforts of the Yuma Private Industry Council, Arizona Western College Yuma, University of
Arizona, Embry Riddle School of Aeronautics, Northern Arizona University Yuma, Arizona State University,
Yuma County Chamber of Commerce, City of Yuma, Yuma County and the Greater Yuma EDC. Among the
myriad of programs were:



The Strategies Mandatory at Recession Times Training Program (SMART) using ARRA funds. The
program was offered free of charge to any business and provided essential tools for dealing with
banks and staff reductions. To date, over 150 training sessions have been conducted region-wide.



The National Center for Construction Education and Research (NCCER) program was created with
WIRED funds to train incumbent workers and college and high school students.

Over 250

manufacturing employees have completed various levels of certification at no cost to their
employers.


Arizona Western College, Northern Arizona University and University of Arizona partnered to create
a multifaceted engineering degree to meet the needs of the auto industry and defense industry in
the region.



The Arizona Western College Solar Array was created with the Arizona Western College, Arizona
State University, the U.S. National Renewable Energy Laboratory and Massachusetts Institute of
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Technology. As the single biggest solar installation at a U.S. college or university, it was just
completed on the campus of Arizona Western College.
The Yuma Private Industry Council also helped finance the EDC software licensing and the business retention
and expansion survey for 2012 by authorizing the use of ARRA funds and Rapid Response dollars. Moreover,
investments of $100 million and $40 million, respectively, were used for the infrastructure of the new San
Luis II Commercial Port of Entry and a highway, SR 195. The port is the first commercial port constructed in
the U.S. in over 20 years; these improvements spurred the need for a workforce skilled in distribution,
logistics and security. WIRED money was used to offer tuition-free programs in these subjects to any
displaced worker in the region. Today, with unemployment down to 22 percent, the impact of this
coordinated regional effort cannot be understated.

than those retiring.9 The book contends that

New Realities in Strategic Planning

demographics will sort communities into winners

Strategic planning helps economic development

and losers unless they can adapt to trends already

professionals invest their resources and time

under way.

productively. In recent IEDC surveys, when asked
“What are you doing differently since the
recession began?,“ EDOs reported adjusting their
strategic plans to prioritize new approaches.
The impacts of the recession and recent disasters
spotlight the need to look at the strategic plan as
a living document; strategic plans may need to be
updated and adjusted to match new realities of
the community at any time.
Adjusting Strategies to Shifts

Retaining and creating jobs remains a priority, but
to create value in the global economy, many EDOs
are:


Concentrating more on business retention;



Engaging more in strategic partnerships;



Focusing more on entrepreneurship and small
business development;



opportunities; and


develop innovative plans for the long term. As
Mark Lautman discusses in his book, When the
Boomers Bail: A Community Economic Survival

Using

social

networking

sites

as

a

communications and networking tool.

Trends such as the decline in skilled workers as
baby boomers retire are forcing practitioners to

Expanding efforts in renewable/clean energy

For example, in response to the increase in homebased

workers

and

businesses

since

the

10

recession, EDOs have begun to target strategies

Guide, the U.S. is the only country in the G20
today where incoming workers are less qualified

9

When the Boomers Bail: A Community Economic Survival
Guide, Mark Lautman, February, 2011
10
The U.S. Bureau of Labor Statistics reported 18.3 million
home-based businesses in 2010. In February 2011, the

16

that nurture these entrepreneurs and their

workforce. Looking to the future, EDOs are taking

benefit to communities. Live Work New Mexico -

steps to ensure the availability of skilled workers.

a statewide network of local initiatives with a goal

Trendsetters of this strategic focus on QOL issues

of creating 20,000 new economic base jobs by

tend to be public-private or entirely private

2022 - was designed specifically to address this

organizations.

phenomenon. The organization seeks to unite
solo professionals so that they can share work
strategies, take advantage of state and local tax
incentives, and get recognized as a powerful
economic development force in the state.
Participating communities pursue one or more of
the following strategies:




worked with the Boston Consulting Group in 2010
to update its strategic plan. The result was a fiveyear strategic plan, Blueprint for Economic
Prosperity, which lists "drive improvements in
public education" as one of the top five priorities.
The initial focus is on the Dallas Independent

Support and expand the growing solo worker

School District (Dallas ISD). Goals include

economic base with specialized amenities,

improving the Dallas ISD high school graduation

services and incentives to increase earnings

rate from the current 67 percent to 80 percent by

and improve the competitive eco-system for

2015 and increasing the percentage of Dallas-

these workers;

region residents who hold advanced degrees from

Recruit high-income solo workers from out of

the current 10 percent to 15 percent by 2015.

state and sell them houses, helping to also
boost the local real estate market; and


For example, the Dallas Regional Chamber (DRC)

Help local unemployed and under-employed
residents move into productive solo worker
career paths.

While not a traditional focus for EDOs, improving
public education is vital to developing a strong
regional workforce. The newly consolidated EDO
in Colorado Springs is also taking on the
improvement of the public school system as a

Fostering Quality of Life

targeted strategy, noting that the economic

Some strategic plans today address quality of life

benefits to the business community of graduating

(QOL) issues that previously were not in the

100 percent of the student body equals millions

domain of economic development organizations,

of dollars.11

such as education and health care. Federal, state
and

local

budget

cuts

have

threatened

educational institutions across the country,
heightening concerns about preparing the future
International Data Corporation (IDC) forecasted that the
home office market will add nearly 2 million home-based
businesses and more than 3 million corporate home office
households between 2011 and 2015.

Economic development professionals in some
regions of the U.S. are concerned that obesity will
have a negative effect on competitiveness. As
such, the Dallas chamber is taking a leading role in
11

The Colorado Springs Business Journal, “Csintyan: New
Chamber/EDC should focus on education”, Monica Mendoza
January 5, 2012
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a partnership designed to counter childhood

create

sustainable

obesity. The Childhood Health and Obesity

community.

shared

value

for

the

Reduction Initiative is a strategic, communitywide set of principles and goals aimed at the
eradication of childhood obesity in the Dallas

New Realities for Leadership
Development

region. Triggered by the report "Too Fat to

The importance of having qualified economic

Fight"12

–

written

by

ex-military

leaders

development

professionals

working

in

a

concerned that 9 million obese Americans

community is highlighted at times of crisis. The

between the ages of 17 and 24 are unfit to enlist

new realities at the global and local levels have

in the military – the issue is gaining support from

underscored the value of leaders who are skilled

top-ranking state and federal policy-makers.

at navigating competing demands and responding

Similarly, the Chattanooga Area Chamber of

to both public and private sector interests. Many

Commerce is a key partner in a new initiative

of the trends explored above, from funding shifts

called Grow Healthy Together Chattanooga.13 The

and investor accountability to EDO mergers and

chamber serves as a liaison to the business

regional collaboration, mean that economic

community and helps develop the Healthy Living

development

Fund to elicit matching contributions and sustain

knowledgeable and nimble.

momentum for the project.

Similar to what is occurring in the U.S. workforce

Other EDOs are getting involved in worksite

as a whole, the retirement of many economic

wellness programs, such as the Creating Healthy

development leaders from the baby boom

Places to Live, Work and Play program that the

generation means that many senior positions will

Adirondack Regional Chamber of Commerce in

open up in the coming years.

New York has introduced. The Illinois Chamber-

EDOs have not practiced vertical promotions at

led workplace wellness initiative, Live Healthy

the senior level, and leadership is typified by

Illinois, is another program focused on cultivating

geographically mobile candidates who change

changes in work and community environments to

location with the title of president or chief

support healthy lifestyles and businesses.

Far

executive officer. Fearing a leadership crisis in the

from quick fixes, the goal of integrating these and

economic development field, more EDOs today

other QOL issues into targeted strategies is to

are acknowledging the importance of having a

leaders

must

be

both

Notably, many

transition plan in place.
12

“Too Fat to Fight”, a Report by Mission: Readiness, Military
Leaders for Kids, Washington, DC, 2010
13
The goal is to reduce and prevent childhood obesity by
expanding options for physical activity in area parks, green
spaces and recreation facilities, and making streets and other
infrastructure safe for pedestrians and bicyclists.

Furthermore, the trend of merging organizations
has led some communities to seek a new face to
head the new organization. This was occurring in
Colorado Springs as of this writing. Stakeholders
often seek a candidate who is free from the
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history or politics of the preceding organizations



and who has the leadership skills to work

be talented in facilitating and building
partnerships and relationships;

effectively with both business and government.



be an excellent communicator and marketer;

CEOs



have industry know-how and experience with

of major companies

are specifically

interested in leaders who can best sell the region

corporate

as a whole and who understand local industry.

decisions; and

With greater scrutiny from an EDO’s investors



development

and

expansion

be knowledgeable of small business financing
and entrepreneurship.

comes greater pressure on the leader to achieve
goals. Thus, while public-private partnerships are

Ultimately, the economic development leader

generally willing to pay more for a top candidate,

must be able to communicate, convene, connect,

there is more emphasis today on the “pay for

and collaborate effectively to engage others in

performance”

the EDO’s mission.

compensation

system,

which

requires measuring specific achievements of
senior executives annually. This model, however,

In February of 2012, IEDC released Executive and

can discourage the risk-taking that is often

Professional

needed to pursue more innovative business

Developers, a guide designed to enhance and

strategies in uncertain times. When untested

foster

strategies

capabilities

fail,

pay-for-performance

Competencies

the

leadership
of

for

and

management

economic

15

Economic

development

compensation models punish leaders with low

professionals.

rewards, and sometimes termination.14 This issue

models defined in the guide describe the core

clearly

competencies necessary for success in the

requires

further

evaluation

by

communities and EDOs in the near future.

The leadership competency

profession. Notably, it enables EDOs to establish
leadership

development

systems

Promoting Leadership Development

selection,

assessment,

The economic development practitioner of the

performance

management

st

(including

development,
and

succession

21 century needs to be more business-savvy and

planning)

strategic than in the past. In addition to fulfilling

managerial capabilities of economic development

traditional leadership roles, today’s practitioner

leaders.

must be prepared to:

models should help advance individuals' skills as



they move up the career ladder within their

develop and promote public policy with
government officials at all levels;



and

focuses

on

enhancing

the

Used as intended, the competency

organizations,

as

well

as

improve

EDOs’

be an entrepreneurial self-starter;
15

14

“Is Pay-for-Performance Detrimental to Innovation?”,
Florian Ederer and Gustavo Manso, University of California
Berkeley, Haas School of Business, July 21, 2011

Executive and Professional Competencies for Economic
Developers, Prepared by Colarelli., Meyer & Associates
(CMA), St. Louis, Missouri, for the International Economic
Development Council, 2012
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effectiveness by helping place the right people

Going Forward

with the right skills in the right jobs.
This paper sets the stage for a series of research
papers focusing on current and emerging business

Conclusion

practices

The practice of economic development continues
to evolve in response to ever-changing economic,
demographic, political and social trends. New
business practices have arisen as EDOs adapt to
be more nimble, adaptable, strategic and creative
in tackling global shifts. These new approaches
are

required

for

EDOs

to

increase

their

effectiveness – and sometimes just to survive.
Economic development organizations have deftly
developed new approaches to funding and
investor relations; evaluating performance to
better demonstrate accountability; establishing
new public-private partnerships in order to
enhance

efficiency;

managing

of

organizations.

economic

development

These papers will aim to help

EDOs compare their business practices with broad
national trends and determine how they should
adapt to best serve their communities.

Two

issues raised in this paper that will be explored in
further detail in additional research are financing
economic

development

organizations

and

performance measurement.
With change as the only constant in the economic
development profession, IEDC aims to help EDOs
adapt with the times to create more high-quality
jobs and improve the quality of life in their
communities.

strategic

partnerships for regional success; innovating in
strategic planning to be both targeted and
flexible; and nurturing new leadership.
Whether modifications of strategies have been
based on necessity or proactive thinking, the
trends that have pushed these changes will
continue to evolve, and EDOs will be ever pressed
to deliver more value to investors and the
community.
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